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Harnessing the Strengths Within Your Team Using Belbin Team Roles
Max Issac, CEO 3Circle Partners
Mimi:
IIBA membership has its benefits. IIBA is an international not-for-profit professional association for business analysts. Our mission is to develop and maintain standards for the practice of business analysis and for the certification of its practitioners. 


My name is Mimi Golding and I’m an Operations Manager at IIBA. Today’s discussion is presented by Max Issac, CEO of 3Circle Partners. He will presenting Harnessing the Strengths Within Your Team Using Belbin Team Roles. 

Max is the CEO if 3Circle Partners, a global consulting firm specializing in implementation of team based management systems. With over 30 years of management and consulting experience, he is a leading expert and author in the field of leadership and organizational behavior. Max has coauthored such books as The Third Circle – Interactions That Drive Results, Setting Teams Up for Success, and A Guide to Team Roles. He’s a contributing author to Mike George’s books Lean Six Sigma. 


Today Max will explore the use and implementation of the Belbin team role theory for the formation of effective teams. Based on intensive research conducted by Meredith Belbin and over 30 years of successful implementation of team role practices in thousands of organizations across the globe, Belbin was able to predict with over 80% certainty which teams would be successful. Belbin’s research enables us to identify how well individuals are able to contribute by categorizing their activities into nine roles and thus measure the operation of the team. 


Before I hand off to Max, I would like to remind our listeners that those with questions are invited to use the question box to pose your questions. The questions will be gathered throughout the presentation and answered at the end.


Welcome, Max. Over to you.

Max:
Thank you very much, Mimi. It’s a pleasure to be here today.


Thank you very much for being here. It’s a pleasure for me to be here talking about Belbin team roles. As you can see, the goals of this session are that I will be conveying the essence of this theory and set of practices to you with quite a lot of detail. I think you’ll come away understanding that. We have some discussion on a mini case study and I’ll be giving a couple more and be willing to answer questions as required. We’ll also talk about actions you can take to implement the Belbin team roles in your teams. That’s a summary of where we’re going this morning.


To start off with; high performance teams and team roles. I’ll be telling you a little bit more of the story about Belbin and how I came to meet him, but basically the position in the Belbin team role approach is that it doesn’t have to be by good luck and good fortune that you have success on teams. I’m sure many of you in the audience have worked on many teams. Often you’ll find that it is just good luck that some teams that you’ve worked on really gel, and others don’t. It’s sometimes a little difficult, you just know that the chemistry just seems to be right, but there isn’t a really explicit way, it’s more tacit of figuring out why that happened.


Belbin did a lot of research (that I’ll be telling you about)where he found that if certain roles or almost team jobs – not functional roles, but contributions from a human perspective – were made in a team that those teams could be very successful. They would develop processes, building on this idea of having balanced teams, and as they developed the process more and more – and this is what we’ve found at companies we work in and in our own company – the more you use something the better you get at it. 


There’s Meredith. Meredith is 88 years of age and still starting up businesses, running some internet startup at the moment, and coming up with new ideas. He’s a very talented person. He was educated at Cambridge University. He managed to get himself into a position where he did 10 years of research into why teams win or lose. 


What happened over these 10 years was he found that there were these nine distinct clusters of behavior, areas of contribution, I’d almost go as far as saying team jobs that had to be done. When he found that all of these were done properly and the team managed to figure out how to do that, these teams outperformed other teams. The predictable behaviors that were associated with them came to be known as Belbin team roles and have been employed widely since the time of his research. 


I love this graph. I’ll tell you the story of Belbin now and then I’m going to explain this particular graph and what it depicts. This is one of the final sets of teams in a management workshop that Belbin worked with in the final year of his research. This was after 10 years of research. Let me tell you a little bit about how I met Meredith.


