Dynamics of an Effective Team
To lead a team it is important to understand the dynamics of interplay between people as well as the task-element of the work. Knowing the characteristic patterns of behaviour enables you to understand why a person chooses to focus their attention in a set way, often habitually. Belbin’s research on Team roles allows us to easily get a sense of how people stack up with and against each other in Board meetings and Tuckman’s research on how people form and evolve into those teams is all very important. 

The key to all this is not to try, in vain if you should, to manipulate people to behave the way you want, but rather create an environment where it is appropriate for people to naturally behave at their best.
 i.e. Belbin types – calling in the type of behaviour when needed, requesting other behaviour to hold-fire, a little like being the conductor of an orchestra of talent, but not wanting it all to play at the same time, or at inappropriate places. 
The same applies to Tuckmans Evolving team, create an environment where the next stage is most naturally likely to happen. You are the creater of space for the next level of  development to happen – don’t work on people, work on making it safe to explore the next stage – prompting or leading, but allowing each to own their transition.



TEAM ROLES (Belbin)

A Self-perception Inventory
Directions
For each section of the inventory distribute a total of ten points among the sentences which you think best describe your behaviour.  These points may be distributed among several sentences: in extreme cases they might be spread among all the sentences or ten points may be given to a single sentence.

Enter the points in the table on page 9.

1.
What I believe I can contribute to a team:
a)
I think I can quickly see and take advantage of new opportunities.

b)
I can work well with a very wide range of people.

c)
Producing ideas is one of my natural assets.

d)
My ability rests in being able to draw people out whenever I detect they have something of value to contribute to group objectives.

e)
My capacity to follow through has much to do with my personal effectiveness.

f)
I am ready to face temporary unpopularity if it leads to worthwhile results in the end.

g)
I can usually sense what is realistic and likely to work.

h)
I can offer a reasoned case for alternative courses of action without introducing bias or prejudice.

2.
If I have a possible shortcoming in teamwork, it could be that:
a)
I am not at ease unless meetings are well structured and controlled and generally well conducted.

b)
I have a tendency to talk too much once the group gets on to new ideas.

c) My objective outlook makes it difficult for me to join readily and enthusiastically with colleagues.

d)
I am sometimes seen as forceful and authoritarian if there is a need to get something done.

e)
I find it difficult to lead from the front, perhaps because I am over responsive to group atmosphere.

f)
I am apt to get too caught up in ideas that occur to me and so lose track of what is happening.

g)
My colleagues tend to see me as worrying unnecessarily over detail and the possibility that things may go wrong.

h)
I am inclined to be too generous towards others who have a valid viewpoint that has not been given a proper airing.

3.
When involved in a project with other people:
a)
I have an aptitude for influencing people without pressurising them.

b)
My general vigilance prevents careless mistakes and omissions being made.

c)
I can be counted on to contribute something original.

d)
I am always ready to back a good suggestion in the common interest.

e)
I am keen to look for the latest in new ideas and developments.

f)
I believe my capacity for judgement can help to bring about the right decisions.

g)
I can be relied upon to see that all essential work is organised.,

h)
I am ready to press for action to make sure that the meeting does not waste time or lose sight of the main objective.

4.
My characteristic approach to group work is that:
a)
I have a quiet interest in getting to know colleagues better.

b)
I am not reluctant to challenge the view of others or to hold a minority view myself.

c)
I can usually find a line of argument to refute unsound propositions.

d) I think I have a talent for making things work once a plan has to be put into operation.

e)
I have a tendency to avoid the obvious and to come out with the unexpected.

f)
I bring a touch of perfectionism to any job I undertake.

g)
While I am interested in all views I have no hesitation in making up my mind once a decision has to be made.

h)
I am ready to make use of contacts outside the group itself.

5.
I gain satisfaction in a job because:
a)
I enjoy analysing situations and weighing up all the possible choices.

b)
I am interested in finding practical solutions to problems.

c)
I like to feel I am fostering good working relationships.

d)
I can have strong influence on decisions.

e)
I can meet people who may have something new to offer.

f)
I can get people to agree on a necessary course of action.

g)
I feel in my element where I can give a task my full attention.

h)
I like to find a field that stretched my imagination.

6.
If I am suddenly given a difficult task with limited time and unfamiliar people:
a)
I would feel like retiring to a corner to devise a way out of the impasse before developing a line.

b)
I would be ready to work with the person who showed the most positive approach.

c)
I would find some way of reducing the size of the task by establishing what different individuals might best contribute.

d)
I believe I would keep cool and maintain my capacity to think straight.

e)
I would retain a steadiness of purpose in spite of the pressure.

f) I would be prepared to take a positive lead if I felt the group was making no progress.

g)
I would open up a discussion with a view to stimulating new thoughts and getting something moving.

h)
My natural sense of urgency would help to ensure that we did not fall behind.

