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BELBIN AND  
SELF-AWARENESS:
THE KEY TO HIGHER-PERFORMING TEAMS

Teams succeed not only because they 
assemble the right technical skills, but 
because individuals understand how their 
behaviour contributes to, and interacts 
with, the behaviours of others.

Self-awareness – understanding one’s own tendencies, 
strengths, pressures and impact – is therefore essential 
to both personal development and team effectiveness.

Yet in many organisational contexts, the pursuit of self-
understanding defaults to the language of personality: 
stable traits, preferences and styles. Useful as these 
can be, personality descriptors do not directly address 
what teams can see, respond to and request from one 
another – namely, behaviour.

The Belbin Team Roles framework offers a practical 
route from personal insight to collective performance 
because it focuses on observable behaviours in a team 
context, rather than abstract traits. By illuminating 
the roles individuals are most likely to play, and 
by incorporating feedback from colleagues, Belbin 
provides a shared language for aligning expectations, 
enhancing contributions and managing friction.

In this paper, we argue that if you want a self-aware, 
high-performing team, you must start with self-
aware, high-performing individuals – and then 
teach them how to hone their self-awareness and 
collaborate in light of it. We also examine why, in a 
team setting, behaviour is the primary domain for 
change and measurable improvement.

Self-awareness is widely recognised as 
a cornerstone of personal development, 
effective collaboration and sustained team 
performance.

When individuals deepen their understanding of 
their own motivations and behaviours, they develop 
the capacity to make intentional choices rather than 
responding instinctively.

This becomes especially important in team settings. 
Teams flourish not simply because of the collective 
skills of their members, but because individuals 
understand the unique contributions they bring – 
and how these combine with the strengths of other 
team members.

While many frameworks focus on personality, teams 
experience – and can influence – behaviour. Personality 
may describe tendencies, but behaviour is observable 
and changeable.

Personality may 
decribe tendencies, 
but behaviour is 
observable and 
changeable.
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The Belbin Team Role model provides 
a practical, evidence-based framework 
through which this kind of behavioural 
self-awareness can be developed and 
translated into awareness that informs 
collective capability.

Belbin emphasises how individuals tend to behave 
in a team context, rather than how they perceive 
themselves in the abstract.

By doing so, it offers a language that empowers 
individuals to reflect on strengths, and develop 
strategies for development or support from individuals 
in the team with complementary strengths.

Crucially, this awareness is not an end in itself, 
but becomes a basis for improving collaboration, 
reducing conflict and enabling teams to deploy their 
collective strengths more strategically.

From a Belbin perspective, 
high-performing, self-aware teams are 
built from high-performing, self-aware 
individuals who:

 � Understand, work with, and develop their 
strongest role contributions; 

 � Are attuned to how others experience their 
behaviour, and 

 �� Actively manage the associated weaknesses 
which are the flipside of their strengths. 

Using a Belbin lens, the pursuit of self-awareness 
becomes a practical pathway to building resilient, 
balanced and high-performing teams.

Teams can: measure and reflect on individual 
behavioural preferences; integrate observer feedback 
to calibrate external self-awareness, and use a shared 
language to collaborate more effectively, manage 
conflict, and build capable, adaptable teams.

We emphasise that sustainable, measurable change in 
teams must be grounded in behaviour, incorporating 
feedback loops which enable intentional adjustments 
where needed.

High-performing, 
self-aware teams 
are built from 
high-performing 
self-aware 
individuals
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The importance of self-awareness  
in team performance

Why self-awareness matters

Self-awareness underpins key team processes – 
communication, decision-making, conflict management, 
co-ordination and learning. Individuals are better 
able to play to their strengths intentionally, and seek 
complementary input or adjust their approach to 
mitigate limitations.

This reduces unproductive friction, accelerates the 
formation of trust and improves the quality and speed 
of collective problem-solving.

Moreover, self-awareness is not static. It can 
be cultivated through reflection, feedback and 
deliberate practice – especially when anchored to 
the clear, shared model of behaviour that Belbin 
Team Roles provide.

Why personality alone is insufficient 

Personality frameworks describe stable tendencies. 
However, teams experience behaviours in context 
– what people do, when, how often and with what 
effects. This is because:

 � Feedback requires observables – to avoid 
assumptions, misconceptions or prejudice, it 
is important for colleagues to pass comment 
on what they witness in the workplace. 
Behaviour offers specific, actionable 
feedback loops.

 � Change is enacted behaviourally – teams 
cannot ask someone to change a trait, but 
they can request a different behaviour. 
Sustainable change is therefore behavioural.

 � Team contribution is situational – the value 
of a behaviour depends on task, timing and 
team composition. Behavioural models 
accommodate this contextual variability 
more readily than trait descriptions.
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Defining self-awareness 
Self-awareness is relational as much  
as it is introspective

Understanding ourselves involves attending not only to 
our internal perspectives but also to the ways in which 
we are perceived by others.

This dual focus is cited in several well-established 
psychological frameworks. The Johari Window, 
developed by Joseph Luft and Harry Ingham (1955), 
illustrates this interplay through a four-quadrant model 
that contrasts what is known or unknown to oneself 
with what is known or unknown to others. It explicitly 
supports the development of both internal and external 
self-awareness by using feedback and disclosure 
to illuminate blind spots and reduce discrepancies 
between self-perception and others’ perceptions.

This emphasis on balancing inner insight with external 
feedback is also central to the work of organisational 
psychologist Tasha Eurich, who distinguishes between 
two key forms of self-awareness:

 � Internal self-awareness – understanding 
one’s motivations, preferred ways of 
contributing, sources of energy and 
stress responses.

  �External self-awareness – recognising how 
others experience one’s behaviour and 
identifying alignment or disconnects between 
self-view and observer feedback.

Self-awareness in Belbin terms

Self-understanding is most robust when internal insight 
is balanced with meaningful, credible feedback from 
others.

The Belbin Team Role model incorporates this same 
duality by drawing on individuals’ self-perception (via 
the Self-Perception Inventory) alongside Observer 
Assessments (feedback from colleagues) to create a 
more complete and reliable picture of how people 
contribute and behave within a team.

In his groundbreaking book, Team Roles at Work, Dr 
Meredith Belbin identified four categories or levels 
of confluence between internal (self-perception) and 
external (observer) views.

These coherence levels enable practitioners not only 
to identify alignment and blind spots but also to 
understand their implications for team contribution, 
development needs and behavioural flexibility.

Self-understanding 
is most robust 
when internal 
insight is balanced 
with meaningful, 
credible feedback 
from others.
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Team Role Descriptions

Belbin has identified nine diferent clusters of behaviour that are efective in enabling team progress. Each Team Role has strengths (the contribution 

made by playing that role) and weaknesses - behaviours which facilitate those strengths. Weaknesses are termed 'allowable' if t
he individual shows the 

corresponding strength, and if they do not detract from the contribution overall. It
's usual to have a few preferred Team Roles, and to display both 

strengths and weaknesses for those roles.

