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BELBIN TEAM ROLES
In his researches at the Administrative Staff College, Henley, England, Dr. R. Meredith Belbin established that for a team to work effectively eight roles had to be fulfilled. These were not needed in equal measure, nor were they all needed at the same time but if one was missing, the team was unlikely to work well. This doesn’t mean that there is a need for eight people in any team. It does mean that team members can take on more than one role to ensure team effectiveness.

Belbin also established that people have a view of their primary and secondary preferences for particular team roles.  Note that:

· Preference does not necessarily indicate ability
· It is a self perception questionnaire. Others may see us differently.

Belbin roles and Leadership

A very important point to come out of Belbin's research is the value of each role - none is really more valuable than any other. This has implications for team leaders - that they do not have to take on any particular role, but do need to make sure that the roles are carried out well by the most appropriate people. 

Belbin Role Descriptions

A detailed description of each role is attached. A super-short list is set out below: 

         

      ROLE                            

    BRIEF DESCRIPTION

Co-ordinator      
Presides in an objective and neutral manner. 

Focuses people.

   Shaper   

    
Drives and gives "shape" to the team's efforts.

   Plant

    
Uses imagination to provide original, radical, ideas.

  Monitor/Evaluator

Uses intelligence and objectivity to provide critique. 

   Implementer
    
Converts plans into practical realities and provides stability.

   Resource Investigator 
Goes outside the group to build external networks.

   Teambuilder

Works to promote unity and harmony in the team.

   Completer / Finisher     
Concentrates on details and on meeting deadlines. 


CO-ORDINATOR

Co-ordinator is a slightly misleading title as s/he may well not be the leader of the team: Nevertheless, it is team leadership for which s/he is best fitted.

Co-ordinators preside over the team and co-ordinate it's efforts to meet external goals and targets, taking an objective and neutral stance. They are distinguished by their preoccupation with objectives. You would expect them to be at least normally intelligent, but not in any sense brilliant and not outstandingly creative thinkers. It is unusual for any of the best ideas to originate from them. They are much more remarkable for what used to be called "character": Their approach is disciplined and is founded on self-discipline. They often have what is called "charisma" but it is perhaps easier to think of it as "authority" in the most positive sense.

Co-ordinators are dominant, but in a relaxed and unaggressive way - they are not domineering. They have an instinct to trust people unless there is very strong evidence that those people are untrustworthy. Co-odinators are singularly free from jealousy.

They see most clearly hich member of the team is strong or weak in each area of the team's functionsand focuses people on what they do best.They are conscious of the need to use the team's combined human resources as effectively as possible. This means that they are the ones who establish the roles and work boundaries of others and also see gaps and take steps to fill them.

They talk easily and are easy to talk to; good communicators in the two-way sense, neither a compulsive talker nor a person of few words, but certainly a good listener.

Co-ordinators clarify groups' objectives and set it's agenda: They select the problem for the team's consideration and establish priorities bu tdon't attempt to dominate discussion. Their own early contributions are more likely to take the form of questions than assertions or proposals. They listen, sum up group feeling and articulate group verdicts. If a decision is to be taken, they take it firmly after everyone has had his or her say.  


SHAPER

Some observers of active teams have suggested that a team needs a "social leader" who is the permanent head of the group, and a "task leader" who is in charge of a specific and defined project, much in the way that nations  often have both a Head of State, whose role is constitutional, and a Head of Government who has executive tasks to do. If so,  Shapers are the task leaders and Co-ordinators are the social leaders. Shapers are the most likely to be the actual leaders of teams where there is no co-ordinator or where the co-ordinator's job is not actually defined as leader.

Shapers are full of nervous energy; they are outgoing and emotional, impulsive and impatient, sometimes touchy and easily frustrated. They are quick to challenge and quick to respond to a challenge (which they enjoy and welcome). They often have fiery arguments which are quickly over, and they do not hold grudges. Of all the team they are  the most prone to paranoia, quick to sense an insult and the first to suspect conspiracies, of which they see themselves as the most likely victims.   

The main function of Shapers is to give SHAPE to the team's efforts, often supplying much personal input to do so. They are always looking for a pattern in discussions, trying to unite ideas, objectives and practical considerations into a feasible project, which they seek to push forward  urgently to decision and action. This sense of urgency is crucial in defining the Shaper.