I was doing a workshop in Europe. We’ve been involved quite a lot in continuous improvement programs and this happened to be a Six Sigma type program. We had all these blackbelts that were working with us in a workshop. One of the individuals came up to me and he said, “Max, I really like what you’re doing.” We weren’t associated with Belbin at that point in time, and he said, “I think you should look into this work of Meredith Belbin. Let me tell you why. In Sweden we take our yachting very seriously. We have a team and we have a boat that is a little inferior to the rest of the boats in the competitions that we compete in. We were coming in about 20th in our races three years ago. Then we got involved with this yachting coach who had been trained in this Belbin stuff. Fast forward three years; we’re not coming in 2nd in the same races with the same boat and the same team. We attribute a lot of this to us playing to our strengths and learning how to do this thing with team roles.”


So the next opportunity I got I went over and visited Meredith and his team in Cambridge in the UK and I got to understand what he had done. Here’s what led to this graph that we’re looking at.

He got the opportunity to work with Henley, which is a leading organization management school in the UK. Three times a year they would bring in a group of executives to do MBA type upgrade training. These were middle to senior to CEO level people, and about 35 of them would descend on Henley and go through five or six weeks of training. They were finding in their case, just as you have, that they were getting mixed results from these various teams that they were putting together as they worked through their five or six of weeks upgrading these people’s management skills. 


They got Meredith involved, they got some funding for it, and they then basically set about trying to find out what makes teams tick and what makes them better. What he did as an industrial psychologist by training is a battery of tests – their IQs, their creativity, their personalities, and so on – on each of the individuals that were going on this training. Then he used a management simulation, which over the 10 years he was able to refine to make it better and better so that it simulated the real world as best as possible. They would go through a competition where they competed against each other as businesses so that at the end of the day there would actually be a business result. Each of the teams would get a different bottom line and they could measure which team had done the best. 

In addition to the battery of tests that he did on these people, what he had was somebody sitting at the back of the room and this person would make a notation on a special template every 30 seconds of the behavior in the room. 


Just to recap; you have 35 people on about six teams, all working together, he has all the data on them, and someone is sitting in the back of the room noting the behaviors every 30 seconds for a full week. He does this three times a year and he does this over a 10 year period. That’s called data gathering.



He tried out various hypothesis. He first took all the very smart people and the result was thumbs down, which probably is not a surprise to many of you listening. When you put a whole bunch of really smart critical thinkers together, what happens is you get a lot of competition, not always as practical as it could be, and those teams didn’t do particularly well at all. Then he tried other things, and so on. 



Over the 10 years he came to find that there were these nine roles that emerged, that I’m going to be taking you through. If we look at what this team role is, it’s a tendency to behave, contribute, and relate. It’s how you deal with other people in problem solving, regardless of what your functional role is. 


You would have possibly an accountant or an engineer on a team who was playing a particular functional role, but in terms of team roles would be playing one of these roles which is separate from the functional role and it could be the coordinator role, for example. We’ll go through some of those roles in a minute. Essentially, Belbin found that it was more the team roles that were a factor in success rather than the quality of the functional roles, interestingly enough.


As I said, he identified nine team roles. What he found was if you think about the research illuminating what needed to be done in a work situation, it covered pretty much the waterfront. What he found for each of these individuals that of these nine roles it wouldn’t be that unusual or unreasonable to think that two, three, or maybe even four of them would be preferred roles. When I put these roles up you’ll start seeing how some of you may see yourselves as being naturally better and actually wanting to do certain roles more than other roles. 


You have these three categories he discovered, which were your natural or preferred roles. You’re going to see a little bit of a theme emerging in this webinar around how you can get very granular and practical about playing to your strengths and getting everybody on the team to play to their strengths. I think that harks back to this person telling me about that yachting story where the people got to understand how to play to their strengths. As well, maybe cut people slack a little bit for some of their weaknesses and really focus on the strengths. 


The next category then would be the manageable roles out of these nine roles. So there would be a couple of these roles that you’d be pretty good at, some that if you had to stretch into them you could do. In every job we can’t be doing things that we naturally are good at and like all the time, so often when we’re going through discussions on leadership we’ll delve into this topic of versatility where your ability to know when to use certain roles and know when you’re not necessarily top notch in a particular role but there’s no one else that can play it so you have to stretch into that role is part of leadership and part of management.