Resource Investigator

Strengths:

Outgoing, enthusiastic, communicative. 

Explores opportunities and develops contacts.

Associated/Allowable Weaknesses:

Over-optimistic. Loses interest once initial 

enthusiasm has passed.

Teamworker

Strengths:

Co-operative, perceptive and diplomatic. 

Listens and averts friction.

Associated/Allowable Weaknesses:

Indecisive in crunch situations. Avoids 

confrontation.

Co-ordinator

Strengths:

Mature, confident, identifies talent. Clarifies 

goals. Delegates efectively.

Associated/Allowable Weaknesses:

Can be seen as manipulative. Ofloads own 

share of the work.

Plant

Strengths:

Creative, im
aginative, free-thinking. Generates 

ideas and solves dificult problems.

Associated/Allowable Weaknesses:

Ignores incidentals. Too pre-occupied to 

communicate efectively.

Monitor Evaluator

Strengths:

Sober, strategic and discerning. Sees all 

options and judges accurately.

Associated/Allowable Weaknesses:

Lacks drive and ability to inspire others. Can 

be overly critical.

Specialist

Strengths:

Single-minded, self-starting, dedicated. 

Provides knowledge and skills in rare supply.

Associated/Allowable Weaknesses:

Contributes only on a narrow front. Dwells on 

technicalities.

Shaper

Strengths:

Challenging, dynamic, thrives on pressure. 

Has the drive and courage to overcome 

obstacles.

Associated/Allowable Weaknesses:

Prone to provocation. Ofends people's 

feelings.

Implementer

Strengths:

Practical, reliable, eficient. Turns ideas into 

actions and organizes work that needs to be 

done.

Associated/Allowable Weaknesses:

Somewhat inflexible. Slow to respond to new 

possibilities.

Completer Finisher

Strengths:

Painstaking, conscientious, anxious. Searches 

out errors. Polishes and perfects.

Associated/Allowable Weaknesses:

Inclined to worry unduly. Reluctant to 

delegate.
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Your Team Role Preferences

Person B
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Based on your Self-Perception only

Person, from your own perspective, Resource Investigator and Monitor Evaluator are your top contributions.

Least Preferred Roles

Manageable Roles

Preferred Roles

You consider that you have an outgoing and enquiring mind 

and want logical answers to your questions. You like both 

communicating and analysing.

This graph shows your percentile scores for each Team 

Role, according to your responses to the Self-Perception 

Inventory.

Dropped points percentile: 8

Team Roles are divided by percentile score into 

Preferred, Manageable and Least Preferred Roles.

●

●
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What Others See
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Based on 6 Observer Assessments

Person, you asked 6 people (your 'Observers') fo
r feedback. They see your top two Team Roles as Monitor Evaluator and 

Teamworker.

They identified that you possess the following 

characteristics: helpful, diplomatic and outgoing.

Associated Weaknesses

Strengths

This bar chart shows your Observers' responses broken 

down into the strengths and associated weaknesses for 

each Team Role.

An associated weakness is termed 'allowable' if 

outweighed by the strengths for the relevant Team Role. 

Please see Glossary of Terms for more detail.●

●
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Comparing Self and Observer Perceptions

Person B
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Based on your Self-Perception and 6 Observer Assessments

You see yourself as someone who is enthusiastic and optimistic, and who 

can develop contacts outside the immediate group.

Percentile

Others agree. However, they also see your ability to look at things with an 

impartial, critical eye, and your good judgement.

What do your Observers agree on? They see that you assist with what 

needs to be done, say the right thing at the right time and flourish when 

meeting new people.

The table on the lef and the 

graph on the right show your 

percentile scores for each Team 

Role, comparing your preferences 

against the combined 

perceptions of your Observers.
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Team Role Feedback

Person B

Based on your Self-Perception and 6 Observer Assessments

Combining your view with the views of others, your main contributions are: Monitor Evaluator, Resource Investigator and 

Teamworker

100

90

80

70

60

50

40

30

20

10

0

Percentile

You appear to be an outgoing individual who is proficient at 

analytical thinking. This ofers you special advantages in the role 

of an adviser to others or as assessor of external resources. You 

are likely to take a broad interest and to be well-in
formed about 

everything that is going on and to have an aptitude for being in 

the right place at the right time. Hence, your advice can be widely 

appreciated because it can ofen throw a new and unexpected 

light on things that are commonly taken for granted.

One of your additional values in an organisation is to prevent 

people from "re-inventing the wheel". You are not afraid of 

making contact with external expertise, which can save time and 

resources. If y
ou choose to speak out, it will be because you have 

thought it through and considered all the implications of taking a 

particular step.

When it comes to operating at a less senior level or dealing with 

everyday issues you may find it more dificult to achieve job 

satisfaction, since the work may not be suficiently intellectually 

demanding. Another danger is that you may find yourself 

operating in too confined a space that denies you room for 

manoeuvre. You might find yourself criticised for not doing 

enough on a practical front. That will depend partly on the 

expectations of your manager. Much depends on whether you are 

in a job that is cast with suitably broad terms of reference.

Your ideal operating role is that of an investigator. Your probing 

mind can pave the way for the right kind of progress, so whatever 

job you may be in, you should be a force for finding out what is 

required and using your findings to develop strategies.

You also seem to have a propensity for taking an interest in, and 

caring for, others. Focus on cultivating a good atmosphere in the 

team by developing good relationships with others and ofer to 

take on work which seems to have fallen through the gaps. Your 

eforts should earn you not only popularity but also a reputation 

as a considerate, diplomatic individual who can be relied upon to 

keep things running smoothly.

On a final note, you need to take account of the role for which you 

are least suited. In your case, you do not appear to have the 

characteristics of someone who researches and studies a subject 

in depth. If y
ou can work in harmony with someone who is 

self-starting and able to ofer or gain in-depth knowledge in a 

particular subject, your own performance is likely to improve.

ME

SP

TW
PL

SH
CO

IMP
CF

RI

©

Resource Investigator

Teamworker

Co-ordinator

Monitor Evaluator

Specialist

Shaper

Plant

Implementer

Completer Finisher

6/11

2023

RI

TW

CO

PL

ME

SP

SH

IMP

CF

Printed: 23 Feb 2023

Placement Suggestions

Person B

Based on your Self-Perception and 6 Observer Assessments

Work Environment

You're best placed in a position that allows you to roam around rather than stay fixed in 

one place, and which, at the same time, requires an inquiring mind. As such, you're a 

useful person to have in a problem-solving project team. You'll do best if w
ork is 

assigned to you in terms of goals and objectives, rather than in terms of set tasks and 

duties.

