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Introduction

This book presents a model of eight team roles preferred by
different psychological types when solving tasks. It is suitable
primarily for dialogues on how individual members of a group can
complement each other when they work together, but it may also be
used to reflect on your own work performance.

 


The descriptions of the team roles are
relevant for any type of work including, for example, industrial
production and public services, research and study projects,
nursing and medical treatment, management and consultancy, farming
and fishing, and artistic and other creative processes. The
portrayals of the roles are, for this purpose, presented in general
terms, so you have to “translate” them to match your own job
context.

 


The model is based on the fact that people
are different and on how they typically differ from each other. The
variances include the kinds of team roles each of the types
prefers. However, any task solution requires a number of necessary
actions and positions, so you can also use the concept for
reflections on your own effort in groups. Whether you work alone or
in a group, it is advantageous to think about which aspects of the
work process come easier and which ones require you to pull
yourself together to perform.

 


The use of this book requires that its readers be familiar with
the concepts in Carl Gustav Jung’s type theory and have identified
their own most appropriate type profile. The latter is achieved
typically by answering a questionnaire, such as Myers-Briggs Type
Indicator (MBTI) or Jungian Type Index (JTI), followed by feedback
from a licensed consultant. It is also possible to find type
indicators for free on the Web.

 


An indicator result based only on answering a number of
questions—regardless of how many and how validated—should never be
trusted as an absolute truth. You must observe your own preferences
and actions if you want to use typology in self-understanding,
including awareness of your work performance. Your typological
preferences, among other issues, reflect experiences in the job
functions and team roles you generally prefer to
perform.

 


The model with the eight roles in this
book is not a universal, final, or scientifically proven truth. It
has developed over the years in Denmark from observations of
problem solving in groups using C.G. Jung’s type theory as it is
implemented in the Myers-Briggs Type Indicator’s 16 type profiles,
which are used by a number of other type-assessment tools. The
mentioned eight roles are embodied in the concept of
Teamkompasset (The Team
Compass) that the Center for Leadership (CfL) in Copenhagen has
registered as a trademark. CfL has kindly given me permission to
use this model. Even though the model is developed in a Danish
context, it can be used when reflecting on work processes wherever
they are performed.

 


I am responsible for the
English labeling of the eight
roles. I have tried to reproduce the meaning of the original Danish
words in my translation. I am quite aware that this is a “Mission:
Impossible.” Even the most famous models of team roles have been
criticized (also by people of the same language) for some of the
terms they have chosen for the roles. Nonetheless, I dare make my
choices because words mean nothing in themselves. What they denote
in a certain context must always be defined, which is what I will
do.

 


This presentation describes how the different types may be
expected to contribute to the handling of tasks. This can help
raise awareness of some roles and positions that are required in
all work processes. It allows you to move observations of the
individual’s efforts from a purely personal level to a type and
group level. Experientially, such an approach minimizes the risk of
frustrations or conflicts and contributes to the quality and
effectiveness of the work in progress.

 


The way team roles are carried out varies
from individual to individual and from type to type. There is, for
example, a difference between the performance of a role for people
with a preference for extraversion and for those with a preference
for introversion. For that reason, the descriptions take the
typological differences into account, rather than the individual
differences, which, by their nature, cannot be described in a
general presentation.

 


In the chapter “The Eight Team Roles,”
there is a very brief description of how the typological
preferences manifest themselves in different approaches to
performing these roles. This topic will be elaborated subsequently
in the section “The 16 Type Profiles in Team Roles.” All
descriptions in this book are, however, kept as concise as
possible, as it is intended to be a practical aid in working with
the development of groups.

 


Since both typology and the model of the
eight team roles are based on preferences, these concepts cannot be
used directly as tools for recruiting employees to carry out
certain functions because doing a job is mainly a question about
skills. Insights in a person’s preferences certainly cannot help
predict how he or she will act in a particular situation. Still,
they can be used advantageously as elements in a dialogue about the
job functions to be covered in the group, team, department, or
organization—in connection with a specific task or in
general.

 


Also, when a group has been or is being
established, typology and the team role model can be of great help
in reflections on and discussions about the challenges you face in
handling the tasks, including relationships, communication,
leadership, and cooperation.