Then there are the least preferred roles. These roles would be roles that you probably would be setting yourself up for failure if you took them on. You’ll see that emerging as we go through them and I’m sure you’re relate to ones that you probably could find someone who could do them a little bit better and enjoy them more than you would. You’ll note that people are very different, so the composition of your roles varies very much and there are many permutations of these nine roles that are possible.

We always have to have some sort of a quote by Einstein and we found one that was very appropriate. “Everyone is a genius, but if you judge a fish on its ability to climb a tree it will live its whole life believing that it is stupid.” That really captures the whole Belbin theory in a nutshell. 


What are these nine team roles? First of all, they’re broken down into three categories. I’m not going to go into them in detail right now because I’m going to be dealing with each role individually as we move through this presentation. 


The thinking category: There’s the Plant role, and I do want to talk about that because it’s a rather strange sort of description. Then the Monitor Evaluator and Specialist. These are your three Thinking roles that emerged over these 10 years.


The Plant role emerged very early on. What Belbin found was that if he planted a very creative, imaginative, free-thinking type of person, someone who is really good at coming up with those left field ideas, in a team, those teams immediately started outperforming the other teams. You needed someone like this on the team to really have the team be very successful. That’s how it came to be called the Plant role, which is a little odd. The rest of the names that we have for these roles are pretty self explanatory. The Monitor Evaluator would be someone who can analyze and the Specialist would be someone who specializes. Those are your Thinking roles.


Now we look at the Action roles in the next category. You have Shaper, and that’s very much your hard-driving type of individual. I’m sure we’ve all worked with them and I’m sure we have many in the audience who just want to get the job done, have a lot of energy, could almost rub people the wrong way a little bit sometimes, but have a very great urgency to get the job done. The Implementer, which is someone who is very practical. The Completer Finisher, which is vital where we need to have people who can actually finish things off.


Then the People roles. You have the Coordinator, Team Worker, and Resource Investigator. Coordinator is someone who can, like an orchestra conductor, stand on their podium and conduct the orchestra. We don’t want the orchestra conductor diving in because he loves violin so much, he has to stay out of it and make sure that he’s orchestrating things and has the talent and the wish to do that. The Team Worker is someone who is very skilled and has a lot of EQ, as they say these days, very sensitive to people issues and so on. Then the Resource Investigator is more of the outgoing marketing sort of capability within the team looking outside the team.


Those are your nine different roles. I do want to mention something at this point. The Belbin methodology and the Belbin model is not a psychometric model. Many of you might have been exposed to various psychometric models, like Myers Briggs for example, or Insight Colors, or the ones that are used by researchers such as the Big Five. These are all tests that are usually you entering a whole battery of questions in a certain way, they have lots of internal statistical checks to make sure that they’re valid, and you have to be a little bit careful to make sure that you are dealing with valid psychometric tests. They are really very static. They are meant to analyze your personality, which most psychologists will tell you is fairly stable over time. That is really what a psychometric instrument is supposed to do. 


As you’ll see when we go through some of the reports on the Belbin methodology, it is not a psychometric instrument. It is one where these roles can change over time. We’ve used this methodology very successfully in developing people in their jobs, getting self development going.


I actually was working with the head of an IT organization, probably a month ago, and we were going through a workshop. He mentioned he had worked with the Belbin team role methodology about 20 years ago and had been working it ever since, and was bringing it to his new organization. He said that 20 years ago his strongest roles were the Shaper role and the Specialist, which you can see in an IT function would probably be not that unusual. He now heads up (20 years later) the whole IT organization and his top two roles are now Coordinator and Team Worker. So over the years things like his experience, maybe his values, the circumstances he finds himself in, also learning how to use these methods, have got him to develop in a completely different direction from where he started and one that’s probably reflective of his current position. 


There’s a good example of the difference between what the Belbin methodology does and psychometric tests do. Often people ask that question of what the difference is from other tests they’ve done. They very much are supposed to be static, so the way you’d measure them would be test, retest, reliability, for example. In the case of the Belbin methodology that doesn’t apply at all.