Others see that you would be suited to:

providing support for clients or colleagues as required.

●
work where handling people with tact is important.

●
work where meeting new people is important.

●

Presenting Yourself

● Talk about past experiences when you have had success addressing a dificult 

problem, weighing up the facts and arriving at the right decision.

● Let others know that your impartial view point and lack of emotion helps you to see 

things dispassionately.

● However, point out that any criticism you give is based upon logic and not simply a 

desire to be negative.

● Let others see your enthusiasm and willin
gness to be proactive. Not everyone 

possesses your positive approach.

● State that you are happy to reach out to others and will use your outgoing nature in 

exploring possibilities.

● In your case, you may have to prove to others that your natural enthusiasm will  n
ot 

lead to boredom afer a while. Show that you can follow through.

Announce your strengths. You are likely to:

think before acting, with a discriminating mind which is well suited to strategic 

planning.●

be drawn to work involving communicating with others within and outside the 

team.●

thrive when ofered a varied role which involves developing contacts external to the 

organisation.
●

use your intuition when working with colleagues and help to defuse friction in the 

team.●

Be aware of your weaknesses. You may:

consider a wide range of options but neglect to research the evidence in depth.

●
depend on new stimulation and be inclined to leave details to others.

●
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List of Observer Responses

Person B

Based on 6 Observer Assessments

Here is a complete list of the words and phrases your Observers chose from the Observer Assessment in descending order. Words for associated 

weaknesses shown in italics.

 7

helpful

 6

diplomatic

 5

outgoing

 5

logical

 5

analytical

 4

shrewd

 4

impartial

 4

seizes opportunities
 4

challenging

 3

creative

 3

methodical

 3

consultative

 2

over-talkative

 2

persuasive

 2

enterprising

 2

free-thinking

 2

hard-driving

 2

confident and relaxed

 2

caring

 1

unenthusiastic

 1

over-sensitive

 1

sceptical

 1

original

 1

fearful of conflict

 1

inventive

 1

imaginative

 1

tough

 1

perfectionist

 1

meticulous

 1

competitive

 1

inquisitive

 1

perceptive

 1

keen to impart expertise  1

self-reliant

 1

realistic

 1

accurate

 1

conscious of priorities
 1

eficient

 1

reliable

 0

oblivious

 0

over-delegating

 0

manipulative

 0

inconsistent

 0

restricted in outlook
 0

eccentric

 0

uninvolved with specifics  0

inflexible

 0

absent-minded

 0

procrastinating

 0

unadventurous

 0

resistant to change
 0

indecisive

 0

reluctant to allocate work  0

fussy

 0

confrontational

 0

pushy

 0

territorial

 0

impulsive

 0

impatient

 0

frightened of failure
 0

engrossed in own area
 0

studious

 0

persevering

 0

outspoken

 0

broad in outlook

 0

motivated by learning
 0

corrects errors

 0

willin
g to adapt

 0

disciplined

 0

practical

 0

encouraging of others
 0

dedicated to subject
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Suggested Work Styles

Person B

Based on your Self-Perception and 6 Observer Assessments

Person, overall your top Team Roles are Monitor Evaluator, Resource Investigator, Teamworker and Plant. Here are some 

suggestions of how to articulate your working styles based on diferent combinations of these four Team Roles.

Weighing up Options

"I enjoy finding out what's going on 

elsewhere and considering what 

could be relevant to us."

ME

RI
Observing

"I am able to give consideration to 

others' views whilst remaining 

impartial."

ME

TW Rational Creativity

"I like to ensure the ideas I ofer are 

appropriate for the situation."

ME

PL
Liaising

"My strength lies in building better 

communications with others."

RI

TW
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Glossary of Terms

Self-Perception Inventory (SPI)

The Self-Perception Inventory is the questionnaire an 

individual completes to ascertain their Team Roles. The 

questionnaire consists of eight sections, with each 

section containing ten items. The individual is asked to 

allocate ten marks per section to those statements 

which best reflect their working styles.

Observer Assessment (OA)

The Observer Assessment is the questionnaire 

completed by people who know the Self-Perception 

candidate well. W
e recommend that observers are 

chosen from among those who have worked with the 

individual closely and recently and within the same 

context (e.g. within the same team), since Team Role 

behaviours can change over time and in diferent 

situations.

Team Role Strength

These are the positive characteristics or behaviours 

associated with a particular Team Role.

Team Role Weakness

A Team Role weakness is a weakness which tends to 

accompany a particular Team Role strength, and is the 

flipside or 'trade-of' for that strength. If s
omeone's 

strength outweighs their weakness for a given Team 

Role, and the weakness does not detract from the 

contribution, it is called an 'allowable weakness'. 

Weaknesses become 'non-allowable' if ta
ken to an 

extreme, or if the associated Team Role strength is not 

present.

Percentiles

A percentile is a way of measuring your position in 

relation to others (the rest of the population). If 
a group 

of people take a test and receive scores, these can be 

distributed from highest to lowest and an individual’s 

score can be judged in relation to the scores of others. 

If a person’s score is in the 80th percentile, this 

indicates that 20% of people have scored more highly 

for this measure.

Strong Example of a Team Role

A Strong Example is someone who appears to play a 

particular Team Role to especially good efect. To 

qualify as a Strong Example of a particular Team Role, 

someone needs to be in the 80th percentile for that 

Team Role according to their Self-Perception. Once 

Observer Assessments are added, Observer feedback is 

also taken into account to determine whether or not 

someone qualifies as a Strong Example.
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Team Roles in a Ranked Order

Person B

Based on your Self-Perception and 6 Observer Assessments

1

2

3

4

5

6

7

8

9

Self-Perception

Observers:
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Observer 1

IMP
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Observer 2
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Observer 4

CO

SH

IMP

CF

PL

TW
SP

ME
RI

Observer 5
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Observer 6
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Observers' Overall Views
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Your Overall Team Role Composition
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This page provides an overview of Team Roles as 

seen by yourself and your Observers. These are 

displayed from your highest (1) to your lowest (9). 

If the Observer in question did not observe any of 

a given Team Role behaviour, there will be a 

blank. Your overall Team Role composition is a 

combination of Self and Observer responses. It is 

based on a complex formula and not a 

straightforward average of the totals.
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Comparing Self and Observer Perceptions

Person B
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Based on your Self-Perception and 6 Observer Assessments

You see yourself as someone who is enthusiastic and optimistic, and who 

can develop contacts outside the immediate group.

Percentile

Others agree. However, they also see your ability to look at things with an 

impartial, critical eye, and your good judgement.

What do your Observers agree on? They see that you assist with what 

needs to be done, say the right thing at the right time and flourish when 

meeting new people.

