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“CULTURE EATS STRATEGY FOR 
BREAKFAST”

ThThisis qquouotete,, cocommmmononlyly aattttriribubutetedd
toto tthehe ggrereatat PPeteterer DDruruckckerer,, isis aann
emembobodidimementnt oof f ththisis qquauartrterer’s’s bbooook k 
rereviviewew. PPatatririckck LLenenciciononi’i’ss THTHE E
ADADVAVANTNTAGAGEE eexpxploloreres s ththee crcrititicicalal
imimpoportrtanancece oof f ororgaganinizazatitiononalal cculultuturere 
anandd whwhy y itit’s’s eessssenentitialal fforor ssucuccecessss iinn
anany y ororgaganinizazatitionon;; nonot t jujustst tto o mamaxiximimizeze 
peperfrforormamancnce e anandd rerevevenunue,e, bbutut tto o 
weweatatheher r ththe e ststorormsms aandnd cchahallllenengegess alall l 
ofof uus s fafacece. . TThehe kkeyey ttoo ororgaganinizazatitiononalal 
cucultlturure e rereststss wiwithth tthehe lleaeadedersrshihipp anand d 
mamananagegemementnt tteaeam;m; aas s ththisis jjouournrnalal iis s
fofor r FaFamimilyly PPhyhysisicicianan lleaeadedersrs,, mymy hhope 
isis tthahat t ititss cocontntenent t anand d prprininciciplplees will 
reresosonanatete wwitithihin n yoyou u anand d hehelpl  you to
imimprprovove e yoyourur tteaeamsms..

FForor tthohosese tthahat t hahaveve read Lencioni’s 
prprevevioiousus wwororksks ((FiFigure 1), this book 
didifffferers s inin tthahat t itit’s not structured as a 
fafablble e wiwithth aa lleeadership lesson but rather
inincocorprpororaates many of the teachings 
frfromom those books and his consulting 
bubusiness into 4 disciplines that lead
to strong organizational health (see 
embedded diagram).  The book is a 
combination of step-by-step blueprint 
processes as well as practical, positive 
and negative real world examples.

Of these four disciplines, by far the 
most important is building a cohesive 
leadership team.  As we have all seen 
weak and strong leadership teams, 
if divisiveness and conflict exists
within the leadership team, there’s 
no doubt that those symptoms will 
permeate throughout the rest of 
the organization.   In addition to 

getting the right people on the bus 
(ala Jim Collin’s Good to Great), 
the paramount concern of senior
leadership is to ensure the leadership 
team (i.e. the command team) are 
synchronized in focus and purpose.  
To build a cohesive leadership team, 
Lencioni walks the reader through 5 
behaviors that the team must embrace 
to be successful: Trust, Conflict,
Commitment, Accountability, and
Results.   Although none of these are 
surprising to anyone on a leadership 
team, the book challenges both the 
CEO, as well as each individual 
member of the leadership team, to
evaluate what these values mean and
to then check if he or she is being 
internally and externally accountable 
to them.  In regards to trust, the key is 
for leaders “to sacrifice their egos for
the collective good of the team.”  As 
written in a prior USAFP book review,
the essence of this is the same as in 
the Question Behind the QuestionQ Q . 
Every leader must approach the given 

isissusuee or friction with a perspective of 
whwhat can I do to make it better; this 
humility and focus on the organization 
builds trust and commitment for the
leadership team and the organization.  

Another component of a cohesive 
team is the ability to manage conflict.  
Lencioni brings a great model for where
successful organizations function: 
the Ideal Conflict Point (ICP).  On a 
spectrum of artificial harmony to Mean-
Spirited Personal attacks, the ICP is the 
point where conflict is uncomfortable 
and forces tough decisions but still 
remains constructive.  The challenge 
within our military system is how to 
maintain candid, professional, and 
at times uncomfortable discussions 
given the added complexities of rank,
position, and medical expertise.

The second discipline is the need to 
create clarity.  In the military, we have 
a distinct advantage as we are all trained 
that the mission comes first and that the 
commander’s intent gives subordinates 
the direction needed to violently execute 
the plan.  However, within our medical 
departments, is the clarity of mission 
as clear as it should be?  What’s most 
important?  Quality care, readiness, 
war time skills training, or GME?   We 
must ensure our organizations know 
why we exist, how we will succeed, and 
what’s most important right now.  The 
book progresses through six questions 
leadership teams must consider to 
provide this clarity.  In my current 
organization, access to care is our 
primary focus as primary care is our 
number one engine.  To this point, the 
commander’s daily report is a summary 
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How do your orgaaninizazatitionon’s’s mmetetriricscs
that are reviewed dailily y cocorrrrelelatatee toto
what you need to focuss oon n totodaday?y?
For other metrics that have ththeieirr owownn 
standard reporting mechanism, ththerere’e’s s 
no reason to include them in your daailily y 
report.

