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UNLOCKING ORGANIZATIONAL HEALTH: THE
ADVANTAGE PATRICK LENCIONI CHAMPIONS

In a business landscape obsessed with strategy, technology, and
financial  metrics,  one  concept  has  quietly  emerged  as  the  true
differentiator between high-performing companies and those that
merely survive: organizational health. No one has articulated this
with more clarity and practical insight than Patrick Lencioni. His
seminal work, The Advantage: Why Organizational Health Trumps
Everything Else in Business, serves as both a wake-up call and a
comprehensive  playbook  for  leaders.  The  advantage  Patrick
Lencioni describes is not about having the smartest people or the
most innovative product—it is about building an organization that
is cohesive, aligned, and resilient.
In  this  article,  we  will  explore  the  core  principles  of  The
Advantage  by  Patrick  Lencioni,  why  organizational  health
matters more than intelligence, and how leaders can apply his
framework to create lasting success. Whether you are a CEO, a
manager, or an aspiring leader, understanding and leveraging the
advantage Patrick Lencioni outlines can transform how you lead
and how your team operates.

What Is the Central Premise
of The Advantage?
At  its  heart,  The  Advantage  Patrick  Lencioni  presents  a  bold
thesis:  an  organization’s  health  is  its  greatest  competitive
advantage. Lencioni argues that while most companies focus on
being  smart—analyzing  data,  crafting  perfect  strategies,  and
mastering technical expertise—they neglect the messy, human
side of business. Being healthy means having a minimal amount
of  politics,  low  turnover,  high  morale,  and  a  workforce  that
operates with trust and clarity.
This is not a feel-good philosophy. Lencioni backs his argument
with decades of consulting experience and compelling examples.
Healthy  organizations,  he  notes,  are  more  adaptable,  more
innovative,  and  more  profitable.  They  attract  and  retain  better
talent because people want to work in an environment where
they feel respected and aligned with a common purpose. The
advantage  Patrick  Lencioni  describes  is  available  to  any
organization willing to do the hard work of building cohesion from
the inside out.
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The Four Disciplines Model:
A Practical Framework
Lencioni does not leave leaders with just an inspiring idea. He
provides  a  repeatable  process  called  the  four  disciplines  of
organizational  health.  These disciplines  form the backbone of
The Advantage and give leaders a step-by-step path to follow.
Let’s examine each one.

1. BUILD A COHESIVE LEADERSHIP TEAM

The first discipline focuses on the leadership team itself. Lencioni
famously  outlines  five  dysfunctions  of  a  team:  absence  of  trust,
fear of conflict, lack of commitment, avoidance of accountability,
and  inattention  to  results.  To  achieve  the  advantage  Patrick
Lencioni  advocates,  leadership  teams  must  first  address  these
dysfunctions.  This  means  creating  an  environment  where
vulnerability-based  trust  exists,  people  engage  in  productive
ideological  conflict,  commit  to  decisions  even  if  they  disagreed
earlier,  hold  each  other  accountable,  and  focus  on  collective
results.
Building a cohesive team is not a one-time workshop; it is an
ongoing  discipline.  Leaders  must  model  vulnerability  and
encourage honest dialogue. The payoff is immense: when the top
team is aligned and trusting, decisions come faster, execution
improves, and the entire organization follows their example.

2. CREATE CLARITY

The  second  discipline  addresses  a  common  source  of
organizational friction: ambiguity.  Lencioni  argues that leaders
must achieve clarity on six critical questions:

Why do we exist? (Purpose)
How do we behave? (Values)
What do we do? (Business definition)
How will we succeed? (Strategy)
What is most important right now? (Top priority)
Who must do what? (Roles and responsibilities)

When a leadership team can answer these questions simply and
consistently, they eliminate the confusion that drains energy and
creates silos. The advantage Patrick Lencioni stresses here is that
clarity is  not about a perfect  document—it  is  about a shared
understanding  that  everyone  can  articulate.  This  clarity  then
cascades throughout the organization through simple, repetitive
communication.

3. OVERCOMMUNICATE CLARITY

Most  leaders  think  they  communicate  enough.  Lencioni
disagrees. He believes that for a message to truly stick, it must
be communicated seven times in seven different ways. The third
discipline is about relentless, redundant communication of the
clarity  established  in  the  second  discipline.  This  includes
meetings, emails, all-hands sessions, and casual conversations.
Everyone in the organization needs to know the purpose, values,
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priorities, and their role in supporting them.
This discipline is often the most neglected, yet it is essential for
achieving  the  advantage  Patrick  Lencioni  describes.  When
leaders  assume  people  already  know,  they  create  gaps  in
alignment.  Overcommunicating ensures that the clarity moves
from  the  leadership  team  into  the  daily  decisions  of  every
employee.