There’s another aspect of this that I want to talk to you about. If you look at this last column it says “allowable weaknesses.” In essence what we’re saying here is that if you’re going to make a strong contribution, we may find that there’s a flip side to that coin, which is an allowable weakness, or sometimes we call it a manageable weakness, or an associated weakness.


Let’s take the Plant role, for example, where this individual happens to bring a lot of creativity, amongst other things. You’ll see that this person has nine roles, of which probably two or three they’re very strong in, but one of the things that they’re strong is this Plant role. They happen to be creative, imaginative, and all these kinds of things, but they tend to be a little bit preoccupied, a little bit in their own thoughts. 


You could imagine now that there could be a temptation to say, “You really are extremely creative, you brought in this multimillion dollar idea last year, but you’re not really as buttoned down as you should be. According to our HR review process here when we do a performance review, you have to improve on this and become more buttoned down.” And this person is really taking this input very seriously, at the end of the year I wonder what might have happened. Could we perhaps be trying to change the basic wiring of this person by doing this? 

We have a little saying that we use, which is “you should play to your strengths and manage your weaknesses, but don’t go and try to correct them,” because if you try to get rid of them or correct them you may well be impacting on the strengths. Managing them, definitely. You’ll see we talk about how you cannot allow these to be disallowable. For some people when they see this it’s really a breath of fresh air for them because they don’t have to be perfect. We know that ourselves, but some of us maybe don’t want to admit it, or we’re not allowed to admit it in the environment that we’re in. I find that’s a really vital part of how this whole system works, these manageable allowable weaknesses. 


Moving right on, let’s talk about the Plant role a little bit more. What do we see in these individuals that have this particular capability? As you can read for yourselves, they’re creative, imaginative, and unorthodox. What they tend to do are the four bullets you see over to the right. They’re very good at coming up with those out of the box ideas. 


By the way, I should make a point here as well. Everybody on the team is absolutely encouraged to come up with good ideas. This particular individual who has this role doesn’t have the patent rights to being the only person that can come up with ideas on this team, absolutely not. Anybody can come up with a good idea. However, what characterizes people who are really strong in this role is they come up with many ideas, lots and lots of ideas. Some of them are not that great. One of the things we try and get these individuals not to do is to get too much ownership over the ideas, because they often come up with not so good ideas. But then they will come up with gems. This has been quite a relief for people who do have this capability when they realize they can come up with ideas that weren’t good, it was really a new thought to them. 


People who are like this are very vital on a team. In terms of those allowable weaknesses, sometimes people who are very creative can be a little bit not connected to reality, but there are other roles on the team that can handle that. They can also be a little bit not too interested in details, as you can see “ignores incidentals.” As I mentioned, you can see strong ownership of ideas where they defend ideas that clearly the rest of the team, who may be more discerning about the benefit of some of the ideas or the value of them, if they get too defensive and get too much ownership over ideas this is not a great situation. Also, to be discounting other people’s ideas. 


Then we have the Monitor Evaluator , which actually sounds a lot like what you would see underneath describing it. Individuals who are strong in this role have very good critical thinking skills, the kind of individual you’d like to have handling your investments. They’re objective, they can see the options, they can think strategically. On the contribution to the team they can actually be a little bit of a wet blanket in the sense that they’ll find all the reasons why you can’t do something, which is absolutely critical for those of us that may be more of the Plant orientation. They can apply reason and they’re very good at finding issues that maybe other people haven’t seen. 


What are their weaknesses? Sometimes because they are finding fault in things they can be dousing the enthusiasm of the team a little bit and wouldn’t necessarily inspire the team. Other roles can probably do that a lot better. They’re being a bit skeptical, and they’re cynical without logic. Criticizing things for the sake of criticizing and then being overly pessimistic. 