7.
With reference to the problems to which I am subject when working in groups:
a)
I am apt to show my impatience with those who are obstructing progress.

b)
Others may criticise me for being too analytical and insufficiently intuitive.

c)
My desire to ensure that work is properly done can hold up proceedings.

d)
I tend to get bored rather easily and rely on one or two stimulating members to spark me off.

e)
I am sometimes poor at explaining and clarifying complex points that occur to me.

f)
I am conscious of demanding from others the things I cannot do myself.

g)
I hesitate to get my points across when I run up against real opposition.

h) I find it difficult to get started unless the goals are clear.
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belbin team types

Meredith Belbin after extensive research into the components of an optimal team has described eight team roles for optimum performance - teams incorporating each of these roles tend to be successful.  Each role or “type” is defined in terms of the attributes of an individual who characterises the role.

Descriptions:

implementors (IMP) - 

often called company workers (cw)

Characteristics

Implementors have practical common sense and a good deal of self-control and discipline.  They favour hard work and tackle problems in a systematic fashion.  On a wider front the IMP is typically a person whose loyalty and interest lie with the Company and who is less concerned with the pursuit of self-interest.  However, IMPs may lack spontaneity and show signs of rigidity.

Function

IMPs are useful to an organisation because of their reliability and capacity for application.  They succeed because they are efficient and because they have a sense of what is feasible and relevant.  It is said that many executives only do the jobs they wish to do and neglect those tasks which they find distasteful.  By contrast, an IMP will do what needs to be done.  Good IMPs often progress to high management positions by virtue of good organisational skills and competency in tackling necessary tasks.

co-ordinator (co) or chair

Characteristics

The distinguishing feature of Co-ordinators is their ability to cause others to work towards shared goals.  Mature, trusting and confident, they delegate readily.  In interpersonal relations they are quick to spot individual talents and use them in the pursuit of group objectives.  While COs are not necessarily the cleverest members of the team, they have a broad and worldly outlook and generally command respect.

Function

COs are well placed when put in charge of a team of people with diverse skills and personal characteristics.  They perform better in dealing with colleagues of near or equal rank than in directing junior subordinates.  Their motto might well be ‘consultation with control’ and they usually believe in tackling problems calmly.  In some firms COs are inclined to clash with Shapers due to their contrasting management styles.

shapers (sh)

Characteristics

Shapers are highly motivated people with a lot of nervous energy and a great need for achievement.  Usually they are aggressive extroverts and possess strong drive.  SHs like to challenge others and their concern is to win.  They like to lead and to push others into action.  If obstacles arise, they will find a way round.  Headstrong and assertive, they tend to show strong emotional response to any form of disappointment or frustration.

SHs are single-minded and argumentative and may lack interpersonal understanding.  Theirs is the most competitive team role.

Function

SHs generally make good managers because they generate action and thrive under pressure.  They are excellent at sparking life into a team and are very useful in groups where political complications are apt to slow things down.  SHs are inclined to rise above problems of this kind and forge ahead regardless.  They are well suited to making necessary changes and do not mind taking unpopular decisions.  As the name implies, they try to impose some shape or pattern on group discussion or activities.  They are probably the most effective members of a team in generating positive action.

plants (pl)

Characteristics

Plants are innovators and inventors and can be highly creative.  They provide the seeds and ideas from which major developments spring.  Usually they prefer to operate by themselves at some distance from the other members of the team, using their imagination and often working in an unorthodox way.  They tend to be introverted and react strongly to criticism and praise.  Their ideas may often be radical and they may lack practical constraint.

They are independent, clever and original and may be weak in communicating with other people on a different wavelength.

Function

The main use of a PL is to generate new proposals and to solve complex problems.  PLs are often needed in the initial stages of a project or founders of companies or as originators of new products.

Too many PLs in one organisation however, may be counter-productive as they tend to spend their time reinforcing their own ideas and engaging each other in combat.

resource investigators (ri)

Characteristics

Resource Investigators are often enthusiastic, quick-off-the-mark extroverts.  They are good at communicating with people both inside and outside the company.  They are natural negotiators and are adept at exploring new opportunities and developing contacts.  Although not a great source of original ideas, the RI is effective when it comes to picking up other people’s ideas and developing them.  As the name suggests, they are skilled at finding out what is available and what can be done.  They usually receive a warm reception from others because of their own outgoing nature.

RIs have relaxed personalities with a strong inquisitive sense and a readiness to see the possibilities in anything new.  However, unless they remain stimulated by others, their enthusiasm rapidly fades.