4. REINFORCE CLARITY THROUGH HUMAN SYSTEMS

The final discipline ensures that the clarity becomes embedded in
the  organization’s  processes.  Hiring,  onboarding,  performance
management,  compensation,  and  even  termination  should  all
reinforce the company’s values and priorities.  For example,  if
teamwork  is  a  core  value,  then  performance  reviews  should
assess  not  just  individual  results  but  also  collaboration.  If
customer service is the top priority, then recognition programs
should celebrate service excellence.
This discipline ties everything together. Without reinforcement,
even the clearest vision can fade. The advantage Patrick Lencioni
promotes is sustainable only when systems and structures align
with the desired culture.

Why Organizational Health

Trumps Intelligence
One of the most provocative arguments in The Advantage is that
organizational health is a greater predictor of success than being
smart. Smart organizations have great strategies, strong financial
models, and talented individuals.  But smart organizations that
are unhealthy suffer from internal politics, lack of trust, and slow
decision-making. They waste their intelligence.
On the  other  hand,  a  healthy  organization—even one  with  a
mediocre strategy—tends to outperform because it can execute
quickly, correct mistakes, and adapt. Lencioni uses the analogy of
a professional sports team: a group of talented individuals who
cannot work together will lose to a less talented team that plays
cohesively. In the business world, this dynamic is the advantage
Patrick Lencioni urges leaders to pursue.
Health is not a soft concept. It drives hard results. Studies show
that healthy companies have lower turnover,  higher customer
loyalty,  and  better  financial  returns.  Moreover,  health  is  rare
because it requires discipline and courage. Most leaders prefer to
focus on the technical  side of business where they feel  more
comfortable. Those who embrace the advantage Patrick Lencioni
defines separate themselves from the competition.

Applying The Advantage to
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Your Organization
Understanding the theory is only half the battle. Implementation
is where the real advantage Patrick Lencioni provides comes to
life. Here are practical steps based on his work:

Start with the leadership team. Schedule a dedicated,1.
off-site meeting to discuss the five dysfunctions. Use an
assessment tool to identify which dysfunction is most
prevalent. Commit to working on it over time.
Answer the six clarity questions. Bring your top team2.
together to debate and agree on the answers. Do not rush
this process. The discussion itself is valuable because it
reveals different perspectives.
Create a communication cadence. Establish a rhythm of3.
weekly staff meetings, quarterly state-of-the-union
gatherings, and monthly one-on-ones. Use every
opportunity to repeat the core messages.
Audit your human systems. Look at hiring processes. Do4.
you screen for cultural fit? Are your performance reviews
aligned with your values? Adjust where necessary.
Measure health. Use periodic employee surveys to gauge5.
trust, clarity, and morale. Track turnover and internal
promotion rates. Celebrate progress.

Remember,  the journey to  organizational  health is  not  linear.
There  will  be  setbacks.  The  advantage  Patrick  Lencioni  offers  is
that the process, though demanding, is accessible to any leader
willing to commit.

Common Misconceptions
About Organizational
Health
Some leaders resist the concept because they believe it is too
expensive, too time-consuming, or too “soft.” Let’s address these
misconceptions using insights from The Advantage.
Myth 1: Health is a nice-to-have, not a necessity. Lencioni
argues that in today’s fast-changing world, health is essential.
Unhealthy organizations cannot adapt quickly enough to survive
disruption.
Myth 2: Health only matters for small companies. Actually,
large  organizations  suffer  the  most  from  silos  and  bureaucracy.
The  advantage  Patrick  Lencioni  outlines  can  be  even  more
powerful  in  complex  enterprises  because  it  simplifies
coordination.
Myth 3: Being healthy means being nice. On the contrary,
healthy  organizations  require  honest,  sometimes  difficult
conversations.  They  demand  accountability.  Niceness  without
substance can be a sign of dysfunction.
By dispelling these myths, leaders can more readily embrace the
framework and begin their transformation.
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The Role of Leadership in
Sustaining The Advantage
No  framework  works  without  committed  leadership.  Lencioni
emphasizes that  the CEO and senior  executives must  be the
primary  champions  of  organizational  health.  They  cannot
delegate it to HR or an outside consultant. The advantage Patrick
Lencioni  advocates depends on leaders who are willing to be
vulnerable, to invest time in team meetings, and to consistently
communicate the same messages.
Leaders must also model the behavior they want to see. If a CEO
says “trust is important” but then dominates meetings or avoids
giving feedback, the team will notice. Authenticity is critical. The
best  leaders  use  the  tools  in  The  Advantage  as  a  mirror,
examining their own behavior before asking others to change.

Conclusion: The Lasting
Impact of The Advantage
Patrick Lencioni’s The Advantage is more than a business book; it
is a manifesto for a better way to lead. The advantage Patrick
Lencioni describes—organizational health—is not a magic pill. It
requires  discipline,  vulnerability,  and  persistence.  But  the
rewards are profound:  a workplace where people feel  valued,
where decisions are made quickly, and where the organization
outperforms its peers year after year.
In a world full of complexity, the simplest truth often holds the
most  power.  Healthy  organizations  win.  By  adopting  the  four
disciplines, leaders can unlock a sustainable competitive edge
that no amount of intelligence can replicate. The advantage is
yours for the taking—if you are willing to do the work.


