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Teambuilding

Although teamworking is increasingly important, we should not assume that simply
grouping people together makes them into a team. There has been a great deal of research on
teams and their dynamics and from this we can pick some useful lessons on how to build and
run successful teams.

The first point is to recognize that teams have two sets of responsibilities — those concerned
with getting the job done (task) and those concerned with working well together (process).
Unless we pay attention to both, there is a good chance that the team simply performs like a
collection of individuals. Imagine a football team with eleven strikers or goalkeepers — even
if the combined merits of Beckham, Zidane and Ronaldo were available, there is no
guarantee that the team would be effective. Instead there is a need for different roles and a
mix of skills. So we need to have people who can carry out specific tasks well and, depending
on the job, to have a spread across the range of task skills.

But that same football team also depends on their ability to work together as a team — to
share, to anticipate, to sustain each other — and to celebrate when things go well and to
support each other when they don’t. All of these elements contribute to the sense of being a
team and to being a unit that faces things together. This doesn’t come about by accident but
results from attention to ‘process’ issues — not so much about what the team does, or the
individuals in it, as the ways in which they work together. There are roles associated with this
— for example, it is often the captain’s particular contribution to hold the team together, but
there may also be particular characters like the team’s comedian or joker who do things that
help bind people together.

Research shows that the balance of roles is a very important element in teamworking so one
important skill is to try and make sure you have a good balance of roles. There are various
psychological tests that can help spot which roles people are more suited to and if you are
fortunate you can use them to pick a balanced team. In most cases though you need to work
with what you have and to use the understanding of team roles to identify where you have
gaps or weaknesses, and make sure the team understands this and tries to compensate. One
helpful and simple approach to team roles is the one developed in the UK by Meredith Belbin
and widely used throughout the world.

See www.belbin.com for more information
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Belbin team-role type

Contributions

Allowable weaknesses

PLANT

Creative, imaginative,
unorthodox
Solves difficult problems

Ignores incidentals
Too preoccupied to
communicate effectively

COORDINATOR

Mature, confident, a good
chairperson

Clarifies goals, promoted
decision-making, delegates well

Can often be seen as
manipulative
Offloads personal work

MONITOR EVALUATOR

Sober, strategic and discerning
Sees all options
Judges accurately

Lacks drive and ability to
inspire others

IMPLEMENTER

Disciplined, reliable,
conservative and efficient
Turns ideas into practical
actions

Somewhat inflexible
Slow to respond to new
possibilities

COMPLETER FINISHER

Painstaking, conscientious,
anxious

Searches out errors and
omissions

Delivers on time

Inclined to worry unduly
Reluctant to delegate

RESOURCE INVESTIGATOR

Extrovert, enthusiastic,
communicative
Explores opportunities,
develops contacts

Over-optimistic
Loses interest once initial
enthusiasm has passed

SHAPER Challenging, dynamic, thrives Prone to provocation
on pressure Offends people’s feelings
The drive and courage to
overcome obstacles
TEAMWORKER Cooperative, mild, perceptive Indecisive in crunch situation
and diplomatic
Listens, builds, averts friction
SPECIALIST Single minded, self-starting, Contributes only on a narrow

dedicated
Provides knowledge and skills
in rare supply

front
Dwells on tecnicalities

Picking team members and understanding their roles is only part of the story — there is much
that can be done to build and work with the key elements of team process such as developing
trust or creativity. Many different approaches have been used — for example, some firms
send people on outdoor activities where they can share the challenges of building rafts or
bridges to cross rivers or accomplishing some other physically challenging task as a group.
The purpose is not to get bridges built or rivers crossed so much as to learn how to work
together and to trust and listen to each other when trying to tackle open-ended problems
which require collective action and creativity to solve.

There are plenty of less physically demanding ways of getting the same effect, ranging from
simple exercises where the team has to solve problems quickly and creatively to more
analytical approaches where they discuss and explore ways of working better together.
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