Function

RIs are good at exploring and reporting back on ideas, developments or resources outside the group.

They are the best people to set up external contacts and to carry out any subsequent negotiations.  They have an ability to think on their feet and to probe others for information.

monitor evaluators (me)

Characteristics

Monitor Evaluators are serious-minded, prudent individuals with a built-in immunity from being over-enthusiastic.  They are slow in making decisions preferring to think things over.  Usually they have a high critical-thinking ability.  They have a capacity for shrewd judgements that take all factors into account.  A good ME is seldom wrong.

Function

MEs are best suited to analysing problems and evaluating ideas and suggestions.  They are very good at weighing up the pros and cons of options.  To many outsiders the ME may appear as dry, boring or even over-critical.  Some people are surprised that they become managers.  Nevertheless, many MEs occupy strategic posts and thrive in high-level appointments.  In some jobs success or failure hinges on a relatively small number of crunch decisions.  This is ideal territory for a ME; for the man who is never wrong is the one who scores in the end.

team workers (tw)

Characteristics

Team Workers are the most supportive members of a team.  They are mild, sociable and concerned about others.  They have a great capacity for flexibility and adapting to different situations and people.  TWs are perceptive and diplomatic.  They are good listeners and are generally popular members of a group.  They operate with sensitivity at work, but they may be indecisive in crunch situations.

Function

The role of the TW is to prevent interpersonal problems arising within a team and thus allow all team members to contribute effectively.  Not liking friction, they will go to great lengths to avoid it.  It is not uncommon for TWs to become senior managers especially if line managers are dominated by Shapers.  This creates a climate in which the diplomatic and perceptive skills of a TW become real assets, especially under a managerial regime where conflicts are liable to arise or to be artificially suppressed.  TW managers are seen as a threat to no one and therefore the most accepted and favoured people to serve under.  Team Workers have a lubricating effect on teams.  Morale is better and people seem to co-operate better when they are around.

completer-finishers (CF)

Characteristics

Completer-Finishers have a great capacity for follow-through and attention to detail.  They are unlikely to start anything that they cannot finish.  They are motivated by internal anxiety, yet outwardly they may appear unruffled.  Typically, they are introverted and require little in the way of external stimulus or incentive.  CFs can be intolerant of those with a casual disposition.  They are not often keen on delegating, preferring to tackle all tasks themselves.

Function

CFs are invaluable where tasks demand close concentration and a high degree of accuracy.  They foster a sense of urgency within a team and are good at meeting schedules.  In management they excel by the high standards to which they aspire, and by their concern for precision, attention to detail and follow-through.

TEAM LEADERSHIP SKILLS

· Skills In Working With Group Dynamics
-
diagnostic: identify and describe issues affecting team effectiveness

-
content/process balance: ability to progress task objectives and deal with group process issues as they arise

-
creating useful group norms: surface team operating norms for critical review

-
handling conflict: helping team work through any interpersonal, group or organisational conflicts affecting the team

· Flexibility Of Style
directive


____________________
non-directive

simplicity


____________________
managing complexity

taking an overview
____________________
attention to detail

emotional sensitivity      ____________________  take "tough" decisions

creation of order

____________________
tolerance of chaos

knowing when to lead   ____________________ knowing when to follow

· Ability To Develop High Performance Teams
-
appreciation of the individual group processes at work at each stage of group development

-
demonstrating ability to take appropriate leadership at each stage

-
increasing productivity

-
developing team practices that support the team purpose

· Ability To Relate Group Purpose To Group Functioning
-
distinguishing between different types of working group e.g. management teams, committees, steering groups, working parties, project teams, task forces etc

-
appreciating the type of group dynamic most appropriate for different kinds of working groups

-
demonstrating ability to take or support appropriate leadership for different kinds of groups

· Ability To Work Effectively In Cross Functional, Cross Cultural Teams

-
awareness of different expectations, behavioural norms and assumptions about working in groups that may exist in different cultures

-
personal tolerance and appreciation of these differences, without stereotyping

-
demonstrating ability to recognise and work with these differences

· Ability To Work In An Organic, Multi-Team Environment
-
joining established teams

-
representing a team

-
working across team boundaries

-
managing multiple team membership

-
working in geographically dispersed teams

-
creating and disbanding short term teams




















































Procedure





TASK





Often below the surface





More visible and up-front





What's happening whilst the group is working





How the group is organising itself to carry out the task





What the group, working on, the content of what is being said





Process or Dynamics





Includes issues of


Inclusion and exclusion


Power and status


Openness and trust


How people feel (about one another and the task)


What the overall climate or atmosphere is like


"hidden agendas"














PAGE  
2