The table on the lef and the 

graph on the right show your 

percentile scores for each Team 

Role, comparing your preferences 

against the combined 

perceptions of your Observers.
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Team Role Descriptions

Belbin has identified nine diferent clusters of behaviour that are efective in enabling team progress. Each Team Role has strengths (the contribution 

made by playing that role) and weaknesses - behaviours which facilitate those strengths. Weaknesses are termed 'allowable' if t
he individual shows the 

corresponding strength, and if they do not detract from the contribution overall. It
's usual to have a few preferred Team Roles, and to display both 

strengths and weaknesses for those roles.

Resource Investigator

Strengths:

Outgoing, enthusiastic, communicative. 

Explores opportunities and develops contacts.

Associated/Allowable Weaknesses:

Over-optimistic. Loses interest once initial 

enthusiasm has passed.

Teamworker

Strengths:

Co-operative, perceptive and diplomatic. 

Listens and averts friction.

Associated/Allowable Weaknesses:

Indecisive in crunch situations. Avoids 

confrontation.

Co-ordinator

Strengths:

Mature, confident, identifies talent. Clarifies 

goals. Delegates efectively.

Associated/Allowable Weaknesses:

Can be seen as manipulative. Ofloads own 

share of the work.

Plant

Strengths:

Creative, im
aginative, free-thinking. Generates 

ideas and solves dificult problems.

Associated/Allowable Weaknesses:

Ignores incidentals. Too pre-occupied to 

communicate efectively.

Monitor Evaluator

Strengths:

Sober, strategic and discerning. Sees all 

options and judges accurately.

Associated/Allowable Weaknesses:

Lacks drive and ability to inspire others. Can 

be overly critical.

Specialist

Strengths:

Single-minded, self-starting, dedicated. 

Provides knowledge and skills in rare supply.

Associated/Allowable Weaknesses:

Contributes only on a narrow front. Dwells on 

technicalities.

Shaper

Strengths:

Challenging, dynamic, thrives on pressure. 

Has the drive and courage to overcome 

obstacles.

Associated/Allowable Weaknesses:

Prone to provocation. Ofends people's 

feelings.

Implementer

Strengths:

Practical, reliable, eficient. Turns ideas into 

actions and organizes work that needs to be 

done.

Associated/Allowable Weaknesses:

Somewhat inflexible. Slow to respond to new 

possibilities.

Completer Finisher

Strengths:

Painstaking, conscientious, anxious. Searches 

out errors. Polishes and perfects.

Associated/Allowable Weaknesses:

Inclined to worry unduly. Reluctant to 

delegate.
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Your Team Role Preferences

Person C
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Based on your Self-Perception only

Person, from your own perspective, Plant is your top contribution.

Least Preferred Roles

Manageable Roles

Preferred Roles

You consider this to be your highest Team Role contribution by 

far. You like to think laterally, come up with ideas and deal with 

the new and unexpected. You feel you have a creative mind 

and like to come up with new solutions to problems.

This graph shows your percentile scores for each Team 

Role, according to your responses to the Self-Perception 

Inventory.

Dropped points percentile: 39

Team Roles are divided by percentile score into 

Preferred, Manageable and Least Preferred Roles.

●

●
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What Others See

Person C
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Based on 6 Observer Assessments

Person, you asked 6 people (your 'Observers') fo
r feedback. They see your top two Team Roles as Specialist and Teamworker.

They identified that you possess the following 

characteristics: dedicated to subject, keen to impart 

expertise, motivated by learning, encouraging of others, 

analytical and helpful.

Associated Weaknesses

Strengths

This bar chart shows your Observers' responses broken 

down into the strengths and associated weaknesses for 

each Team Role.

An associated weakness is termed 'allowable' if 

outweighed by the strengths for the relevant Team Role. 

Please see Glossary of Terms for more detail.●

●
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Comparing Self and Observer Perceptions

Person C
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Based on your Self-Perception and 6 Observer Assessments

You see yourself as someone who thinks unconventionally and produces 

imaginative and original lines of thought.

Percentile

Your Observers see some diferent strengths than you do. They see your 

ability to stay focused and your thirst for learning.

What do your Observers agree on? They see that you are very focused 

upon (and conscientious in) your profession, are good at imparting your 

knowledge to others and immerse yourself in
 your chosen subjects.

The table on the lef and the 

graph on the right show your 

percentile scores for each Team 

Role, comparing your preferences 

against the combined 

perceptions of your Observers.
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Team Role Feedback

Person C

Based on your Self-Perception and 6 Observer Assessments

Combining your view with the views of others, your main contributions are: Specialist and Teamworker
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Your pride in professionalism, along with your supportive 

approach to others, emerge as your most salient characteristics. 

Whilst these qualities are ofen found among those who have 

considerable experience in developing others, you could also act 

as a mentor and developer in a more general sense. In other 

situations, you should be able to render a valuable contribution 

as a subject expert within the team.

Owing to your talent for knowing and understanding a subject in 

depth, you should look to further your career in an area of 

specialisation. If y
ou can simultaneously demonstrate and build 

upon your natural readiness to help and support others, you will 

be most likely to succeed.

Your ideal manager could be a dominant figure who sets and 

expects high professional standards from his or her staf but has a 

clear idea of direction. There is a good chance that you might well 

succeed in winning your manager's respect where many of your 

colleagues would fail, since you have a talent for diplomacy and 

for fostering interdependence. However, remember that such a 

relationship cannot easily be transferred if the person in that 

position is replaced by another. Should that happen, you might 

do better to cultivate your peers. There is safety in becoming an 

integral member of a broadly-balanced team.

As a manager, you will w
ork best with those who also work in 

your field, since they will be able to consult you on professional 

matters and will regard you as an approachable expert.

Your overall style is that of a well-equipped team player. Whether 

the focus is on the individual or the team, you have the ability to 

make your mark by ofering well-in
formed support and advice.

You are also capable of taking a broad view of the team. Focus on 

making yourself known as a calm and mature individual to whom 

others – managers and colleagues alike – can turn for advice and 

consultation. Pay attention to where others can best contribute 

and use this knowledge to encourage them in their roles.

On a final note, you need to take account of the role for which you 

are least suited. You do not appear to have the characteristics of 

someone who obtains results by driving others forward. If y
ou can 

work in harmony with someone who has these complementary 

qualities, your performance is likely to improve.
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Placement Suggestions

Person C

Based on your Self-Perception and 6 Observer Assessments

Work Environment

You would work best in a role where support and expertise are highly valued. You're 

likely to find a niche providing support in your chosen field. Your combination of roles is 

likely to be greatly appreciated by customers or clients, since you combine a helpful 

approach with a wealth of experience and knowledge.

Others see that you would be suited to:

tackling a particular assignment in depth.

●
sharing their expertise and knowledge with others.

●
soaking up new information.

●

Presenting Yourself

● Talk about what interests you at work and how you are willin
g to dedicate yourself to 

that area.

