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Belbin theory
Teams are an integral building block in the success of any organisation. The secret to the success of a team lies in understanding the fact that a team is made up of unique individuals. Each with their individual personality traits, ambitions and situations. To understand what strength individual can bring to a team, Dr. Meredith Belbin, a management psychologist came up with a simple way to predict the effectiveness of teams known as the Belbin’s Theory (1970).
Belbin Team Roles theory is used to identify behavioural strengths and weaknesses in the workplace among employees. Whether developing people, resolving conflict or fine-tuning high performance, Belbin provides the expression to ensure team members communicate and work well together with exceptional understandings, Individually and as a team. (Active Collab, 2019)
Belbin’s theory is used in organizations to enhance self-awareness and personal effectiveness.  It is used to ensure managers and organizations have a better understanding of the natural talents, motivations and behavioural tendencies each employee possesses. It is also used to match people to the right jobs and jobs to the right people. It helps in selecting and building effective teams as well diagnosing the cause of any underperforming teams.
There are nine roles individuals can play in a team and each role falls into three different categories, they are:

Belbin’s team roles 
[image: ]

1.The plant
These are innovative and highly creative people who come up with ideas or inventions. They tend to be introvert, working mostly independently and are regarded being clever as a result of their original and radical perspective, using their imagination. The planter tends to react to praise and critics strongly. 
The main job of a plant is to provide suggested solutions for solving complex problems. Planters are used at the initial stage of a project or when the project is failing to progress. A planter usually makes their mark as founders/originators of companies/products.  (Belbin, 2015)
examples: Bill Gates, the inventor/founder of Microsoft.
Albert Einstein, a physicist, inventor of the theory of relativity, Einstein refrigerator and gas absorption heat pumps. 


2. Monitor/Evaluator
These team members are serious minded and prudent individuals. They possess high critical thinking abilities. Possess a good scope for shrewd judgements and take all factors in account. They are unlikely to make intuitive and reckless mistakes as they take their time in decision making and prefer carefully thinking things over. Monitors/evaluators deal with things from a factual and logical perspective rather than acting upon emotions when considering options. This is a strong skill they possess when it comes to the interest of an organization/firm. These individuals are rational, analytical, critic and an assessor which is why they stop the team from committing wrong. (Belbin, 2015), (The team building company, 2019)
Examples of this would be a supervisor in an organisation.


3. The specialist 
A specialist is a person who has specific attributes. They are intelligent personal often single minded and resolute. They are experts at area/field and love learning. The main reason for their existence comes from accumulation of knowledge and learning. Team members recognise them as an expert and turn to them for guidance. Specialist team member provide the team with their professional skills. (Belbin, 2015)
Examples of a specialist are; optician, dentist, neurologist, civil engineer, security officer






4. The shaper  
[bookmark: _Hlk1846728]A shaper is a task leader. They seek to convert ideas into decisions and action. They are street smart, flexible and can be impulsive and impatient. They are goal-oriented individual who have responsibility to push themselves and others to overcome obstacles and meet targets. Their great drive, energy and sheer determination along with highly assertiveness displays they are managerial type hence, shapers excel in their team and progress upwardly in organisation. They are intelligent people who are quick and decisive in decision making when it comes to dealing with threats and difficulties. Shapers thrive under pressure which makes them the best candidate for a team leader. (Belbin, 2015), (The team building company, 2019)

Examples of a shaper would be senior manager, CEO



[bookmark: _Hlk1779606]5. The implementor believes in converting ideas into briefs and then working through the brief, systematically. They are someone who puts ideas into action. They obtain a high level of self-control and discipline which enables them to work hard and get things done but in a systematic approach. The implementor is regarded as someone who pursues no personal agendas or has self-interest. (Belbin, 2015)
Example, idea is to build a house. The builder is the one who starts the project. Therefore, he is the implementer.



6. The completer/finisher
[bookmark: _Hlk1780473]The characteristic of a completer/finisher is an invaluable team member and can be described as a person who strives for perfection and corrects errors, a perfectionist. They tend to be introverts and require less external stimulus than most people. A completer/finisher pays close attention and high degree of accuracy to tasks. To them high standard and precision are very important. In return they demand the standard of work to be highest from people working around them. This causes the completer/finisher to create their own micro culture where the only standard acceptable is perfection. These team members have an urgency to meet deadline on time and are obsessed with checking over details for any errors. (Belbin, 2015)
 





7. The co-ordinator 
The co-ordinator has a propensity for helping others working towards the same shared goals. Their personality consists of being mature, confident, are trusted by others and they can delegate readily. Although they may not be the cleverest or the most senior member of the team, co-ordinators have a broad outlook and perspective. Which is why when using their interpersonal relations, they are quick to spot individual’s talents and pursuit them in achieving group/team objectives. Coordinators are well organised, good communicators who presides over the team and coordinates effort to meet targets. Their emotional intelligence is above others. (Belbin, 2015)
Example of co-ordinators in an org may be operational manager, team leader or even a team manager


8. Team worker
[bookmark: _Hlk1846059]Team worker is a sociable person who is generally a supportive individual who with concern for other team workers/members. They are very flexible which enables them to adapt to any situations and people. Team workers are perceptive and tend to be good listeners and are aware of individual needs. Their diplomatic and caring nature makes them popular with other team members/colleagues. Team workers usually get along well with others. They are unassertive individuals who try and avoid conflict. They are the most active internal communicator who is like cement, congealing the team together. (Belbin, 2015)
Example of team worker sales assistant, delivery driver, a team worker could be anyone.


