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TABLE 15.2

Definitions, Examples, and Situations for the Integrated Team-Role Typology

Role Definition Examples Situations in Which Role is Appropriate
Behaviors that function to structure the Organizer Work Ambiguity
task-oriented behaviors of other group Orientor Work ambiguity represents uncertainty surrounding the
members. Organizes and coordinates the Energizer work to be accomplished or the strategy for accomplishing
w  actions of group members relative to the it. It includes the following:
% task by suggesting task allocations,
zx £ deadlines, task sequencing, follow-ups, and * When task demands are technically complex (Herold,
= &  motivating members to achieve team goals. 1978, 1980)
©  Summarizes the team’s task * When team members have little task experience (Vecchio,
accomplishments to date, and assures that 1987)
team meeting time is spent efficiently * When team members have little experience working
focusing on task issues. together (Bettenhausen & Murnighan, 1985; Ginnett, 1990)
Behaviors that function to change or give Envisioner Creative and Strategic Stagnation
original structure to the task processesand  Creator Creative and strategic stagnation is when the team needs
strategies of the team. Provides new, Plant creativity in terms of task strategy or task ideas and solutions.
innovative, or compelling visions of the It includes the following:
- team objective and approaches to the task,
] % or strategies for accomplishing the task. ¢ When team is new and members have little task
e 5 These behaviors may involve a “reframing” experience {Gersick & Hackman, 1990)

of the teams objective, the means that
should be used to accomplish it, and
looking at the big picture, as well as
providing creative solutions to the tasks
problems.

* When the work is predominantly “creative” in nature
(Hackman & Morris, 1975; McGrath, 1984)

* When the team’s purpose is unclear or current strategy is
failing (Gersick, 1988, 1989)

* When the team is in its initial meeting, or at its
developmental midpoint transition (Gersick, 1988; 1989;
Hackman & Walton, 1986)

Task

Task

Contributor

Completer

Behaviors that function to contribute
critical information or expertise to
the team. These include being
assertive when dealing with areas
that are within the domain of the
team member’s expertise, sharing
critical knowledge within the team,
and may involve enough
self-promotion to convey his or her
credentials to the team. Clarifying
team member abilities, resources,
and responsibilities, and training
individual team members, as well as
the team in general.

Information
giver
Specialist
Elaborator

Behaviors that function to execute
the individual-oriented tasks within
the team. May involve “doing
homework” to prepare for team
meetings, volunteering to take
personal responsibility to complete
certain tasks within the team,
assisting team members with
completing their tasks, and
following through on commitments
made within the team.

Completer-
finisher
Implementer
Concluder

Distributed Expertise

Distributed expertise represents situations in which
task required resources are heterogeneously
distributed among the members. It includes the
following:

* When the work is predominantly “choice”-oriented
(McGrath, 1984)

* When team members have little experience working
together (Ginnett, 1990)

* When high-status differentials (Ginnett, 1990;
Mcintyre & Salas, 1995)

* When task resources are heterogeneously
distributed among team members (Libby, Trotman,
& Zimmer, 1987)

Individual-Oriented Work

Individual-oriented work represents the situations in
which team effectiveness depends on the performance
of behaviors by individuals working alone outside the
team environment.

* When the work is predominantly
“execution”-oriented (Larson & LaFasto, 1989;
McGrath, 1984)

» When there are individual-oriented and unitary
tasks that must be completed (Steiner, 1972)

* When the team is at its second developmental phase
{Gersick, 1988, 1989; Hackman & Walton, 1986)

(Continued)




TABLE 15.2
(Continued)
Role  Definition Examples Sitnations in Which Role is Appropriate
Behaviors related to going against the Challenger ~ Unscrutinized Concurrence
“flow” of the group. They function to Evaluator Unscratinized concurrence represents situations in which the
subject the ideas or decisions of the Monitor team is approaching consensus on a task without adequately
group to critical evaluation and scrutiny. analysis of positive and negative contingencies.
«  Questioning the purpose or actions of
':‘cg ‘é the team or ideas proposed within the * When the team is prematurely seeking concurrence
B U team,even if a formal “leader” has (Lawrence & Lorsch, 1969)
sponsored an idea. The role insists on * When there is a high level of trust among team members
evaluating “worst-case scenarios” and (MclIntyre & Salas, 1995)
points out flaws or assumptions the * When the work is predominately a “decision-making
group is making, and a willingness to dilemma” (Katz & Kahn, 1978)
present negative information to the * When task demands are technically and/or socially
team. complex (Herold, 1978, 1980; Longley & Pruitt, 1980)
* When the team is highly cohesive, insulated, and has
directive leadership in a stressful environment (Janis, 1972)
Behaviors functioning to conform to the ~ Compromiser Scrutinized Concurrence
expectations, assignments, and influence  Follower Scrutinized concurrence represents situations in which the
attempts of other team members, the team has critically evaluated and clearly established the merits
o team in general, or constituents to the of a particular decision.
= ¢  team Thisshould be a proactive role
g g, where there is critical inquiry into the * When the team has had adequate differentiation before seek-
@ 8  decision, and provision of input, but ing concurrence (Lawrence & Lorsch,1969)
o then supporting the team’s decision * When the work is predominantly “negotiation”-oriented
once it has been made, allowing the (McGrath, 1984)
team to move forward. This role * Distributed expertise and high-status differentials (Ginnett,
involves acknowledging the expertise of 1990; Libby, Trotman, & Zimmer, 1987; Mclntvre & Salas,
Sthers and cupporting their directon, TN
Behaviors functioning to create a social  Encourager Social Sensitivity
environment that is conducive to Team Social sensitivity represents situations in which team
g collaboration. Including paying worker effectiveness is elastic with regard to social processes.
' attention to the feelings of team Listener
5 members, listening to the * When the work is predominantly
g opinions/contributions of others, "negotiation”-oriented (McGrath, 1984)
&  cominunicating effectively, or injecting * When task demands are socially complex (Herold,
U humor into tense situations. This role 1978, 1980)
does not deal with direct “influence * When team context is emotionally demanding or
attempts” as does the calibrator. stressful (McIntyre & Salas, 1995; Morgan &
Bowers, 1995)
* When team is diverse in terms of values and
= attitudes (Jackson, May, & Whitney, 1995)
@
A Behaviors functioning to observe the Harmonizer Nonfunctional Group Processes
group social processes, make the group  Gate- Nonfunctional group process represent situations in
aware of them, and suggest changes to  keeper which functional patterns of social interaction have
these processes to bring them in line Mediator not been established in the team, or they have been
5 with functional social norms. The overt  Conciliator ~ disrupted by malfunctional behavior.
‘" creation of new group norms dealing
8 with group process issues (not task * When the team is new and team members have
3 issues). This may involve initiating little experience working together or there are

discussion of power struggles or
tensions in the group, settling disputes
among team members, summarizing
group feeling, soliciting feedback, and
SO On.

changes in group composition (Ginnett, 1990)

* When there is emotional or task-based conflict or
distrust in the team (Jehn, 1995, 1997)

* When the work is “negotiation”-oriented and the
context is socially demanding (Herold, 1978, 1980;
McGrath, 1984)

(Continued)
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