● Inform others that you have a real desire to focus and learn more about certain 

subjects.

● However, show an interest in the work of others, even if it
 is outside your own area of 

concern.

● Let people know that you are happy to fit in and be versatile. Ask, "How can I help?" 

when appropriate.

● You're naturally attuned to others' wants and needs. You'll be appreciated for your 

ability to listen and can empathise.

● However, whilst your willin
gness to compromise is hugely appreciated, ensure you 

don't shy away from dificult topics.

Announce your strengths. You are likely to:

be best suited to work where you can spend time delving into a specific subject.

●

Be aware of your weaknesses. You may:

tend to forget to do things on occasions.

●

©

7/11

2023

RI

TW

CO

PL

ME

SP

SH

IMP

CF

Printed: 23 Feb 2023
List of Observer Responses

Person C

Based on 6 Observer Assessments

Here is a complete list of the words and phrases your Observers chose from the Observer Assessment in descending order. Words for associated 

weaknesses shown in italics.

 9

dedicated to subject
 8

keen to impart expertise  7

motivated by learning
 7

encouraging of others
 6

analytical

 6

helpful

 5

diplomatic

 5

confident and relaxed
 5

caring

 4

broad in outlook

 4

methodical

 3

absent-minded

 3

engrossed in own area
 3

impartial

 3

free-thinking

 3

inquisitive

 3

perceptive

 3

self-reliant

 3

disciplined

 3

logical

 3

conscious of priorities
 2

oblivious

 2

procrastinating

 2

reluctant to allocate work  2

territorial

 2

studious

 2

persevering

 2

outspoken

 2

consultative

 2

willin
g to adapt

 1

over-delegating

 1

restricted in outlook
 1

indecisive

 1

fussy

 1

sceptical

 1

frightened of failure

 1

imaginative

 1

persuasive

 1

enterprising

 1

meticulous

 1

seizes opportunities
 1

challenging

 1

corrects errors

 1

realistic

 1

practical

 1

accurate

 1

reliable

 0

unenthusiastic

 0

manipulative

 0

inconsistent

 0

eccentric

 0

uninvolved with specifics  0

inflexible

 0

unadventurous

 0

resistant to change
 0

over-sensitive

 0

over-talkative

 0

confrontational

 0

pushy

 0

impulsive

 0

shrewd

 0

impatient

 0

original

 0

fearful of conflict

 0

inventive

 0

tough

 0

perfectionist

 0

creative

 0

hard-driving

 0

competitive

 0

outgoing

 0

eficient
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Suggested Work Styles

Person C

Based on your Self-Perception and 6 Observer Assessments

Person, overall your top Team Roles are Specialist, Teamworker, Co-ordinator and Plant. Here are some suggestions of how to 

articulate your working styles based on diferent combinations of these four Team Roles.

Providing Expertise

"I enjoy sharing my knowledge and 

expertise to help others."

SP

TW Project Managing

"Ofering my expertise and 

knowledge to progress group work 

gives me satisfaction."

SP

CO
Researching

"I fin
d that study can ofen lead to 

new ideas."

SP

PL
Supporting

"I like encouraging people and 

helping them to work together 

efectively."

TW

CO
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Glossary of Terms

Self-Perception Inventory (SPI)

The Self-Perception Inventory is the questionnaire an 

individual completes to ascertain their Team Roles. The 

questionnaire consists of eight sections, with each 

section containing ten items. The individual is asked to 

allocate ten marks per section to those statements 

which best reflect their working styles.

Observer Assessment (OA)

The Observer Assessment is the questionnaire 

completed by people who know the Self-Perception 

candidate well. W
e recommend that observers are 

chosen from among those who have worked with the 

individual closely and recently and within the same 

context (e.g. within the same team), since Team Role 

behaviours can change over time and in diferent 

situations.

Team Role Strength

These are the positive characteristics or behaviours 

associated with a particular Team Role.

Team Role Weakness

A Team Role weakness is a weakness which tends to 

accompany a particular Team Role strength, and is the 

flipside or 'trade-of' for that strength. If s
omeone's 

strength outweighs their weakness for a given Team 

Role, and the weakness does not detract from the 

contribution, it is called an 'allowable weakness'. 

Weaknesses become 'non-allowable' if ta
ken to an 

extreme, or if the associated Team Role strength is not 

present.

Percentiles

A percentile is a way of measuring your position in 

relation to others (the rest of the population). If 
a group 

of people take a test and receive scores, these can be 

distributed from highest to lowest and an individual’s 

score can be judged in relation to the scores of others. 

If a person’s score is in the 80th percentile, this 

indicates that 20% of people have scored more highly 

for this measure.

Strong Example of a Team Role

A Strong Example is someone who appears to play a 

particular Team Role to especially good efect. To 

qualify as a Strong Example of a particular Team Role, 

someone needs to be in the 80th percentile for that 

Team Role according to their Self-Perception. Once 

Observer Assessments are added, Observer feedback is 

also taken into account to determine whether or not 

someone qualifies as a Strong Example.
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Team Roles in a Ranked Order

Person C

Based on your Self-Perception and 6 Observer Assessments

1

2

3

4

5
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7

8

9

Self-Perception

Observers:

PL
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CF

IMP

Observer 1
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Observer 2

IMP
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RI
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Observer 3

SH
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Observer 4

SH
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Observer 5
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TW

Observer 6

SH
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ME

Observers' Overall Views
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SH

RI

CF

PL

IMP

ME

CO

TW

Your Overall Team Role Composition
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TW

CO
PL

ME
RI
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CF
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This page provides an overview of Team Roles as 

seen by yourself and your Observers. These are 

displayed from your highest (1) to your lowest (9). 

If the Observer in question did not observe any of 

a given Team Role behaviour, there will be a 

blank. Your overall Team Role composition is a 

combination of Self and Observer responses. It is 

based on a complex formula and not a 

straightforward average of the totals.
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Comparing Self and Observer Perceptions

Person C
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Based on your Self-Perception and 6 Observer Assessments

You see yourself as someone who thinks unconventionally and produces 

imaginative and original lines of thought.

Percentile

Your Observers see some diferent strengths than you do. They see your 

ability to stay focused and your thirst for learning.

What do your Observers agree on? They see that you are very focused 

upon (and conscientious in) your profession, are good at imparting your 

knowledge to others and immerse yourself in your chosen subjects.

The table on the lef and the 

graph on the right show your 

percentile scores for each Team 

Role, comparing your preferences 

against the combined 

perceptions of your Observers.
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Coherent profile
A highly effective individual demonstrates 
a clear understanding of their strengths 
and expresses them in ways that are visible 
and valuable to others.

There is a good degree of alignment between what 
they expect to contribute and the behaviours that 
colleagues observe, resulting in contributions that are 
not only clearly understood but reliably delivered.

