
  

 

A team role is ‘a tendency to behave, contribute and 

interrelate with others in a particular way.’ This inventory, developed by Meredith Belbin and his team 

in the U.K. has been developed as a means of identifying the roles people prefer to take in a team. 

People not only come with technical skills, but also with personal skills. These skills enable them to 

relate to others on the team in special ways. 

Completing this inventory will give you an insight into why you and others adopt the team roles that 

you and they do. The effect of the roles that people take on team effectiveness can be dramatic, and 

this will be expanded upon during the session. 

INVENTORY DIRECTIONS 

For each situation distribute a total of ten points among the sentences which you think best describe 

your behavior. 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 at the end of this inventory. 

1. What I believe I can contribute to the 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 am inclined to be too generous towards others who have a valid viewpoint that has not 

been given a proper airing 

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

 ____  D. My objective outlook makes it difficult for me to join in readily and enthusiastically with 

colleagues 

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

 ____  F. I find it difficult to lead from the front, perhaps because I am over-responsive to group 

atmosphere 

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

happening.  

 ____  H. My colleagues tend to see me as worrying unnecessarily over detail and the possibility 

that things may go wrong. 
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3. When involved in a project with other people: 

 ____  A. I have an aptitude for influencing people without pressuring them 

 ____  B. My general vigilance prevents careless mistakes and omissions being made 

 ____  C. I am ready to press for action to make sure that the meeting does not waste time or lose 

sight of the main objective 

 ____  D. I can be counted on to contribute something original 

 ____  E. I am always ready to back a good suggestion in the common interest 

 ____  F. I am keen to look for the latest in new ideas and developments 

 ____  G. I believe my capacity for judgment can help to bring about the right decisions 

 ____  H. I can be relied upon to see that all essential work is organized 

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

 ____  H. While I am interested in all views I have no hesitation in making up my mind once a 

decision has to be made. 

5. I gain satisfaction in a job because: 

 ____  A. I enjoy analyzing 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 a strong influence on decisions 

 ____  E. I can meet people who may have something new to offer 

 ____  F. I can get people to agree on necessary courses 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 stretches 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 

 ____  I would find some way of reducing the size of the task by establishing what different 

individuals might best contribute 

 ____  D. My natural sense of urgency would help to ensure that we did not fall behind schedule 

 ____  E. I believe I would keep cool and maintain my capacity to think straight 

 ____  F. I would retain a steadiness of purpose in spite of the pressures 

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

 ____  H. I would open up discussions with a view to stimulating new thoughts and getting 

something moving.  
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7. When I work in a group others can have problems with me because: 

 ____  A. I am apt to show my impatience with those who are obstructing progress 

 ____  B. Others may criticize 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 find it difficult to get started unless the goals are clear 

 ____  F. I am sometimes poor at explaining and clarifying complex points that occur to me 

 ____  G. I am conscious of demanding from others the things I cannot do myself 

 ____  H. I hesitate to get my points across when I run up against real opposition.  

POINTS TABLE & SCORING 

Enter the points from Questions 1 – 7 in this table. 

Section A B C D E F G H 

1         

2         

3         

4         

5         

6         

7         

Transpose the scores from the Points Table above, entering them for each letter, section by section in 

the boxes below. Then add up the points in each column to give a total team role distribution score. 

Section Imp Co Sh Pl RI ME TW Com 

1 G  D  F  C  A  H  B  E  

2 A  B  E  G  C  D  F  H  

3 H  A  C  D  F  G  E  B  

4 D  H  B  E  G  C  A  F  

5 B  F  D  H  E  A  C  G  

6 F  C  G  A  H  E  B  D  

7 E  G  A  F  D  B  H  C  

INTERPRETING SCORES 

The highest score indicates your preferred role on the team. The next highest scores suggest possible 

team roles you could adopt if there is less need for you to adopt your preferred team role. They are 

also areas of strength. 

Your two lowest scores indicate your possible areas of weakness. You are not likely to be able to 

function well in these roles, and they are better filled by team members with strengths complimentary 

to yours.  
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DESCRIPTION OF TEAM ROLES 

ACTION-ORIENTED  PEOPLE-ORIENTED  CEREBRAL  

Shaper Coordinator Plant 

Implementer Team Worker Monitor Evaluator 

Completer Resource Investigator  

 

Team Role  Purpose Characteristics Weaknesses 

Coordinator 

CO 
 

Control and 
coordinate the 
resources within 
the team 

Welcomes and treats team 
members according to their 
merits. Has a strong sense of 
objectives. Clarifies goals, 
promotes decision making, 
delegates well. 

 Can be perceived as 
manipulative.  

 Tends to lack creativity.  

 Delegates personal 
work. 

Shaper 

SP 
 

Get things moving Strong drive towards 
objectives. Sees quickly 
what needs doing, makes 
things happen. Dynamic, 
thrives on pressure. Has the 
drive & courage to 
overcome obstacles. 

