
 

 

70: Q&A WITH PATRICK LENCIONI: WHAT’S YOUR MOTIVATION? 
 
Thank you for joining the Craig Groeschel Leadership Podcast!  
 
What’s your motivation? What’s your reason for wanting to be a leader? In this episode, Craig sits down 
with Patrick Lencioni, a leading voice in building healthy organizations and the founder of The Table Group, 
to talk about what motivates us to lead—and how that motivation can determine if we succeed or fail.  
 
At the core, people are motived to lead for two reasons: they are either reward-centered or responsibility-
centered. Reward-centered leaders look at leadership as a reward for long years of hard work. They see it 
as prestigious, important, high-paying, or full of perks. Meanwhile, responsibility-centered leaders see 
leadership as a duty. If they don’t make the hard calls, do the research, shoulder the burden, and envision 
the future, no one else will.  
 
Patrick has been studying these two motivations in leaders, which led to his book The Motive: Why So Many 
Leaders Abdicate Their Most Important Responsibility. He’s identified five incredibly important functions of 
a leader that are often the first to go when a leader isn’t leading for the right reasons. They’re things that 
might make a leader uncomfortable, but leaders should be willing to do the most uncomfortable things for 
the sake of their people and their mission. 
 

 
 
A leader who’s leading for the wrong reasons will usually abandon these responsibilities first:  
 

1. Having difficult conversations. 
We often tell ourselves that we avoid certain tough conversations to protect the other person, to shield 
them from hurt or embarrassment. But Pat says that’s not true; we avoid the conversations to protect 
ourselves from having to do something uncomfortable, painful, and time-consuming. It’s actually a selfish 
act to keep the truth from someone in your care. If you love the people who work for you—and Pat says you 
should love them—don’t withhold their chance to grow by hearing the truth. You also lose credibility with 
your team when you avoid the conversations that everyone knows are necessary.  
 

2. Leading great meetings. 
So many people view meetings as boring, unproductive necessities that must be muscled through. Pat says 
this is patently wrong—meetings can be great! It’s the leader’s responsibility to make them great. A meeting 
is simply sitting down with a group of other leaders and solving problems. A meeting is working with people 
we care about to make the difficult decisions that will advance the mission. It doesn’t have to be minutes, 
PowerPoint presentations, agenda items, or monologues. With a little planning, you can lead great meetings. 
 
  

“Leaders should be willing to do the most uncomfortable things. If the 
leader won’t do them, nobody will.” —Patrick Lencioni 
 



 

 

3. Managing direct reports. 
As a leader, you need to know what your team is working on. You should be able to coach them, answer 
questions, see problems early, and guide them through. That’s not micro-managing; that’s managing.  
 

4. Building a healthy team. 
Taking time out to build a healthy team is the leader’s responsibility. For Pat, he describes a healthy team as 
having a “hard culture.” This means the leader expects everyone to show up passionate, interested, and 
willing to grow. Creating an atmosphere where people are expected to give feedback and are rewarded for 
sharpening each other takes work, and a leader can’t expect it to happen without guidance.  
 

5. Repeating yourself constantly to reinforce culture and mission. 
A leader must be a “Chief Reminding Officer.” No matter how bored you become of repeating the mission 
statement, reinforcing core values, or realigning to the roadmap, a leader must constantly repeat those key 
directives.  
 
What’s your motivation?  
 
It can be difficult to see ourselves accurately in the mirror. What kinds of leaders are we, really? Ask yourself 
these questions to tell if you have reward-centered or responsibility-centered motivation for your 
leadership.  
 

1. When is the last time someone challenged you? If your team perceives that you’re not focused on 
the mission, they may believe you don’t care about growing, being challenged, or sharpening your 
skills.  

2. When is the last time you suffered for the mission? Leadership doesn’t have to always be hard, but 
it shouldn’t always be easy. If it’s been a while since you labored over a decision, stayed up late 
thinking about a problem, or had a hard conversation, you may not be leading.  