It is worth noting that coherence does not require an 
exact match between an individual’s self-perception 
and others’ views.

In fact, a degree of flexibility can signal strong 
emotional intelligence, showing an ability to 
adapt behaviours to suit different relationships 
and working environments. Overall, however, 
contributions remain stable.

Discordant profile
An individual’s view of their own 
strengths differs markedly from what 
colleagues observe.

The result is often a set of contributions that are less 
predictable or less aligned with team expectations.

Such discrepancies may arise when people 
overestimate certain strengths and overlook others, 
or when they shift their behaviour across contexts in 
ways that others find difficult to interpret.

In these instances, there is less certainty that the 
individual’s intentions will translate into the impact 
they hope to have. If the mismatch is not to become 
a source of problems, the gap needs to be reduced.
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Confused profile
Neither an individual’s self-perception nor 
the feedback from colleagues converges 
into a coherent view of their behavioural 
contributions.

Contradictory observations may indicate that the 
person’s behaviour varies widely across contexts, or 
that others experience them in inconsistent ways that 
make their impact difficult to assess.

Where no stable pattern can be identified, it becomes 
challenging to form reliable expectations about how 
the individual will contribute, and the absence of a 
clear behavioural profile underscores the importance 
of ongoing observation, structured feedback, 
and opportunities for role clarity to support more 
consistent and effective performance.

Person D

Number of Observers: 4

Observer completion date: 30th March 2022
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Person D

Number of Observers: 4

Observer completion date: 30th March 2022

SPI completion date: 30th March 2022
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Team Role Descriptions

Belbin has identified nine diferent clusters of behaviour that are efective in enabling team progress. Each Team Role has strengths (the contribution 

made by playing that role) and weaknesses - behaviours which facilitate those strengths. Weaknesses are termed 'allowable' if t
he individual shows the 

corresponding strength, and if they do not detract from the contribution overall. It
's usual to have a few preferred Team Roles, and to display both 

strengths and weaknesses for those roles.

Resource Investigator

Strengths:

Outgoing, enthusiastic, communicative. 

Explores opportunities and develops contacts.

Associated/Allowable Weaknesses:

Over-optimistic. Loses interest once initial 

enthusiasm has passed.

Teamworker

Strengths:

Co-operative, perceptive and diplomatic. 

Listens and averts friction.

Associated/Allowable Weaknesses:

Indecisive in crunch situations. Avoids 

confrontation.

Co-ordinator

Strengths:

Mature, confident, identifies talent. Clarifies 

goals. Delegates efectively.

Associated/Allowable Weaknesses:

Can be seen as manipulative. Ofloads own 

share of the work.

Plant

Strengths:

Creative, im
aginative, free-thinking. Generates 

ideas and solves dificult problems.

Associated/Allowable Weaknesses:

Ignores incidentals. Too pre-occupied to 

communicate efectively.

Monitor Evaluator

Strengths:

Sober, strategic and discerning. Sees all 

options and judges accurately.

Associated/Allowable Weaknesses:

Lacks drive and ability to inspire others. Can 

be overly critical.

Specialist

Strengths:

Single-minded, self-starting, dedicated. 

Provides knowledge and skills in rare supply.

Associated/Allowable Weaknesses:

Contributes only on a narrow front. Dwells on 

technicalities.

Shaper

Strengths:

Challenging, dynamic, thrives on pressure. 

Has the drive and courage to overcome 

obstacles.

Associated/Allowable Weaknesses:

Prone to provocation. Ofends people's 

feelings.

Implementer

Strengths:

Practical, reliable, eficient. Turns ideas into 

actions and organizes work that needs to be 

done.

Associated/Allowable Weaknesses:

Somewhat inflexible. Slow to respond to new 

possibilities.

Completer Finisher

Strengths:

Painstaking, conscientious, anxious. Searches 

out errors. Polishes and perfects.

Associated/Allowable Weaknesses:

Inclined to worry unduly. Reluctant to 

delegate.
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Your Team Role Preferences

Person D
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Based on your Self-Perception only

Person, from your own perspective, Co-ordinator and Plant are your top contributions.

Least Preferred Roles

Manageable Roles

Preferred Roles

You have a desire to innovate whilst keeping others on board. 

You are keen both to motivate team members and to move 

into new territories.

This graph shows your percentile scores for each Team 

Role, according to your responses to the Self-Perception 

Inventory.

Dropped points percentile: 48

Team Roles are divided by percentile score into 

Preferred, Manageable and Least Preferred Roles.

●

●
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What Others See

Person D
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Based on 4 Observer Assessments

Person, you asked 4 people (your 'Observers') fo
r feedback. They see your top two Team Roles as Specialist and Shaper.

They identified that you possess the following 

characteristics: dedicated to subject, analytical, 

competitive and logical.

Associated Weaknesses

Strengths

This bar chart shows your Observers' responses broken 

down into the strengths and associated weaknesses for 

each Team Role.

An associated weakness is termed 'allowable' if 

outweighed by the strengths for the relevant Team Role. 

Please see Glossary of Terms for more detail.●

●
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Comparing Self and Observer Perceptions

Person D
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Based on your Self-Perception and 4 Observer Assessments

You see yourself as someone who is usually confident, who has a socially 

mature manner, and who is able to bring out the best in colleagues.

Percentile

Your Observers see some diferent strengths than you do. They see your 

ability to stay focused and your thirst for learning.

What do your Observers agree on? They see that you are very focused 

upon (and conscientious in) your profession, are good at taking a strategic 

overview and have a strong desire to succeed and win.

The table on the lef and the 

graph on the right show your 

percentile scores for each Team 

Role, comparing your preferences 

against the combined 

perceptions of your Observers.
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Team Role Feedback

Person D

Based on your Self-Perception and 4 Observer Assessments

Combining your view with the views of others, your main contributions are: Co-ordinator and Plant
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Your strength lies in your ability to innovate and to carry people 

with you, organising others without dominating them, and, at the 

same time, to generate ideas of your own. This can make for a 

strong leadership role and yet it can also produce a dilemma. On 

the one hand, you may be good at spotting talent and seeing how 

diferent people may best contribute to diferent group 

objectives. On the other hand, you may feel tempted to allow 

your own ideas to dominate the team's agenda and direction. The 

problem with these strengths is that they are best used separately 

rather than at the same time. You need to alternate between 

assigning and managing responsibilities in a way that each 

person finds acceptable, and injecting new ideas into the group 

should the need arise. In other words, there may be occasions 

when it would be a good thing for you to restrict your own 

contribution until you have ensured that others have ofered their 

opinions or until the group has got into some dificulty that is not 

easily resolved.

Your best option is to encourage constructive group thought 

processes and to use your own sense of personal maturity to 

know when it is best to intervene and ask for others' views. When 

discussion has been exhausted, this might be the right moment 

for you to ofer a potential solution for consideration.