The Specialist role actually emerged after Belbin’s initial research because he found when he took his theories and practices into the real world that there was this ninth role that was uncovered, which was the Specialist role. This is somebody who has an orientation of specialization. It’s not necessarily that you need someone who is an expert in X on your team, it’s more that the specialist role would be very inclined to become very expert at things that are very important to the team. That capability is very valuable. I know on our team we had someone like this and whatever she touches she becomes an expert at, and she delves very deeply into things and takes great pride and ownership in that approach to things. 


They have rare skills or knowledge, they’re dedicated and professional, and single-minded. You can see these are approaches that people take. Often these people can be a bit narrow, so ignore factors outside their own area of competence. They like to keep up to date. There’s something that not necessarily all of us do, for some of us it’s a bit of a chore. They’re accurate and very on top of what’s emerging. You can see that whole expert kind of capability is very good to have on a team just as a general capability, not necessarily attached to a specific specialized need of the team, but those could well be combined. 


What do we see as allowable? They’re a little bit narrow because that’s their interest. Maybe dwells on specialized personal interests. But, if you totally ignore factors outside your own area and you’re so tunnel vision that it becomes a problem, that’s not acceptable. Doesn’t stretch into seeing the wider organizational objectives. 


The Shaper role, I’m sure many of us recognize this role, is challenging, driving, dynamic, and so on. They don’t want to get into the details, they delegates fairly effectively. Can break down barriers, takes hard decisions. Someone who is hard driving and somewhat is not a coward and is somewhat fearless. 


What is allowable? Sometimes these folks can be a little bit aggressive and very task oriented. We know that’s likely to occur, we kind of take that into account and the other roles can balance that out. Not allowable is to cause unresolved conflict on the team and to always feel they are right. 


Of course, the combination of this role with other roles I should mention that as you’re using this methodology it will not just be one role. If you took someone who had a very strong Shaper role and you combined it with the Monitor Evaluator role as being the second most strong role, you’d get a very different kind of approach compared to someone who had this role as their strongest and the Plant role as their second strongest. Basically these different combinations of roles will lead to completely different approaches. We’re looking at them in isolation right now, so just bear that in mind as we’re going through these analyses.


The Implementer role; this individual is typically very disciplined, efficient, reliable, very practical. It’s pretty straightforward. You see the icon, it’s very much in the wheels of the machine. Many of us like to get in there and get the job done, analyze things, get that sense of satisfaction of actually designing something, not really interested in managing other people. They’re not really wanting to be an expert in anything, but basically getting the job done.

When you get into change management kinds of discussion these folks can be very structured in their thinking. They’re very structured and like to do things in a certain way. Then on the disallowable, once people become aware of this being one of their roles, this is the benefit of the whole system, they realize they could be a little inflexible on occasion and they don’t get defensive about it. They shouldn’t hold things up unduly. One can talk about those with explicit language. 


The Completer Finisher role is exactly what it sounds like, someone is really very keen to get the job done and loves finishing things off. To many of us this comes as a big surprise that people actually enjoy this role. This is an excellent capability to have on the team, because who do you need at the end of a project; the Implementers and the Completer Finisher folks. Who do you definitely not need at the end of a project; the people strong in the Plant roles. There’s an example of why you really need to have these folks especially at certain time on projects.


They can be a little anxious. They’re definitely folks that are interested in getting the job done their way, finishing it off. They may be reluctant to delegate and that’s kind of okay, you cut them a little slack. But getting unreasonable about things and trying to make everything perfect would be disallowable.


The Coordinator role is your team orchestrator. I should mention they don’t have to be the leader. The philosophy in Belbin is it’s how you play your cards, if you think of these as nine cards, not which cards. It’s utilizing the full team as a leader that is really what counts. Basically these folks have a strong sense of objectives. They can be good at facilitating meetings and can create a goal orientation. 


Allowable is they can be a little manipulative, maybe sometimes delegate personal work. What would not be allowable would be taking credit for what others have done and getting too caught up in team work and not realizing we actually need to get the job done. 

The Team Worker is similar to the Coordinator, but much more supportive. Someone who can really read people and is very often keen to just be in a supportive role. Mandela, by the way, one of his top roles was Team Worker, so you can see it’s a wonderful quality. Someone who cares, someone who can really inspire people like Mandela did. Depending on the combination of roles they have, a wonderful quality.