 Can provoke others. 

 Can hurt others’ 
feelings. 

 Tends to be critical, 
irritable & impatient 
when people disagree. 

Plant 

PL  
 

Challenge 
established 
practice & intro-
duce new ways of 
looking things 

Generates lots of ideas, 
offers insights. Creative, 
imaginative, unorthodox. 
Comes up with novel 
solutions to difficult 
problems. 

 Up in the clouds. 

 Tends to disregard 
practical details or 
standard procedures. 

 More interested in ideas 
than people.  

Resource 
Investigator 

RI   

Keep up to date 
with what goes on 
outside the team. 
Create external 
contacts 

Sees the possibilities in 
anything new. Uses 
initiative. Extroverted, 
enthusiastic, 
communicative. Explores 
opportunities. Good at 
negotiation. Develops 
contacts. 

 Liable to lose interest 
once initial fascination 
has passed.  

 Over-enthusiastic. 

Implementer 

Imp 
 

Turn concepts & 
plans into 
practical working 
procedures. Carry 
out agreed plans 
systematically. 

Disciplined, reliable, 
conservative, efficient, hard-
working. Turns ideas into 
practical actions. Does what 
needs doing, even if 
unpleasant. 

 Can be inflexible.  

 Show to respond to 
new possibilities. 
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Team 
Worker 

TW 
 

Facilitate 
communication & 
maintain good 
atmosphere 

Cooperative, mild, 
perceptive & diplomatic. 
Perceptive of feelings & 
concerns of others in the 
team. A good listener, averts 
friction, calms the waters, 
seeks harmony 

 Indecisive at moments 
of crisis.  

 Can be easily 
influenced. 

Monitor 
Evaluator 

ME  

Analyze problems. 
Evaluate ideas & 
possible solutions 
to ensure good 
decisions 

Thinks critically & picks out 
possible drawbacks in plans 
& ideas. Sees implications of 
a course of action. 
Unemotional, prudent, 
strategic, discerning. Sees & 
is able to weigh all options. 
Judges accurately. 

 Lacks inspiration or 
ability to motivate 
others.  

 Can be overly critical. 
May stifle contributions 
of others.  

Completer  

Com 
 

Ensure things are 
not omitted 

Looks for and finds errors 
and omissions. Gives 
attention to detail. Seeks 
perfection. Painstaking, 
orderly, conscientious, 
anxious. Delivers on time. 

 A tendency to worry 
about small things. 

 Reluctant to let go or 
delegate.  

 Can be a nitpicker.  

Specialist? 

 

   

 

… enthusiasm elsewhere. The final stages of implementation may be left to a large extent in the 

reliable hands of the Completer who will ensure that completion is finally achieved with no detail 

overlooked. Although rather retiring at a social level, the Completer will be well accepted by other 

team members because of the appreciation which the completer elicits through performing his role. 

APPLICATION OF TEAM ROLES 

Belbin’s research showed that the most effective teams had the following: 

 A good Coordinator 

 A strong Plant who had a good relationship with the Coordinator 

 A fair spread of mental abilities 

 A good mix of team roles leading to wide team role coverage. 

 A good match between team roles and the responsibilities of team members 

 An adjustment to any imbalance. For example, where there is no Plant, the person with the highest 

Plant score plays that role.  
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Discuss 

 How good is the mix/balance of roles on your team? 

 How will you adjust for any imbalance? 

 Who has the highest score for Coordinator? Are they playing that role on your team? 

If you have nobody with a high score for Coordinator, how can you make the best use of the 

leadership abilities on the team? 

 Who has the highest score for Plant? Are they playing that role on your team? If you have no 

strong plant, how could you increase the generation of ideas on your team? 

 Who has the highest score for Monitor Evaluator? Are they playing that role? 

TEAM ROLES IN PROBLEM SOLVING 

Much of the work of a team is problem solving in one form or other. The problems to be solved In 

Christian ministry center around people and their growth towards or in the Kingdom of God. Each 

team role is strongest and most useful in one or more phases of the problem solving process. The 

Shaper, Coordinator & Team Worker are important throughout the process. The Shaper motivates for 

action by saying “Let’s get on with it.’ The Coordinator keeps the team on track and makes the best 

use of the members’ strengths at each point. The Team Worker continually builds harmony among 

team members.  

Problem Solving Stage Most Helpful Team Role 

Identifying the Problem Whole Team 

Gathering data Resource investigator 

Analyzing data Monitor Evaluator 

Generating possible solutions Plant 

Selecting best solution Monitor Evaluator 

Planning for implementation of solution Resource Investigator 

Implementing the solution Implementer & Completer 

Testing the solution Monitor Evaluator & Completer 

Continuing to improve and fine tune Completer and Monitor Evaluator 
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