 


If the reflections and dialogues reveal
one-sidedness or “holes” in the pattern of the roles represented,
the group can take precautions against these without creating
unnecessary conflicts or inefficiency. You can find material for
practical use on my website: 
http://www.typologi-plus.dk .

 


Using the hypotheses of typology and the eight team roles is not
a question of labeling people, putting them in a pigeonhole, or
locking them in particular roles with specific duties in
perpetuity. Rather, it is a question of having a starting point
from which to raise awareness. It might even lead to the insight
that you already are compartmentalized in a certain typological
profile and in definite team roles. Understanding this may give you
the freedom to change or differentiate your attitude and
behavior.

 


In the present material, there will be no
distinction between the terms “group” and “team.” Although it may
be a very useful distinction, for example, when striving to build a
high-performance team, it is not relevant to the description of
team roles. They will be the same whether they are used in
reference to the work of an informal group or a deliberately
established team.

 


Enjoy your reflections and dialogues on
the team roles.

Preben Grønkjær
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Experience shows that each of the 16 type
profiles, which are described in MBTI, JTI, and similar type
indicators, has an immediate preference for carrying out the
above-listed three team roles. It is typically when you perform one
or two of these roles, or perhaps all three, that you feel most
comfortable.

 


There is no guarantee, however, that you
actually cover these three roles, and it may well be the case that
you take great pleasure in handling some of the other roles, even
if they don’t immediately match your preferences. Still, you may
benefit from using the following descriptions, as they can support
reflection, dialogue, and visualization concerning your work
performance.

 


Many people claim that they deal with all
the eight mentioned roles in a workflow, very often followed by the
justification, “You have to …” This is undoubtedly true, but when
you say, “have to,” it suggests that you do not prefer to perform
all aspects of a work process and do not do it with equal
enthusiasm for each role. Most of us actually do many things that
we prefer not to do, just because we have to or think we have
to.

 


Research on efficiency and productivity of
groups and teams has uncovered more roles than the eight described
in this presentation. For example, Meredith Belbin demonstrated
that the roles of Co-ordinator and Specialist occur in successful
teams. Let me also mention that the roles of Manager and
Salesperson in some contexts are crucial to a group’s
success.

 


Such roles are not described in this book
because it is not possible to demonstrate a correlation between
them and specific type profiles. In other words, Team roles such as
Co-ordinator, Specialist, Manager, and Salesperson are accomplished
without being able to observe a particular preference for them in
certain psychological types. It may certainly be relevant to be
aware of how your performance in these roles is influenced by your
typological preferences. It is just not the objective of this
presentation.
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The Eight Team Roles

 


Interplay Facilitator


Type profiles with preference for the role of Interplay
Facilitator

ENFJ * ESFJ * INFJ * INFP * ISFJ * ISFP

 


The duties of the role of Interplay Facilitator
in work processes

In the role of Interplay Facilitator, you are concerned with
establishing and maintaining a satisfying climate of cooperation
and with ensuring that everybody, as far as possible, is
comfortable when solving tasks and otherwise being present in your
group.

 


The interplay between
coworkers—and between
group members and stakeholders—is an important factor in the
group’s handling of its assignments. Thus, the role of Interplay
Facilitator is important in all phases of a workflow. For a start,
it is about establishing a good working environment, where people
can thrive. This is considered to be a precondition for an
efficient production of goods and services of high
quality.

 


During all of the working process, the job
of the role of Interplay Facilitator is to promote and enable
cooperation and interaction between the different contributors and
participants to function as smoothly and safely as possible. It may
also be necessary to address and deal with conflicts when
facilitating group processes. Moreover, at crucial milestones, the
task is to make sure that the team celebrates its successes and
that its members by the closing down of a working group, for
example, after completing a project, properly say goodbye to each
other.

 


Obviously, all members of a group that solves tasks together
can and should contribute to a good climate of cooperation, but
people with the above listed type codes are particularly attentive
to assume the role of Interplay Facilitator.

