Team Roles Questionnaire


This questionnaire is designed to ask you about the way you feel you typically like to contribute to teamwork.

It should take you I 5 to 20 minutes to complete.

Directions: For each section 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.

	
	

	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 when 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 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 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.
	

	
	

	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 judgement can help to bring about the right decisions
	

	
	

	(h) I can be relied upon to see that all essential work is organised.
	

	
	

	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) 
	

	(d) I can usually find a line of argument to refute unsound propositions
	

	
	

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

	
	

	(f) I have a tendency to avoid the obvious and to come out with the unexpected
	

	
	

	(g) I bring a touch of perfectionism to any job I undertake
	

	
	

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

	
	

	(i) 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 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 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 me 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) 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.
	

	
	

	7)
With reference to the problems to which I am subject in 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 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.
	


Team Roles Analysis Sheet

When you have completed all seven sections, transfer the points you have allocated to the grid below, for example:

In section one if you allocated 3 points to (a) 4 points to (c) 2 points to (f) and I point to (g) you should work across the grid where Section us indicated to find the column that contains letter (a). Enter 3 points in this column. You then look across the row again to find (c) and enter 4 points here. Find (f) and (g) on this row and enter your remaining points.

Once you have completed every part of the grid, you should total each column and enter your scores.

The highest score you obtain is likely to be the team role that would come most naturally to you. If you have a second score that is close to your highest score it is likely that you could also adopt this secondary role in a team situation if necessary.
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Team Role Descriptors
Implementer

Traits: stable and controlled

Implementers are the practical organisers. They are the people who turn decisions and strategies into defined and manageable tasks that others can get on with. They are concerned with what is feasible and their chief contribution is to convert the team’s plans into a feasible form. They sort out objectives and pursue them logically.

Like the Co-ordinator, they too have strength of character and a disciplined approach. They are notable for their sincerity, their integrity and their trust of colleagues and are not easily deflated or discouraged; it is only a sudden change of plan that is likely to upset them because they are liable to flounder in unstable quickly changing situations.

Because they need stable structures, they are always trying to build them. Give them a decision and they will produce a schedule, give them a group of people and an objective and they will produce an organisation chart. They work efficiently, systematically and methodically, but are sometimes a little inflexible. They are unresponsive to speculative ‘airy-fairy’ ideas that do not have visible immediate bearing on the task in hand. At the same time they are usually perfectly willing to trim and adapt their schedules and proposals to fit into agreed plans and established systems.

Implementers can be over-competitive for team status, which can be damaging if it expresses itself in the form of negative, unconstructive criticism of suggestions put forward by other members of the team. Normally, however, they are close to the team’s point of balance. If anyone does not know what on earth has been decided and what they are supposed to be doing, he or she will go to the Implementer first to find out.

Completer Finisher

Traits: anxious, introvert
Completer Finishers worry about what might go wrong. They are never at ease until they have personally checked every detail and made sure that everything has been done and nothing has been over-looked. It is not that they are overtly or irritatingly fussy, their obsession is an expression of anxiety.

Completer Finishers are not assertive team members, but maintain a permanent sense of urgency which they communicate to others to galvanise them into activity. They have self-control and strength of character and are impatient of, and intolerant towards, the more casual and ‘slap-happy’ members of the team. They definitely do not suffer fools.

If they are not careful, Completer Finishers can be morale-lowering worriers with a depressing effect on the rest of the team and can too easily lose sight of the overall objective by getting bogged down in small details. Nevertheless their relentless follow-through is an important asset.

Team Worker

Traits: stable, extrovert, low in dominance

Team Workers are the most sensitive team members. They are the most aware of individual’s needs and worries, and the ones who perceive most clearly the emotional undercurrents within the group. They also know most about the private lives and family affairs of the rest of the team. They are the internal communicators - likeable, popular and unassertive - the cement of the team. They are loyal to the team as a unit (though this does not mean they cannot take sides when there is a split) and support all the others. If someone produces an idea, their instinct is to build on it, rather than demolish it or produce a rival idea.

They are good, willing listeners, communicate freely and well within the team and also help and encourage others to do the same. They also counter-balance the friction and discord that can be caused by the Shaper and the Plant and occasionally by the Monitor Evaluator. They particularly dislike personal confrontation and tend to try and avoid it themselves and cool it down in others. They will see conflict at an early stage and try to ‘pour oil on troubled waters’ to resolve difficulty.

When the team is under pressure or in difficulties, the Team Workers’ sympathy, understanding, loyalty and support are especially valued. Their uncompetitiveness and dislike of friction may make them seem a bit soft and indecisive but these also make them a permanent force operating against division and disruption in the team. In normal times the value of their individual contribution may not be as immediately visible as most of the other team roles. However, their effect is very noticeable indeed when they are not there, especially in times of stress and pressure.

Resource Investigator

Traits: stable, dominant, extrovert

Resource Investigators are probably the most immediately likeable members of the team. They are relaxed, sociable and gregarious, with an interest that is easily aroused. Their responses tend to be positive and enthusiastic, though they are prone to put things down as quickly as they have taken them up.

Resource Investigators are the team members who go outside the group and bring information, ideas and developments back to it. They make friends easily and have masses of outside contacts. They are rarely in the office; when they are, they are probably on the phone. Their ability to stimulate ideas and encourage innovation by this activity would lead most people to mistake them for the ‘ideas person’, but they do not have the radical originality that distinguishes the Plant; for all that, they are quick to see the relevance of new ideas.