9. Resource investigator
Is usually a person who is connected well to resources. A person who is well at investigating, commonly an enthusiastic extrovert. They are naturally good communicators with people, both inside and outside the organization. Resource investigators have a good networking skill and are good negotiators. Using those skills at their disposal, resource investigators use to find out what is available from where and whom. They are ideal people to set up external contacts and carry out subsequent negotiations. They explore new opportunities and good at developing contacts. Resource investigators are usually quick thinkers and will probe others for information. 
The scope researching is vast. These can be gathering information from internet, networking, seeking advice from knowledgeable personal, library, history books/documents/ national surveys/stock market/newspapers/company history info…...anything that will help them with their investigations. (Belbin, 2015)
Resource investigators are people with strong inquisitive sense and readiness to try out new things.  They are generally relaxed individuals who require stimulation from others to sustain their enthusiasm.  

Examples of such job description include private investigator, research manager, product development manager.
[bookmark: _Hlk1846685]
Delegation
Delegation is to choose or elect a person to act as a representative for another person(s). To empower someone means to give power or authority to someone else. 
According to Covey (2004) there are two very different ways of delegating tasks in a team. The’ Gofer Delegation’ and the ‘Stewardship Delegation’.  
Gofer delegation is as it sounds. ‘go for this, go for that, do this and do that’. This type of delegation does not define the task, nor does it explain the reasons. Neither does it state the desired results required at the end of task. It does not allow room for the team members to display any skills they may have. It may frustrate team members/employee. This method focuses on the method rather than results
An example of this can be found in an office where the secretary is asked to do many tasks such as write and post to correspondences. Make calls and chase things up without the result in mind.
Stewardship delegation is opposite to gofer delegation. This type of delegation provides guidance as to what results are required by team members at the end. Stewardship delegation sets clear and transparent goals. It allows team members to demonstrate the skills they have/used to meet targets. By doing this the team members have a chance to develop their skills further and learn new skills. A broader picture is displayed by the team leader with specified responsibilities and accountability. Along with specified consequences mentioned. 

There are five levels of initiative in stewardship delegation. They are:
Stage 1. Here the person waits for instructions. 
Stage 2. Ask what to do. Here the person begins to take initiative by asking. 
Stage 3. Recommend. The person begins to see the job clearly and creates ideas for accomplishing targets.
Stage 4. Act independently but report immediately. Here the person acts on their own initiative but reports promptly to assure their actions are correct and what they are doing correlates with everything else.
Stage 5. Act independently and report routinely. Now the person is trusted to work on their own with enough confidence to give periodic reviews to ensure things stay on track.
Stewardship delegation allows team members to move through these stages whereas Gofer delegation arrests their development at stage 1. 
(Covey, 2004) 



Effective delegation requires regular progress reports. These helps identify any difficulties/obstacles in reaching the end goal. Setting boundaries and clear communications allows team members freedom to approach the team leader. This makes time to answer for any question or difficulties there may arise. Being easy to approach will help build confidence and trust with other team members. This method gives room for team members to develop their skills further. (Covey, 2004)

Trust 
Trust is something very important and it is not something you can see, touch or purchase. It is a feeling. Trust must be built. In order to do so one must show honesty and integrity when doing something for people to have enough confidence in you for them to trust you. Trust is something once broken it may take a longer time to build. One of the reasons why a team fails is because the team members may not have enough trust in other team members. (Morgan, 2017)

Delegation process helps to;
Define the task.
Select the right individual
Explain the reasons.
State required results
Identify responsibility and accountability
Explain consequences and
Give feedback on results.

The information gathered indicates a balanced team is required for any organization/team to progress forward. For this you need a mixture of team members with individual skills and qualities.  For example, if there are too many leaders in one team, there will be conflicts and rivalry which will mean the team will underperform. Likewise, if there are too many team workers and no leaders, then this team will not progress forward as there is no one in charge to take the lead and delegate tasks to team members. Each team role has its cluster of behavioural characteristics. Each team member has their potential strength and allowable weaknesses. It is important for each member to know their team roles and those roles of their colleagues with whom they interact. This is very important as this uses complimentary and collective strengths to help achieve the team’s full potential and further helps avoid internal conflicts. Each role is important when it comes to team members completing their task for the team to progress forward. They are all interdependent on each other. Team goals are only achievement when all team members work in harmony. 








[bookmark: _GoBack]The diagram below shows how all team members are interdependent on each other for a successful team to achieve its goal. (Belbin, 1970)
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