 


The shared preference for Feeling in the role
of Interplay Facilitator

F for Feeling in your type code suggests that you take
responsibility for the human and social resources that make
satisfactory problem solving possible and ensure a friendly and
welcoming work environment. You are undoubtedly concerned with the
basic values guiding the performance of the group and its way of
being together. Likewise, you typically have a strong focus on how
relations between the group members in the work process and in
their social interactions are handled. This corresponds with the
feature of the role of Interplay Facilitator in that it represents
the organization’s ethical standards as well as its culture and
traditions. In this regard, you usually have some clear views on
acceptable and unacceptable, based on the values and norms you
stand up for.

 


For some people with a distinctive
preference for Feeling, it is uncomfortable to be in the role of
Interplay Facilitator when there are contradictions or conflicts in
the group that cannot be softened or resolved—especially if you are
being attacked on a personal level. It may then be necessary to
become more tolerant of discrepancies and criticisms, see them as
an unavoidable condition, and learn to understand their potential
value for innovation in collaboration and interaction.

 


The other preferences in the role of Interplay
Facilitator

With E for Extraversion (ESFJ and
ENFJ), you are probably
concerned that the group’s cooperation and interaction is based on
shared values. These should be objectively legitimated in spoken
and unspoken ethical standards of the organization or profession.
You are inclined to take action to put well-being and cooperation
on the agenda—and most satisfactorily if it can be done in dialogue
with other committed contributors to the work process.

 


With I for Introversion (ISFP, INFP, ISFJ,
and INFJ), you will try to find backing in personally rooted
attitudes and norms for your interventions to establish and
maintain respectful and pleasant interactions. You ordinarily have
strong opinions about what is right and wrong, although you prefer
to work quietly to promote them. Thus, you are discreetly present.
However, if some basic values are threatened, you may be very
passionate in defense of them.

 


With S for Sensation (ISFP, ISFJ, and
ESFJ), you supposedly turn your primary attention to the practical
aspects of cooperation and fellowship here and now. You tend to
express your values through the kind of concrete actions that you
have experienced as useful in creating a positive effect on the
group’s prosperity and efficiency.

 


With N for iNtuition (INFP, INFJ, and
ENFJ), you are commonly on the lookout for future opportunities and
development potential in the group’s interplay. Habitually, you
pick up signals in the interactions between your coworkers and
between stakeholders, as well as look for possible prospects for
further cooperation and alliances.

 


With J for Judging (ISFJ, INFJ, ESFJ, and
ENFJ), you characteristically contribute to ensuring that the
interplay retains its focus on achieving the group’s objectives and
results. You will, in all likelihood, also try to create some
overall framework around the social life of the group so that
everyone can thrive and provide high-quality efforts. Such behavior
may, at worst, come to seem dominant or manipulative. At best, it
helps to create a work environment where people
flourish.

 


With P for Perception (ISFP and INFP), you
have—almost as a rule—an observant and flexible style in your
handling of the interplay in the group. Formal hierarchies,
procedures, and chains of command may not be taken much into
account. Instead, you will try to follow spontaneous impulses in
the processes unfolding in interchange and cooperation, as well as
take things as they come. This style may, at worst, appear as
indifference. At best, it creates space for unconventional
collaboration.
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Information Manager


Type profiles with preference for the
role of Information
Manager

ENFJ * ENFP * ESFJ * ESFP * INFJ * INFP

 


The duties of the role of Information Manager
in work processes

When performing the role
of Information Manager, you
seek, gather, and distribute information about the tasks to be
solved by your group. You bring data about needs, wishes, and
requirements by customers, users, and stakeholders into your
organization and must be sure to transmit them to the appropriate
people at the right time. It is an important part of this duty that
information is communicated in an understandable and inspiring
way.

 


Every company lives on information. Its
employees need to know what is going on in the world around it and
to be aware of new technology or new laws and regulations that
emerge within its field. They also need to detect






The shared preference for Feeling in the role
of Information Manager





The other preferences in the role of
Information Manager















Ideator





The duties of the role of Ideator in work
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Conveyor





The duties of the role of Conveyor in work
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Analyzer
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The duties of the role of Organizer in work
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Completer
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