 

 
 
To the leader who is getting started or getting burned out:  
 
If you’re starting out, identify why you want to become a leader. Is it out of a sense of responsibility? Is it to 
accomplish the mission of your organization? Or, is it to gain all the perceived perks and prestige of a 
leadership role?  
 
If you’ve been leading for a while, and you’ve lost your energy and passion, reflect on your motivation. 
When is the last time you got excited about what you and your team are doing? If you find yourself caring 
more about pay increases and parking spots, do what you need to do to reacquaint yourself with the 
mission and purpose of your organization.  

 
 
 

 

 

 

“Servant leadership is the only kind of leadership. I’m hoping one day, we 
won’t even need to say ‘servant leadership’ because it will be 
understood.”  —Patrick Lencioni 
 



 

 

DISCUSSION QUESTIONS  
1. Be honest with yourself: are your aspirations for leadership fueled by the rewards of leadership or 

the responsibilities of leadership?  
2. When is the last time someone challenged you to grow?  
3. When is the last time you suffered for the mission of your organization?  

 
EXERCISES 
 
If you have a basic level of trust with your team, try the exercise Pat outlined in this episode. Go around the 
room and name the strengths that each person uniquely brings to the team. Then, go around and let each 
person know a blind spot or weak area that could be improved. As the leader, you can model what receiving 
both praise and feedback look like for your team. 

 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

 

Based on the feedback you get in this setting, create a small reminder or sticky note for yourself that you 
can display at work to help you break negative habits and grow healthier.  

 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

 
List out a few common activities that would lend themselves to immediate feedback. For example, if you 
give presentations often or if you lead meetings a lot in your organization, ask for feedback afterwards. If 
you’re the leader, build in five minutes at the end of the activity to get some quick constructive criticism. If 
you’re not the leader, take this idea to your leader and talk about implementing it.  

 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

 

  



 

 

MORE FROM PATRICK LENCIONI  
Books by Patrick Lencioni: https://www.tablegroup.com/books/ 
Listen to Pat’s podcast At the Table: https://www.tablegroup.com/at-the-table/ 
 
PODCAST RESOURCES 

• More from Craig: www.craiggroeschel.com  
• Download Leader Guides: www.life.church/leadershippodcast  
• Subscribe on Apple Podcasts: www.go2.lc/cglpitunes   
• Free Church Resources & Tools: www.life.church/churches  
• Be Healed by Bob Schutchs: https://go2.lc/be-healed 
• Related episodes of the Leadership Podcast:  

o Creating a Value-Driving Culture: www.go2.lc/xflv5 
o Creating a Value-Driven Culture, Part 2: www.go2.lc/px4ed 
o Giving and Receiving Feedback, Part 1: www.go2.lc/feedback1 
o Giving and Receiving Feedback, Part 2: www.go2.lc/feedback2 
o Strengthening a Struggling Team: www.go2.lc/strugglingteam 
o Becoming the Centered Leader Your Team Craves: https://go2.lc/centered 

 
CONNECT WITH CRAIG 

• Ask questions: www.craiggroeschel.com/connect  
• Facebook: www.facebook.com/craiggroeschel  
• Twitter: @craiggroeschel 
• Instagram: @craiggroeschel 

 
THREE KEYS TO SHARPEN YOUR LEADERSHIP 
Craig hand-picked three episodes designed to help you build a strong leadership foundation. You'll learn 
practical ways to influence your leaders, manage your time wisely, and improve how you communicate. 
Head to www.go2.lc/threekeys to get the episodes and leader guides sent right to your inbox. 
 
LEAVE A REVIEW 
If this podcast has made you a better leader, you can help share it by leaving quick Apple Podcasts review. 
You can visit Apple Podcasts (www.go2.lc/itunes-cglp) or on your iOS device and then go to the “Reviews” 
section. There, you can leave a star rating or click on “Write a review” to share something you’ve gotten out 
of this podcast. Thank you for sharing! 

 