In terms of working with others, you are likely to respond well to a 

manager who is outward-looking and has a wide array of 

contacts. When working with colleagues or those you manage, 

you will need people around you who are able to vet and 

implement your ideas successfully.

Your overall working style should be of navigating a way ahead, 

either through making the best use of others or by mapping out 

the path yourself. It
 is important, however, that these two 

separate approaches should never be brought into conflict with 

each other.

You also show potential for generating the drive and dynamism 

which can motivate others in your team. Make eforts to be honest 

and forthright without causing ofence. If y
ou can boost energy 

levels without decreasing morale, others will come to value your 

abilities to realise goals and meet deadlines.

On a final note, you need to take account of the role for which you 

are least suited. You do not appear to have the characteristics of 

someone who attends to the details which can make or break a 

project. If y
ou can work in harmony with someone who has these 

complementary qualities, your own performance is likely to 

benefit.
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Placement Suggestions

Person D

Based on your Self-Perception and 4 Observer Assessments

Work Environment

You're likely to work best with a brief that isn't too detailed or restrictive, and you'd do 

well to ensure that you're not in a position of isolation, as this could prove detrimental. 

You tend to lead by example and may work best heading up a project team to formulate 

a new strategy or develop a new product.

Others see that you would be suited to:

tackling a particular assignment in depth.

●
work requiring thoughtful interpretation and problem-solving.

●
rising to a challenge.

●

Presenting Yourself

● Point out that you are happy to organise others and lead discussion when required.

● Ensure people know that you have an interest in spotting others' talents and 

motivating people.

● However, don't try and control every situation you are in, as it is not always 

appropriate.

● Let people know that you are at your best when allowed the freedom to think 

outside the box and ofer new proposals.

● If you can prove that your creativity can bring real results, then you may be highly 

appreciated.

● However, do not show yourself to be someone who cannot accept critical input from 

others.

Announce your strengths. You are likely to:

● draw out contributions from others and make the best use of the talent within a 

team. It is important to promote this strength so that others can recognise it more 

fully.

Be aware of your weaknesses. You may:

sometimes be seen as argumentative.

●
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List of Observer Responses

Person D

Based on 4 Observer Assessments

Here is a complete list of the words and phrases your Observers chose from the Observer Assessment in descending order. Words for associated 

weaknesses shown in italics.

 6

dedicated to subject
 5

analytical

 4

competitive

 4

logical

 3

free-thinking

 3

outspoken

 3

keen to impart expertise  3

methodical

 3

accurate

 3

conscious of priorities
 3

reliable

 2

confrontational

 2

impatient

 2

inventive

 2

imaginative

 2

perfectionist

 2

enterprising

 2

seizes opportunities

 2

hard-driving

 2

perceptive

 2

persevering

 2

disciplined

 2

encouraging of others
 2

helpful

 1

manipulative

 1

over-talkative

 1

pushy

 1

territorial

 1

impulsive

 1

original

 1

tough

 1

persuasive

 1

studious

 1

meticulous

 1

challenging

 1

creative

 1

inquisitive

 1

broad in outlook

 1

self-reliant

 1

motivated by learning
 1

outgoing

 1

realistic

 1

willin
g to adapt

 1

eficient

 1

caring

 0

unenthusiastic

 0

oblivious

 0

over-delegating

 0

inconsistent

 0

restricted in outlook
 0

eccentric

 0

uninvolved with specifics  0

inflexible

 0

absent-minded

 0

procrastinating

 0

unadventurous

 0

resistant to change
 0

indecisive

 0

reluctant to allocate work  0

over-sensitive

 0

fussy

 0

sceptical

 0

shrewd

 0

frightened of failure
 0

engrossed in own area
 0

fearful of conflict

 0

impartial

 0

diplomatic

 0

corrects errors

 0

consultative

 0

practical

 0

confident and relaxed
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Suggested Work Styles

Person D

Based on your Self-Perception and 4 Observer Assessments

Person, overall your top Team Roles are Co-ordinator, Plant, Shaper and Specialist. Here are some suggestions of how to articulate 

your working styles based on diferent combinations of these four Team Roles.

Piloting

"I relish taking responsibility for 

promoting new routes."

CO

PL
Controlling

"I like to take charge to ensure 

collective goals are met."

CO

SH Project Managing

"Ofering my expertise and 

knowledge to progress group work 

gives me satisfaction."

CO

SP Pushing for Change

"I like to ofer new ideas and 

directions."

PL

SH

©

Resource Investigator

Teamworker

Co-ordinator

Monitor Evaluator

Specialist

Shaper

Plant

Implementer

Completer Finisher

8/11

2023

RI

TW

CO

PL

ME

SP

SH

IMP

CF

Printed: 23 Feb 2023

Glossary of Terms

Self-Perception Inventory (SPI)

The Self-Perception Inventory is the questionnaire an 

individual completes to ascertain their Team Roles. The 

questionnaire consists of eight sections, with each 

section containing ten items. The individual is asked to 

allocate ten marks per section to those statements 

which best reflect their working styles.

Observer Assessment (OA)

The Observer Assessment is the questionnaire 

completed by people who know the Self-Perception 

candidate well. W
e recommend that observers are 

chosen from among those who have worked with the 

individual closely and recently and within the same 

context (e.g. within the same team), since Team Role 

behaviours can change over time and in diferent 

situations.

Team Role Strength

These are the positive characteristics or behaviours 

associated with a particular Team Role.

Team Role Weakness

A Team Role weakness is a weakness which tends to 

accompany a particular Team Role strength, and is the 

flipside or 'trade-of' for that strength. If s
omeone's 

strength outweighs their weakness for a given Team 

Role, and the weakness does not detract from the 

contribution, it is called an 'allowable weakness'. 

Weaknesses become 'non-allowable' if ta
ken to an 

extreme, or if the associated Team Role strength is not 

present.

Percentiles

A percentile is a way of measuring your position in 

relation to others (the rest of the population). If 
a group 

of people take a test and receive scores, these can be 

distributed from highest to lowest and an individual’s 

score can be judged in relation to the scores of others. 

If a person’s score is in the 80th percentile, this 

indicates that 20% of people have scored more highly 

for this measure.