Shapers exude self-confidence, which often conceals strong self-doubts. Only results can reassure them.  Their drive, which has a compulsive quality, is always directed at their objectives. These are usually the team's objectives too, but  Shapers, much more than Co-ordinators, see the team as an extension of their own ego. They want action. When do they want it? Now! 

They are personally competitive, intolerant of woolliness, vagueness and muddled thinking. People outside the team often describe them as arrogant and abrasive. Even people inside the team are in danger of being steamrollered by them on occasions, and they can make the team uncomfortable.

 But they make things happen.


PLANT

The name "Plant" came from the fact that it was found that one of the best ways to improve the performance of an ineffective and uninspired team was to plant one of this type into the team. You can also, if feeling poetic, think of the Plant as one who scatters the seeds which others nourish until they bear fruit. 

Plants are the team's source of original ideas, suggestions and proposal. The ideas person. Of course, others have ideas too: What distinguishes Plants' ideas is the originality and  radical-minded approach they bring to problems and obstacles. They are the most imaginative as well as the most intelligent members of teams, and are the most likely to start searching for a completely new approach to a problem if the team starts to get bogged down. They are also the first to bring new insights to an already agreed course of action.  
Plants are much more concerned with major issues and fundamentals than with details. Indeed, they are liable to miss details ands make careless mistakes. They are thrustful and uninhibited in a way not usually associated with introverts. They can also be prickly and cause offence to other members of the team, particularly when criticising their ideas. Their criticism is usually aimed at clearing the ground for their own ideas, which often follow immediately.

The danger with Plants is that they will devote too much of their creative energy to ideas which catch their fancy, but do not fall in with the team's needs or contribute to it's objectives.

They may be bad at accepting criticism of their own ideas and quick to take offence and sulk if these ideas are dissected or rejected. Indeed, they may switch off and refuse to make any further contribution. It can take quite a lot of careful handling and even flattery (usually by the co-ordinator) to get the best out of them. 

Because even with their faults, Plants provide the vital spark.


MONITOR/EVALUATOR

In a balanced team, it is only the Plant and the Monitor/Evaluator who need  a high I.Q. but by contrast with Plants, Monitor/Evaluators are quite cool and detached. By temperament they are likely to be serious and not very exciting. 

Their contribution is in measured and calm analysis rather than creative ideas, and while they are unlikely to come up with original proposals, they are the most likely to stop the team from committing itself to a misguided project.

Although by nature critics rather than creators, Monitor/Evaluators do not usually criticise just for the sake of it, but only if they can see flaws in a plan or argument. Interestingly, they are the least motivated of the team: Enthusiasm and euphoria simply aren't part of their makeup. This, however has the compensating advantage that ego-involvement does not distort their judgement. They are slow to make up their minds and like to be given time to think things over, but they are the most objective minds in the team.  

One of the most valuable Monitor/Evaluator skills is in absorbing, evaluating and interpreting large amounts of complex written material, analysing problems and assessing the judgement and contributions of others.

Sometimes they can do this tactlessly and in a way which makes people feel devalued. This does not raise their popularity, and they can lower team morale by being discouraging at the wrong time. Although not ambitious and with low drive, they can be competitive, especially with those whose skills overlap with their own - which in most cases means the Co-ordinator or Plant.

It is important for Monitor/Evaluators to work at being fair minded and open to change: There is a danger that they will become depressingly negative and allow their critical powers to out-weigh their openness to new ideas.

Although they are dependable, Monitor/Evaluators lack jollity, warmth, imagination and spontaneity. 

Nevertheless, they have one quality which makes them indispensable to the team: Their judgement is hardly ever wrong.


IMPLEMENTER

Implementers are practical organisers. They turn decisions and strategies into defined and manageable tasks that people can actually get on with. They are concerned with what is feasible, and their chief contribution is to convert the team's plans into workable form. They sort out objectives and pursue them logically.

Like Co-ordinators they have strength of character and a disciplined approach. They are notable for their sincerity, their integrity and their trust of colleagues and are not easily deflated or discouraged; it is only a sudden change of plan that is likely to upset them because they are liable to struggle in unstable, quickly changing situations.