What would be allowable would be to be a little indecisive, maybe not keen on conflict. What is not allowable is avoiding pressure situations and just absolutely no focus on task.


The Resource Investigator is your marketing role, outgoing kind of person, a person who wants to bring in ideas from the outside. Very valuable and can fulfill that role of bringing new ideas. The Plant role and the Resource Investigator role are your two idea focused roles.


Allowable is they can be over-optimistic at times. I’m sure there are many in our audience today that relate to this. They can lose interest after the initial stages, this is very common for people who are strong in the Resource Investigator role. You can’t let the client down because you’re not following through or getting someone else to, or being too externally focused is not allowable. 


What are the key concepts? I’m sure you’re getting the idea at this point, understanding and excelling in your natural and preferred roles and work at managing your allowable weaknesses. Be aware of and manage those weaknesses. As you can see from this slide, you cannot let these weaknesses become disallowable. 


Now let’s look at individual reports. If you were to do a Belbin report on yourself, what you see is a report where you do your own self perception. Anton McBurnie happens to be one of the people on our team and we used his report. There the acronyms are for Resource Investigator, Plant, Shaper, these top three roles. The fourth role is Coordinator, then Specialist, Monitor Evaluator, Team Worker, Completer Finisher, and Implementer. 


You can see the same thing, we get observers to go on an online system and do an assessment based on certain words that are given to tick on how they see this person. When the observers are ticking these words or when Anton is filling out his part of this assessment, you really cannot figure out what he is ticking or what the observers are ticking, they’re just ticking descriptors. A computer system analyzes how these people see you in terms of this team role structure. 

At the bottom you can see that this individual’s top roles are Resource Investigator, Plant, Coordinator, and you could stretch it to Shaper. Some of us are stronger in some roles than others. His lowest roles would be Team Worker, Completer Finisher, and Implementer. 


What we can see here, which is hugely helpful, is the comparison of how he sees himself to how others see him. His SPI, that’s his self perception and OBS is observers. You can see this individual for his top two roles is very close in how he sees himself and how others see him. We believe that self awareness is a key driver of leadership and managerial competence, so understanding how you see yourself and how others see you, and being close in that, is quite a valuable asset for anybody in their management toolkit. 

You’ll see there are some differences as well, which we’ll talk about. Where we see big differences like this, that’s an opportunity for us to learn more about ourselves. If you look at this Team Worker role (TW), we call this a Ferrari in the garage. If you look at this person there is a big difference between how they see themselves and others see them. They don’t understand that the depths of this strength that they have. That’s why we’ve come to call it Ferrari in the garage. Someone gave you this Ferrari – an uncle left it to you in his will – and you don’t even know what a Ferrari is, so you leave it in the garage and you never use it. 


If we look at this, do we have a fake Ferrari? If you look in this example this individual sees themselves as close to 90% when they fill out their instrument of going into the system and the observers see this at below 50%. There what we might have is a fake Ferrari; we think we’re strong in something that we really aren’t as strong in as we think we are.


When we look at another page in this report we see the relative strengths and weaknesses of all of the roles. What you’ll see for this individual is that they have three very strong roles, three medium roles, and three lower roles. That probably isn’t a bad situation, because if you think about it in terms of elapsed time they’re probably playing to these top three roles – and we’ve got pretty good at estimating these things when you look at a report like this. This probably works out at about 60% of the time. If you look at the lowest roles, this probably works out to 10-15% of the time with the middle roles taking up the rest. 


Who is more likely to succeed; somebody who plays to their top roles 60% of the time and their bottom roles maybe 10-15% of the time versus let’s say even across the board set of these bars where they play 33% to their strong roles and 33% of the time to their weakest roles where they’re setting themselves up for failure because they’re adjusting or trying to please? We often see this dynamic. 


