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 The purpose of this paper is to describe the method we chose, how the cohort can make 

process decision, how to evaluate the effectiveness of the process, and how our proposal will 

impact and challenge the group and individuals. 

 Our proposed method is based heavily on the research of Dr. Meredith Belbin. His 

research along with that of his colleagues identified certain sets of behaviors attributed to nine 

distinct team roles that are essential to successfully move a team from start to finish. The team 

roles are: Shaper, Implementer, Completer Finisher, Coordinator, Teamworker, Resource 

Investigator, Plant, Monitor Evaluator, and Specialist.  

 While there are many variables that can contribute to overall team success (e.g., 

member engagement and motivation, skill level, experience, etc.), this methodology focuses on 

a three-factor pyramid model which supports successful achievement of the learning group 

goals. The factors are:  

1. The group purpose (as described in the MSOD 613/614 

bridge webinar) 

2. Belbin team roles (enumerated in the previous assumptions) 

3. Perceived member compatibility, described as the current 

state of the existing interpersonal dynamics and individual 

relationships among and between the cohort members.   

 Of these three factors, the group purpose is fixed and unchangeable. Team role 

assignment and member group selection, however, are in play during the group formation 

process and are influenced by each cohort member. The process will result in each member 

assigned to one of nine team roles and to one of five learning groups.   
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POSSIBLE OUTCOMES 

 Four possible outcomes exist for the member based on the final role-learning group 

assignment combination.  

• High Comfort “Safe” Zone (High 

Team Role Alignment and High 

Perceived Member Compatibility). 

The outcome in the upper right 

quadrant is achieved when the team 

role is aligned to a high degree with 

the strengths and preferred behaviors of the member and there is a high degree of 

perceived compatibility with the other members of the learning group.                                       

▪ Mixed Comfort “Middle” Zone (High Team Role Alignment and Low Perceived Member 

Compatibility). The outcome in the lower right quadrant is achieved when the team role is 

aligned to a high degree with the strengths and preferred behaviors of the member and 

there is a lower degree of perceived compatibility with the other members of the learning 

group.  

▪ Mixed Comfort “Middle” Zone (Low Team Role Alignment and High Perceived Member 

Compatibility). The outcome in the upper left quadrant is achieved when there is a lower 

level of team role alignment with the strengths and preferred behaviors of the member and 

there is a higher degree of perceived compatibility with the other members of the learning 

group.  
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▪ Low Comfort “Stretch” Zone (Low Team Role Alignment and Low Perceived Member 

Compatibility). The outcome in this quadrant is achieved when the team role is aligned to a 

lower degree with the strengths and preferred behaviors of the member and there is a low 

degree of perceived compatibility with the other members of the learning group. 

GROUP FORMATION PROCESS 

 The cohort will gather in community, sitting in a circle silently for five minutes to center 

themselves and ponder the question, “How am I feeling at this moment?” Afterwards, 

members will be invited to check-in with one-word responses.  A ten-minute overview of the 

Three Factor Pyramid model, methodology, and outcomes matrix is presented to the group. 

Descriptions of the Belbins roles will be provided to each person.   

 Members have thirty minutes to review the material individually, evaluate and select 

the role that most closely aligns with one’s perceived strengths as well as a second or third role 

that one might have an alignment with or an interest in performing in the learning group.  

  Upon completion of role selection, members will silently review and evaluate the four 

selection outcomes and meditate for ten minutes on the question, “Which of the four selection 

outcomes best serves my needs for the learning group?” Each member chooses an outcome 

and notes the corresponding level of alignment with the team role and member affinity.  

 Each member will draw a lottery number from a concealed container. In ascending 

numerical order, each member will approach the flip chart grid and find an available, 

unassigned intersection cell of preferred role and learning group. If there are no more than six 
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names already assigned to a learning group, then the member may write his or her name in the 

cell on the grid. 

 If there are no more available, unassigned cells for the member’s preferred team role, 

or the targeted learning group already has 7 assignments, then the member must choose the 

next available, unassigned cell.  Once complete, the 

members get up from their seats and collect into their newly 

formed learning groups. The group formation process has 

ended. 

 We anticipate several group dynamics will be present 

throughout the process. The two most visible and potentially 

most undermining to the process will be assumptions and defensive routines. As the noted 

British psychoanalyst Wilfred Bion theorized, if a group adopts one of the three basic 

assumptions (dependency, fight-flight, and pairing), the group runs a lower chance of 

performing at their peak and successfully accomplishing their task.  

 It is in our cohort’s best interest to address any assumptions and/or defensive routines 

that appear as soon as possible. Failure to due to so can allow them to become institutionalized 

within the group and the process. Chris Argyris, noted author on defense mechanisms, has 

noted in his work the importance of double-loop learning, or allowing and encouraging people 

to challenge the status quo. We must create an environment where everyone feels accepted 

and they will be listened to. This will help reduce any potential group dynamics that can have a 

negative impact on the process. 
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