Because they need stable structures, they are always trying to build them. Give them a decision and they will produce a schedule; give them a group of people and an objective and they will produce an organisation chart. They work efficiently, systematically, and methodically, but sometimes with a little inflexibility, and are not responsive to "Airy Fairy" ideas that do not have an obvious bearing on the task at hand. At the same time, they are very willing to trim and adapt their schedules and proposals to fit into agreed plans and established systems.

Implementers can be over-competitive for team status, which can be damaging if it expresses itself as negative, unconstructive criticism of suggestions put forward by other members of the team. Normally, however, they are close to the team's point of balance. If someone doesn't know what has been decided, what's going on, or what they're supposed to be doing, they can find out by asking the Implementer! 


RESOURCE INVESTIGATOR

Resource Investigators are probably the most immediately likeable members of teams. They are relaxed, sociable and gregarious, with a high interest level that is easily aroused. Their responses tend to be positive and enthusiastic, though they are prone to put things down as quickly as they pick things up.  

Resource Investigators are the team members who go outside the group and bring back information, ideas and developments. They make friends easily and have masses of outside contacts. They are rarely in their offices and when they are, they're probably using the 'phone.  

Resource Investigators are the salespeople, the diplomats, the liaison officers, always exploring new possibilities in the wider world outside. Their ability to stimulate ideas and encourage innovation by this activity might lead to people to mistake them for ideas people, but they do not have the radical originality that distinguishes the Plant: Nevertheless, they are quick to see the relevance of new ideas.

Without the stimulus of social contact - when working in a solitary job for example -  Resource Investigators can become easily bored, demoralised and ineffective. Within the team, however, they are good improvisers, active under pressure but possibly over-relaxed when it eases. They can fail to follow-up tasks they undertook in one of their frequent bursts of short-lived enthusiasm.

 The range and variety of their interests can lead them, like Plants, to spend too much time on interesting irrelevancies: Nevertheless, theirs is the most important team role to save the team from stagnation, fossilisation and losing touch with reality.


TEAMBUILDER

Teambuilders are the most perceptive of the team - the most aware  of individuals' needs and worries, and the ones who see most clearly the emotional undercurrents within the group. They also know most about the private lives and family affairs of the rest of the team. They are also the most active internal communicators; likeable, popular, unassertive, the cement of the team.

Teambuilders are loyal to their team as a unit (though this does not mean that they cannot take sides when there is a split) and support all the others. If someone produces an idea, their instinct is to build on it rather than demolish it or produce a rival idea. 

They are good and willing listeners and communicate freely and well within the team, also helping and encouraging others to do the same. As promoters of unity and harmony, they counterbalance the friction and discord that can be caused by Shapers, Plants and occasionally Monitor/ Evaluators. They particularly dislike personal confrontation and try to avoid it for themselves and calm it in others.

When the team is under pressure or in difficulties, the Teambuilder's sympathy, understanding, loyalty and support are especially valued. Their non-competitive attitude and dislike of friction may make them seem a bit soft and indecisive, but also make them a permanent force operating against  division and disruption in the team.

They are faultless team members but in normal times their value may be overlooked. However, if this role is not present in a team it is the first to be missed, especially in times of stress and pressure.


COMPLETER/FINISHER

Completer/Finishers worry about what might go wrong. They are never at ease until they have personally checked every detail and made sure that everything has been done and nothing has been overlooked. It is not that they are irritatingly fussy - their obsessions are an expression of anxiety.

Completer/Finishers are not aggressive members of their teams, but do maintain a permanent sense of urgency which they communicate to others to galvanise them into activity. They have self-control and strength of character, and are impatient of, and intolerant towards the more casual and slap-happy members of the team.

If Completer/Finishers have one major preoccupation, it is order: They are compulsive meeters of deadlines and fulfillers of schedules.

If they are not careful, they can become morale-lowering worriers with a depressing effect on the rest of their teams, too easily losing sight of the overall objective by becoming tied down by small details.

Nevertheless, their relentless follow-though is a great asset to their teams and to the achievement of the team's task.
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