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1. Welcome and Course Overview

What You’ll Learn

•	 Why behavioral alignment, not technical skill, drives lasting team success

•	 How to transform a working group into a cohesive leadership team

•	 Practical exercises to build trust and vulnerability within your team

•	 How to identify and communicate your organization’s “rally cry”

•	 Why managing behaviors produces better results than managing numbers

•	 The difference between the team you lead and the team you’re on — and why it matters

Course Description

This course unpacks The Advantage by Patrick Lencioni through the lens of real-world leadership. Guided by consultant 
Al Amador, you’ll explore how trust, clarity, and accountability form the foundation of high-performing teams. Drawing 
on decades of experience with organizations like The North Face, Kaiser, and Apple, Al demonstrates how great 
leaders align their teams around shared purpose, improve communication, and eliminate dysfunction to achieve true 
organizational health.

2. Meet Your Instructor

Al Amador is a seasoned leadership consultant with over two decades of experience in executive 
coaching, communication training, and keynote speaking. Through his firm, Amador Consulting, he has 
helped organizations worldwide build cohesive, high-performing teams rooted in trust, clarity, and 
accountability. A longtime partner of The Table Group, a Patrick Lencioni company, Al specializes in 
guiding executive teams toward alignment and healthy organizational culture. His clients include leading 
companies such as Apple, Netflix, Cisco, Kaiser, and The North Face. Based in Lafayette, California, Al 
brings a unique blend of technical expertise and people-first leadership to every engagement.

3. Key Terms You Need to Know

Vulnerability-Based Trust: The ability of team members to admit weaknesses, ask for help, and be open with one another.

Rally Cry: A unifying short-term goal or focus that aligns and motivates the entire team.

Behavioral Accountability: Holding peers responsible for agreed-upon behaviors, not just outcomes.

Working Group vs. Team: A working group collaborates on tasks; a true team is interdependent and aligned in purpose.

The Team You’re On vs. The Team You Lead: Understanding that your primary loyalty 
should be to your peer leadership team, not just your direct reports.
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5. Module Deep Dives

Module 1: Origins & Purpose of The Advantage

Overview: Discover how a shift in behavior—not technical ability—transformed Al’s 
leadership approach and laid the foundation for The Advantage model.

Key Concepts:

•	 Team transformation begins with changing behaviors, not systems.

•	 Vulnerability, clarity, and trust create high-performing leadership teams.

•	 Building a cohesive team is a deliberate, ongoing leadership choice.

Action Exercise: Reflect on a time your team struggled despite technical excellence. What behaviors held you back?

Module 2: Common Management Team Struggles

Overview: Learn why many management groups fail to operate as true teams and how 
to build vulnerability-based trust that leads to stronger collaboration

Key Concepts:

•	 Many ‘teams’ are merely working groups without shared commitment

•	 Trust grows when leaders model vulnerability and share personal histories.

•	 Understanding backgrounds eliminates assumptions and strengthens empathy.

Action Exercise: Host a 30-minute ‘personal histories’ session with your team — have each 
member share where they grew up, how they were raised, and a formative life challenge.
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4. Course Roadmap

Module No. Title Duration

1 Origins & Purpose of The Advantage ~6 min

2 Common Management Team Struggles ~12 min

3 Defining ‘What’s Most Important Right Now’ ~8 min

4 Managing Behaviors vs. Numbers ~12 min



5. Module Deep Dives Continued

Module 3: Defining ‘What’s Most Important Right Now’ (The Rally Cry)

Overview: Clarify your team’s short-term priorities using the ‘rally cry’ — a 
tool for unifying focus and reducing competing objectives.

Key Concepts:

•	 Teams must identify one clear, time-bound priority to stay aligned.

•	 A strong rally cry creates excitement, clarity, and organizational momentum.

•	 The best rally cries emerge by identifying the team’s biggest challenge or opportunity.

Action Exercise: Ask your team: ‘What’s our biggest opportunity and our biggest challenge 
right now?’ Use recurring themes to define your six-month rally cry

Module 4: Managing Behaviors vs.  Numbers

Overview: Shift from outcome-based management to behavior-based 
leadership that fosters trust, clarity, and sustainable success.

Key Concepts:

•	 KPIs track results, but behaviors drive them.

•	 Peer-to-peer accountability and participation ensure team-wide ownership.

•	 Managing behaviors builds long-term trust and prevents burnout.

Action Exercise: List three team behaviors that hold you back. Identify one step you can take this week to address each.

6. Cheat Sheet / Quick-Reference Guide

Key Principles:
•	 Trust is the foundation of every successful team.
•	 Clarity begins with one shared rally cry.
•	 Healthy conflict leads to better commitment and accountability.
•	 Behavioral alignment outperforms metric-driven management.
•	 Leaders must prioritize the team they’re on before the team they lead

Common Mistakes to Avoid:
•	 Assuming your org chart equals a team.
•	 Avoiding vulnerability or uncomfortable debate.
•	 Managing only numbers instead of addressing behaviors.
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7. Exercises & Practices

Trust-Building Exercise

Goal: Develop vulnerability-based trust.

Instructions: Ask each team member to share one childhood challenge and how it shaped them as a leader.

Rally Cry Workshop

Goal: Create organizational focus.

Instructions: Brainstorm your team’s top opportunities and challenges, then distill them into one unifying goal for the 
next six months.

Behavior Audit

Goal: Identify habits that limit performance.

Instructions: Write down recurring team behaviors that waste time, reduce trust, or create confusion. Discuss one 
improvement each member can own.

8. Next Steps

Congratulations! You’ve completed The Advantage Blueprint: How Great Leaders Build Unity, Focus, and Accountability.

Move forward by:

•	 Scheduling a vulnerability-based trust session with your leadership team.

•	 Defining a clear rally cry for the next six months

•	 Shifting your focus from tracking metrics to cultivating the right team behaviors.

Remember: Healthy teams outperform smart teams every time.
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