Strong Example of a Team Role

A Strong Example is someone who appears to play a 

particular Team Role to especially good efect. To 

qualify as a Strong Example of a particular Team Role, 

someone needs to be in the 80th percentile for that 

Team Role according to their Self-Perception. Once 

Observer Assessments are added, Observer feedback is 

also taken into account to determine whether or not 

someone qualifies as a Strong Example.
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Team Roles in a Ranked Order

Person D

Based on your Self-Perception and 4 Observer Assessments

1

2

3

4

5

6

7

8

9

Self-Perception

Observers:

CO
PL

SH
RI

ME
SP

TW
IMP

CF

Observer 1

TW

CF

CO

RI

ME

SP
IMP

PL
SH

Observer 2

CO

SP

SH

RI

PL

IMP
CF

ME
TW

Observer 3

TW

IMP

ME

CF

PL

CO
SH

SP
RI

Observer 4

CO

TW

IMP

ME

RI

PL
SP

SH
CF

Observers' Overall Views

SP

TW

CO

CF

PL

ME

RI

IMP

SH

Your Overall Team Role Composition

CO
PL

SH
SP

RI
ME

IMP
TW

CF

This page provides an overview of Team Roles as 

seen by yourself and your Observers. These are 

displayed from your highest (1) to your lowest (9). 

If the Observer in question did not observe any of 

a given Team Role behaviour, there will be a 

blank. Your overall Team Role composition is a 

combination of Self and Observer responses. It is 

based on a complex formula and not a 

straightforward average of the totals.
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Team Roles in a Ranked Order

Person D

Based on your Self-Perception and 4 Observer Assessments

1
2

3
4

5
6

7
8

9

Self-Perception

Observers:

CO
PL

SH
RI

ME
SP

TW
IMP

CF

Observer 1

TW
CF

CO
RI

ME

SP
IMP

PL
SH

Observer 2

CO
SP

SH
RI

PL

IMP
CF

ME
TW

Observer 3

TW
IMP

ME
CF

PL

CO
SH

SP
RI

Observer 4

CO
TW

IMP
ME

RI

PL
SP

SH
CF

Observers' Overall Views

SP

TW
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Your Overall Team Role Composition
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This page provides an overview of Team Roles as 

seen by yourself and your Observers. These are 

displayed from your highest (1) to your lowest (9). 

If the Observer in question did not observe any of 

a given Team Role behaviour, there will be a 

blank. Your overall Team Role composition is a 

combination of Self and Observer responses. It is 

based on a complex formula and not a 

straightforward average of the totals.
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In Belbin terms, we define self-awareness as having a coherent profile. 

When people understand both their own strengths, and the impact their team contributions have on others, they 
create the conditions for more accurate expectations and more aligned contributions.

But how do individual insights translate into team dynamics? The next section explores how self-awareness not only 
shapes personal performance but also scales to influence collective behaviour, team coherence and overall effectiveness.
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Our findings
Despite the centrality of self-awareness to personal 
effectiveness, leadership success and team performance, 
research consistently shows that genuine self-awareness 
is relatively rare in the general population.

Dr Tasha Eurich’s large-scale study of 5,000 individuals, 
cited in Harvard Business Review, indicates that only a 
small minority of individuals (around 10-15% of people) 
can be considered sufficiently self-aware, possessing 
accurate insight into their own behaviour, strengths 
and impact.

When we analysed our dataset of over 
78,000 individual Belbin profiles from 
more than 30 countries, we discovered 
that 17.7% had a coherent profile, and are 
considered self-aware.

These findings have important implications for 
understanding how individuals function within teams 
and organisations.

If most people begin with limited self-awareness, 
teams are unlikely to achieve collective clarity about 
strengths, risks and behavioural patterns without 
structured support.

In addition, many of the challenges that arise in teams 
– miscommunication, misalignment of expectations, 
friction between working styles – are not simply 
interpersonal issues, but symptoms of an underlying 
awareness gap.

When individuals lack clarity about how they tend to 
behave, how they are perceived by others or how their 
habits affect group dynamics, even well-intentioned 
collaboration can become inefficient or strained, 
leading to avoidable conflict, duplication of effort or 
underutilisation of strengths.

Without mechanisms for identifying and understanding 
these awareness gaps, teams are likely to operate 
with partial information: individuals may assume 
shared understanding where none exists, or interpret 
others’ behaviour through inaccurate or incomplete 
assumptions.

Understanding the prevalence of low self-awareness 
therefore underscores the importance of incorporating 
processes that help individuals reflect on their 
behaviour, integrate feedback and develop a more 
grounded understanding of their impact.

17.7%
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How individual awareness  
becomes collective capability

Team-level self-awareness emerges  
when individuals:

  �Share their Team Role profiles and discuss 
implications – making strengths visible, 
and normalising – and accounting for – the 
existence of the associated weaknesses that 
make up the flipside of the strength. 

  �Value diversity of contribution – recognising 
that different roles are essential at different 
stages of a project and that constructive 
conflict can be essential to progress. 

  �Create social contracts – specifying how 
to work together given the behavioural mix 
present within the team. 

  �Monitor dynamics over time – noticing when 
dominant roles are having an undue influence 
on team culture, when under-represented roles 
need to be cultivated or brought in from outside 
the team, and when rotation of responsibilities 
could unlock better results. As teams build this 
collective understanding, the need for a shared 
language becomes increasingly clear.

Without one, behavioural preferences can be 
misinterpreted, strengths can be underutilised and 
tensions can become personal rather than productive.

This is where the Belbin framework  
plays a powerful role.

By offering a common vocabulary for describing and 
discussing behavioural contributions, Belbin helps 
teams transform potential friction into a constructive 
conversation about needs, strengths and contributions, 
rather than personalities or fixed traits.

It enables individuals to articulate how they tend to 
behave in a team setting and helps colleagues interpret 
that behaviour accurately, reducing ambiguity and 
supporting psychological safety.

Through this shared language, individual 
self-awareness can more easily scale into an 
evidence-based, collective understanding of how the 
team functions.

From individuals to teams – how self-awareness scales

Why self-aware teams begin with self-aware individuals

High-performing teams depend on members who:

  �Understand how they work best and the conditions under which they add the most value; 

  �Anticipate where their behaviours may cause difficulties or tension within the team and take steps to 
mitigate it; and 

  �Communicate needs and boundaries constructively, reducing misunderstandings and rework. 

Individuals who can articulate their strengths, seek complementary input from others, and address risks early 
enable the team to organise work more intelligently and to resolve tensions before they escalate.
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Conclusion

Self-awareness is the bridge between individual potential and collective performance.

In team settings, behaviour is the key measurement 
– what others experience, what can be requested and 
what can be adapted.

Belbin’s behavioural lens, multi-perspective 
measurement and shared language make 
self-awareness practical, measurable and generative.

If you want a high-performing, self-aware team, start 
by cultivating high-performing, self-aware individuals, 
then teach them to hone and co-ordinate their 
behaviours in light of that knowledge. The result is a 
team that can deploy its strengths wisely, manage its 
pressures proactively and adapt its contributions to the 
demands of the work.
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Area % Coherent profile/ 
self-awareness levels

Africa 16.7%

Asia 18.8%

Europe 17.8%

Latin America 16.2%

Oceania 17.6%

USA & Canada 15.3%

Global figures
A breakdown of coherence figures by geographical area.

Note: Data from China were not included in this analysis.
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