This is where you measure these weaknesses. When we do coaching on this we get into are these weaknesses allowable or disallowable. That little piece at the end there deals with the disallowable or allowable weaknesses and is driven by the descriptions people have chosen on the individual, like pushy, indecisive, and those kinds of descriptions that we saw when I was going through the allowable weaknesses.

That’s the end of the roles and the role reports at the individual level. I would say there is tremendous power in terms of self improvement at the individual level, but this section of the webinar that I’m going to take you through now where we deal with team mapping is very powerful. What we do with teams, it takes a little practice to be able to really figure it out in a real team, what we do is we take your reports at an individual level and we place them across the page like this, the top three roles and the bottom three roles for each individual on the team. What we then are able to discern is kind of the personality of the team.


What we look for is do we have a lot of one role. You can see here the Plant role is really over represented, it’s in the top three of four people on the team, which is a huge number and could get this team a little bit into a lot of idea generation at the expense of getting the job done. Are there voids; you can see they don’t have one person on the team who is strong in the Shaper role. What tendencies would we see and how can this help us to anticipate and avoid the errors that typically would take you six months in a team to find out about. 


Have a look at the Resource Investigator role down here where you have the two idea generation roles very well represented in this team. That could often lead to a lot of idea generation and not too much getting done and nobody bringing that energy to say, “Maybe we need to get the job done.” You can do that kind of analysis and make adjustments ahead of time rather than falling into the pitfalls as you progress through the project or working as a management team.


Here is a case study of a real world team. Just to do a quick analysis for you here, the insight that this team got was they really had an overabundance, if you look at that Plant role and you look at the nine roles across the top, they clearly had lots of Plant folks, strong on the Monitor Evaluator, strong on Specialist role, and you can see the amount of green in this case study where they have a lot of the thinking but they’re not really strong in the people roles. Also, if you look at the project manager who headed this up, that individual was the only one that really had the super strong action orientation. 


You can almost anticipate conflicts (and there were) between the project manager and the rest of the team, because of the clashes in style. Ahead of time you could anticipate this and you could make sure that it didn’t become a problem, and recognize that it is just orientations and that we really want everybody to contribute.


I think that I was supposed to leave 10 minutes at the end and it’s now question time. I think I’ve left 10 minutes. I’ll hand it back to Mimi and see how we handle it from here.

Mimi:
Thank you very much, Max. Yes, there is 10 minutes left for posing any questions, if you could submit those via the question box. 


Here we go. “What are the best computer based measuring tools for roles?”

Max:
The Belbin team role method is an online instrument that you can utilize that does a complete analysis of your team roles. The Belbin Organization, which is a worldwide organization operating in about 20 countries, makes available a computerized analysis of your team role, which is very easy to complete and relatively inexpensive as well.

Do you think I’ve answered that question correctly?

Mimi:
That’s just great. There are a couple of questions from people requesting copies of the slides. This is to remind you all that the webinar will be archived on the IIBA website within five days. 


The next question, “What is the most popular role?” 

Max:
Good question. First of all, the roles are fairly evenly spread across the population. What we’ve found is that the Plant role is relatively under represented. We do have analysis available on the various roles by gender. There really isn’t a favorite role because in fact we’re all such a mixture of roles. When we look at this we tend not to look at individual roles, but clusters of roles. 


Somebody who has, for example, a very strong Coordinator role and Team Worker role we would advise that person and we would counsel them in a different way than someone who had a Shaper and Resource Investigator role. Often when they’re grouped like that these roles can be associated with certain behavior patterns. 


I don’t think there’s a popular that creeps into this as a concept, but there definitely are combinations that may be oriented when you combine them to be good at certain things.

Mimi:
Here comes another question. “Where can we find the Belbin online assessment?” 

Max:
I think I can probably do that quickly for you folks. There it is. Go to our website at www.3circlepartners.com or give me a call. Online you can go in and purchase one of these assessments on yourself and it’s very easy. 

Mimi:
Next question, “How well should roles be represented in small teams? For example, three to four people.” 

Max:
Excellent question. Sometimes two or three people can cover all nine roles. Think about it. Most of us have at least one and probably in some cases three, even sometimes four strong roles that we’re really good at. Let’s say three on average. We have three roles at the other end of the spectrum that we’re not really good at. 