Without the stimulus of others, e.g. in a solitary job, Resource Investigators can easily become bored, demoralised and ineffective. Within the team, however, they are good improvisers, active under pressure, but can over-relax when it eases. They can fail to follow up tasks they undertook in one of their frequent bursts of short-lived enthusiasm. Their range and variety of outside interest can lead them, like the Plant, to spend too much time on irrelevancies that interest them; nevertheless their most important team role is to preserve the team from stagnation, fossilisation and losing touch with reality.

Monitor evaluator

Traits: high IQ, stable, introvert

In a balanced team it is only the Plant and the Monitor-Evaluator who need a high lQ but by contrast with the Plant, Monitor Evaluators are a bit of a cold fish. By temperament they are likely to be serious and not very exciting. Their contribution lies in measured and dispassionate analysis rather than creative ideas and, while they are unlikely to come up with an original proposal, they are the most likely to stop the team from committing itself to a misguided project.

Although by nature a critic rather than a creator, they do not usually criticise just for the sake of it, but only if they can see a flaw in the plan or the argument. Curiously enough, they are the least openly motivated of the team; enthusiasm and euphoria simply are not part of their make-up. This, however, has the compensating advantage that ego-involvement does not cloud or distort their judgement. They are slow to make up their mind and like to be given time to mull things over, but their’s is the most objective mind in the team.

Their valuable skills include assimilating, interpreting and evaluating large volumes of complex written material, analysing problems and assessing the judgements and contributions of the others.

Sometimes they can do this tactlessly and disparagingly, which does not help their popularity, and they can lower the team’s morale by being too much of a damper at the wrong time. Although they are unambitious and have low drive, they can be competitive, especially with those whose skills overlap with their own, which, in most cases, is the Co-ordinator or the Plant.

Although they are solid and dependable, they lack jollity, warmth, imagination and spontaneity. Nevertheless, they have one quality which makes them indispensable to the team, their judgement is hardly ever wrong.

Plant

Traits: dominant, very high IQ, introvert

Plants originally received their name when it was found that one of the best ways to improve the performance of an ineffective and uninspired team was to ‘plant’ one of this team type in it. But you can also think of the Plant as the one who scatters the seeds which the others nourish until they bear fruit.

The Plant is the team’s source of original ideas, suggestions and proposals: the ‘ideas person’. Of course others have ideas too; what distinguishes the Plants’ ideas is their originality and the radical-minded approach they bring to problems and obstacles. They are the most imaginative as well as the most intelligent member of the team and the most likely to start searching for a completely new approach to a problem if the team starts getting bogged down, or to bring a new insight to a line of action already agreed. They are much more concerned with major issues and fundamentals than with detail and indeed are liable to miss out on details and make careless mistakes. They are trustful and uninhibited in a way that is fairly uncharacteristic of an introvert. The Plant can be somewhat flamboyant, usually artistic, creative but they can also be prickly and cause offence to other members of the team, particularly when criticising their ideas.

The danger with Plants is that they will devote too much creative energy to ideas which may catch their fancy but do not fall in with the team’s needs or contribute to its objectives. They may be bad at accepting criticism of their own ideas and quick to take offence and sulk if their ideas are dissected or rejected; indeed, they may switch off and refuse to make any further contribution. They need careful handling (usually by the Co-ordinator) to get the best out of them, but for all their faults, it is the Plants who provide the vital spark.

Shaper

Traits: anxious, dominant, extrovert

Some observers of teams in action have suggested that a team needs a ‘social leader’ who is the permanent head of group, and a separate ‘task leader’ who is in charge of a specific and defined project. If so, the Shaper is the task leader and the Co-ordinator is the social leader.

Shapers are full of nervous energy. They are outgoing and emotional, impulsive and impatient, sometimes edgy and easily frustrated. They are quick to challenge and quick to respond to a challenge (which they enjoy and welcome). They often have rows, but these are quickly over and they do not harbour grudges. Of all the team, they are the most prone to paranoia, quick to sense a snub and the first to feel that there is a conspiracy afoot and that they are the subject or the victim of it.

The principal function of Shapers is to give shape to the application of the team’s efforts, often supplying more of their own personal input than the Co​ordinator does. They are always looking for a pattern to discussions and trying to unite ideas, objectives and practical considerations into a single feasible project, which they seek to push forward urgently to decision and action.

The Shaper exudes self-confidence, which often belies strong self-doubts. Only results can reassure them. Their drive, which has a compulsive quality, is always directed at their objectives. They want action and they want it now. They are personally competitive, intolerant of woolliness, vagueness and muddled thinking and people outside the team are likely to describe them as arrogant and abrasive. Even people inside the team are in danger of being steamrollered on occasions and they can make the team uncomfortable; but they make things happen.

Co-ordinator

Traits: stable, dominant, extrovert

Co-ordinators preside over the team and co-ordinate its efforts to meet external goals and targets. They are distinguished by their preoccupation with objectives. You would expect them to be at least normally intelligent, but not in any sense brilliant and not outstanding creative thinkers; it is rare for any of the good ideas to originate from here.

They have an instinct to trust people unless there is very strong evidence that they are untrustworthy and they are singularly free from jealousy. They talk easily and are easy to talk to and are good listeners.

They see most clearly which member of the team is strong or weak in each area of the team’s function and focus people on what they do best. They are conscious of the need to use the team’s combined human resources as effectively as possible. This means they establish the roles and work boundaries of others and also see the gaps and take steps to fill them.

Co-ordinators clarify the group’s objectives and set its agenda; but they do not attempt to dominate the discussion. Their own early contributions are more likely to take the form of questions rather than assertions or proposals. They listen, sum up group feelings and articulate group verdicts and, if a decision has to be taken, they take it firmly after everyone has had their say.
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