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British psychologist Meredith Belbin researched the interactions in successful and unsuccessful teams in the 

1970s. His conclusion is that the success of a team is mainly determined by the alignment of team members' 

knowledge, skills and attitudes. This complementarity in a team is much more important to the effectiveness 

and efficiency of that team than the individual abilities of a team member.

Belbin measures behavior and not personality (as MBTI does, which is a psychometric instrument). While the 

latter can be very enlightening, it is not necessarily the most valuable feedback in a practical sense, according to 

Belbin. Behavior is seen as more adaptable than personality, since we can adjust our behavior according to 

what is asked of us in a given situation or role. Moreover, behavior is observable. That means it affects those 

around us and is affected visa versa. Giving constructive feedback on that behavior is less direct than on a 

person's personality, and this feedback focuses on the element where changes can be made: the behavior.

According to Belbin theory, there are nine different team roles, each with qualities and weaknesses. 

Understanding your preferred roles (and those of your colleagues) improves collaboration and leads to better 

results. According to Belbin, a team functions optimally when all roles are represented in a team. By the way, 

this does not mean that every team needs nine people. Most people will have two or three Belbin Team Roles 

they feel most comfortable with, and this may change over time.

Source: PULZ, 2022
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Free Online Belbin test I

Free Online Belbin test II

(excel file with more detail)

Disclaimer: 

Free online tests are usually a 

simplification of official (usually 

commercial) tests. Use them with 

care, for example to get a first 

impression. PULZ is not in any 

way connected to the supplier of 

the tests and accepts no liability 

for the occurrence of errors 

and/or imperfections.

https://www.123test.com/team-roles-test/
https://docs.google.com/viewer?a=v&pid=sites&srcid=YWllc2VjLm5ldHxpY3gtcGVydXxneDo0NWUwODVjYTJiMGY1NjQ3
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Belbin demonstrates that you shouldn't build teams based 

solely on substantive competencies, but that looking at 

behavioral competencies is just as important. And you will 

probably have experienced this personally in practice. If you have 

two people working together, both of whom are more of a "thinker" 

than a "doer" or the other way around, you get a completely 

different team dynamic than if you deliberately put a "thinker" and 

a "doer" to work together.

Furthermore, look at the Belbin roles for the columns 'contribution' 

and 'weakness'. Daniel Ofman's core quadrants are nicely 

reflected here (core quality and pitfall). Also Allergy, for example, to 

discover which characters attract and reject each other when 

working together. Ofman's core quadrants are of course a tool for 

the individual, but thinking 'and what does that mean if you work 

together with someone with this core quality' produces beautiful 

logical connections with Belbin.

Fortunately. 😏

Source: PULZ, 2022
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In the Master Class we had 

already established a 

connection between Quinn's 

Competing values framework 

and Ofman's Core Quadrants. 

Then there is of course also a 

link between Belbin's and 

Quinn's theory.

Source: www.quinnassociation.com, 2023
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Nothing from this publication may be reproduced, recorded in an automated database or

published on or via any medium, either electronically, mechanically, through photocopying

or any other method, without prior written permission from the author.

This publication was produced with the utmost care and attention. Nevertheless, the text

may contain errors. PULZ Project Management & Leadership Development B.V. and the

author are not liable for any errors and/or inaccuracies in this text.

www.roelwessels.nl
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