The third discipline is 
overcommunicate clarity.  Every
article I’ve read on personnel surveys
or organizational improvement 
starts with the need for clear
communication. Obviously if this 
was easy it wouldn’t keep dominating
these reports. Leaders must be 
cheerleaders for the organization as
well as “Chief Reminding Officers”.
All too often, people start to hear your
message at the same time you get tired
of saying it.  The final discipline is
reinforcing clarity.  Highly successful
organizations are able to do this 
through hiring processes, feedback
mechanisms, and compensation.
The key is for the organization to
“institutionalize its culture without 
bureaucratizing it.” That phrase stuck 
with me. Throughout our Armed
Forces we have countless examples 
of great ideas with great purpose that

ththenen bbececomome e jujustst aanonoththerer ssetet oof f slslidideses
anand d chchececklklisiststs ttoo fefeeded tthehe rrepeporortitingng
sysyststemem.. ThThe e lalackck oof f ininnonovavatitionon aandnd
flflexexibibililitity y cocompmpleletetelyly rrununs s cocontntrararyry tto o
dedevevelolopipingng aandnd pprereseservrvining g ththe e cucultlturure e 
ththee leleadaderers s anandd ththee ororgaganinizazatitionon hhavave e 
fofougughtht tto o esestatablblisish.h.

TThehe ffininalal ssecectitionon ooff ththee bobookok
adaddrdresessesess ththe e imimpoportrtanancece oof f wewellll--
desiigngneded aandnd wwelell-l-exexececututeded mmeeeetitingngs s
in furthhererining g oror ddesestrtroyoyining g ththe e cucultlturure e 
of the organanizizatatioion.n. MeMeetetiningsgs hhavave e 
different purppososeses aandnd sstrtrucuctuturere tto o
address the statedd nneeeed d (d(daiailyly hhududdldle,e,
tactical staff meetinggs,s, qquauartrtererlyly ooffff--
sites, or ad-hoc topicicalal mmeeeetitingngs s
{i.e. for acute issues neediingng aa ddeeeep-p-
dive}).  This section gives the rereadaderer aa
useful and applicable summary off tthehe
meeting types. For more information,n
Lencioni’s Death by Meetingy g is an
essential read for those wanting to 
run productive, energetic, and focused
meetings.

For those that aren’t aware, our
health center suffered a horrific 
event in early September when one 
of our nurses was violently attacked
in our facility by another employee 
and almost died (thankfully she is
doing well and despite the long future

rerecocoveveryry, , isis iin n grgreaeat t spspiriritits)s).. PParart t offof
ththee rereasasonon II cchohosese tthihiss bobookok wwasas tthehe
fafactct tthahat t ththe e grgreaeat t cucultltururee ofof MMununsoson n 
ArArmymy HHeaealtlth h CeCentnterer aallllowoweded uuss toto
geget t ththrorougughh ththisis eeveventnt aandnd eememergrge e 
ststrorongngerer.. II aam m cecertrtaiainlnly y nonot t imimplplyiyingng
wewe ddidid eeveveryryththining g peperfrfecectltly,y, bbutut wwe e
(t(thehe lleaeadedersrshihipp teteamam) ) bubuililt t onon tthehe
ininhehererentnt sstrtrenengtgth h ofof tthehe oorgrgananizizatatioion n 
anandd ususeded mmanany y ofof tthehe ppririncncipipleless
cacaptpturureded iinn ththee bobookok ttoo guguidide e ouour r 
ororgaganinizazatitionon.. CClalarirityty,, cocommmmununicicatatioion,n,
anandd ovoverer ccomommumuninicacatitionon wwasas eessssenentitialal; ; 
ththee cocommmmanandd teteamam hhududdldleded llatatee 
inintoto tthehe nnigightht ttoo clcleaearlrly y ididenentitifyfy oourur
prprioiorirititieses,, roroleles s anandd rerespspononsisibibililititieses,,
anand d ththe e memechchananisismsms bbyy whwhicichh wewe
wowoululdd rereininfoforcrcee anandd cocommmmununicicatatee 
evevererytythihingng tthahat t wawass hahappppenenining.g.
UlUltitimamatetelyly,, inin mmy y opopininioion,n, oourur ccleleararesest t 
dedefifininititionon ooff susuccccesesss isis tthahat t wewe ddididn’n’t t
allolow w ththatat iincncididenent t toto ddefefinine e whwho o wewe
are. OrOrgaganinizazatitiononalal cculultuturere iis s ththee hehearart t 
of the orggananizizatatioionn anand d leleadadererss mumustst
do everythinng g wiwiththinin ttheheirir ppowowerer ttoo
define and preservrve e itit..

“Organizational l hehealalthth wwililll onone e 
day surpass all other r didiscscipiplilineness inin
business as the greatest oopppporortutuninityty
for improvement and compmpetetititivive e 
advantage.” -Lencioni