In our organization at 3Circle Partners we are very explicit, in fact I just had this yesterday afternoon where we had three people working together and we covered all of the roles between the three of us. In fact, we duplicated some, so it looks a little bit like the team map that I just showed where there was an abundance of the Plant role. 


You can become very aware of some of the pitfalls even in small groups. You do not need nine people, you need the nine roles spread out over everyone. Two or three people can cover all nine roles, and typically three would. If you don’t cover one of the particular roles then you become very aware of it and you stretch into one of your manageable middle section roles. 

Mimi:
Okay. On the other side of that, “Is there a matrix of role combinations one person should avoid?”

Max:
No. There’s no dysfunctional combination of roles. It’s just how you’re built and it’s where you are at this point in time. Remember, this is not a psychometric test, so those roles change over time depending on your job, depending on where you are in your career possibly. That’s why it’s such a good self development tool. 

The focus is on strengths. The idea is really to find out where those strengths are, which is what we often can do in teams. This allows you to find those strengths very quickly, it accelerates the finding of strengths. Of course, the opposite where you don’t give people who are really terrible at finishing things off the job of finishing things off – and that’s what you often see in teams where they don’t take this kind of thing into consideration.

I hope that answers the question. Focusing on the strengths, there’s no bad combination. 

Mimi:
We have several very interesting questions coming through here. “Is there frequently an expectation for the team roles expected for a team leader?” 
Max:
No, there isn’t. The basic philosophy, we have a little saying, “You have to do it as a leader, but you can’t do it on your own.” 


One of Belbin’s best teams that he had in his research, for examples, was where someone was the leader of the team who was very strong on the Monitor Evaluator role, so he said to someone else on the team, “Would you mind playing the Coordinator role because I really want to excel at the Monitor Evaluator role because I know I can really contribute in that area and I don’t think I can do both.” They were one of the most successful teams. 



You’ll notice with very effective leaders that they oftentimes surround themselves with one or more people that complement their weaknesses. Think of very powerful CEOs and how they often work that way where they intuitively know what their weaknesses are. That same philosophy applies here. 


You will find that the two power based roles, like Coordinator and Shaper, will feature somewhere often in leaders’ profiles, but there is no rule about who can be a leader here.

Mimi:
“In your experience and in your research, is there a role that is more common for business analysts?” 

Max:
Yes. I would say the combination of Monitor Evaluator and Completer Finisher, or Monitor Evaluator and Specialist and Completer Finisher, we see those a lot in the business analyst world. 

Mimi:
Okay. “When assessing the team to determine strong and weak roles, should a self assessment, supervisory assessment, or combination be used to assess those strengths and weaknesses?” 

Max:
What we recommend is that you do your own self assessment and then you get a good sphere of influence, circular 360, on you. That’s pretty much how you do it. Also, the rule would be get people who really know you well so that you get a good set of data from them. That’s the way to do it, not the supervisory. Supervisor could be included in that. 


And we like six as a number. Not more than six, because then it gets a little confusing. Less than six we don’t recommend. Six observers that really know you well, including your supervisor. 

Mimi:
Excellent. “What types of jobs do you see a greater number of, such as Plant roles, where would it be of benefit to have Plant roles?” 

Max:
It’s a thing that is time based as well. When you’re up front and you really want to get a lot of creative ideas then the Plant role is very important. Who do you not need at the end of a project? The Plant role.


We did a project for a big newspaper, The Globe and Mail, and we found their organization had a really disproportionate number of people very strong in the Plant role. It can vary a little bit by organization as well. 

Mimi:
We’ve just reached Noon, and at this point I’ll have to leave some questions on the table. I have to thank you all as listeners for your presence and insightful conversation into this timely topic. It has been absolutely fascinating. I invite you to join us on Facebook and LinkedIn, and you can contact Max directly for questions and further discussion. 

Max:
I would be very happy to answer any questions. Please, feel free to give me a call, my contact information is in the webinar materials. 




