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Business Communication 
 
Telephoning 
 
Telephone Etiquette 
 
How good are your telephone manners? 
 
Every time you make or receive a call at work you are representing yourself and the company, so the 
impression you create is extremely important. A good knowledge of proper telephone etiquette will help 
you make the right impression and maintain successful business relationships. In fact, your phone 
technique can make or a break deal for the company. Here are some guidelines to help you use the phone 
as a power tool. 
 
 
 
After you read each of the guidelines, check your telephone etiquette by ticking on the appropriate 
answers 
 

 Always answer the phone promptly. Then be sure to identify yourself and the company and 
department. Make sure you get the caller’s name right from the start of the conversation and use it 
as much as possible. 

 
1 You are very busy. The telephone keeps ringing and interrupting your work. You: 
 a let the phone ring; if it’s important the person will phone back 
 b answer the call with an abrupt “Yes? Who is it?” 
 c respond immediately, letting the caller know who and where they have come through  
 to. 
 
 

 If you need to leave the line to obtain information, it is courteous to give the caller the option of 
waiting or being called back. You might ask "Would you prefer to hold?"or "Shall I call you 
back?" If the caller decides to wait, give progress reports every 30 seconds or so. This lets the 
caller know that he/she has not been disconnected or forgotten. 

 
 2 You don't have all the information you need to respond to a client's enquiry. You: 

 a ask the client to phone back; it's not polite to ask someone to wait. 
 b offer the client the chance of holding the line or being called back. 
 c tell the client to hold on for about 30 seconds while you get the necessary   
 information. 
 

 Do not make commitments for other people if you have to handle a call for another colleague. 
You should say “I’ll give her your message as soon as she gets back to the office” rather than 
“She’ll call you as soon as she returns” 

 
3 You answer a call to your business colleague who is at a business meeting. You: 
 a explain where your colleague is and that you don’t know when she will be back. 
 b promise to get your colleague to return the call. 
 c assure the person that you will let your colleague know about the call.  
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 When you are the person making the call, be sure to use proper phone etiquette from the start. A 

greeting such as "Good afternoon, this is Belinda Bright of Dreamakers, I'm returning a call from 
Richard Jones, is he available? is a bit of etiquette well spent in the long run. It would also be wise 
to learn and use the names of your business contacts' assistants, their secretaries or receptionists, 
and make them feel noticed and important. 

 
4 When you make a call, you should: 
 a introduce yourself before asking to speak to someone. 
 b deal directly with your client’s assistant, this will make her feel important. 
 c always call people by their first names; they will remember how friendly you are.  
 

 When you get through to the person you want to speak to, remind them of any previous 
communication between you. This helps to jog a busy person's memory and gives your call an 
immediate context. If your call is not expected, ask them if they have the time for you. Calling 
unannounced is much like "dropping in" and you shouldn't overstay unless invited. If the other 
person does not have time, briefly state the purpose of your call and ask for an appointment to 
follow up at a later time. 

 
5 When you get through, you should: 
 a check that the person has time to speak to you. 
 b make an appointment to speak to the person another time. 
 c invite the person to call you back. 
 
 

 Employ active listening noises such as "yes" or "I see". This lets the other person know that you 
care about what they have to say. Remember to smile while you're speaking. Believe it or not, 
people can "hear a smile" over the phone! 

 
6 While you are talking you should: 
 a Make a lot of noise so that the person can hear you. 
 b Smile so that your voice has a friendly quality. 
 c Make the person laugh; everyone appreciates hearing a joke.  
 
 

 Keep a pencil and pad near the phone and jot notes during phone conversations. Recap at the end 
of the call, using your notes and repeat any resolutions or commitments on either side to be sure 
that you both have the same information. 

 
7 While you listen, you should: 
 a make notes about what you have to do in the office so that you don’t waste time. 
 b take notes of the conversation so that you can point out any mistakes your client   
 makes. 
 c write down the details to help you go over what you and your client have agreed. 
 
 

 End the call on a positive note by thanking the other person for their time and express an interest 
in speaking with them again. If not, just let them know you appreciated them speaking with you 
and end the call. A gracious good bye leaves the door open for further communication and in this 
day of mergers and acquisitions you never know who you will be doing business with in the 
future. Remember, in this global marketplace, some of the most powerful business relationships 
that a company has built up have been between people who have never seen each other. 



 4 

 
8 Finishing a conversation on a positive note is important because: 
 a you never know if you might want to apply for a job with another company. 
 b it leaves the door open for future business relations. 
 c powerful business relationships can only be forged on the telephone. 
 
 
Quiz Check 
 
How did you get on? 
8 correct answers:   Your telephone manners are perfect. Well done! 
5/6/7 correct answers:   Pretty good. Read the guidelines again before making any phone calls! 
Below 5:    Your telephone manners need to be improved. They could lose a   
   company vital business. 
 
 
 
 
 
Getting through 1 
 
Underline the best response 
 
Switchboard:   Good morning, Cape Installations, Glenda speaking. How can I help you?/  
  What do you want? / Who is that? 
 
Francesca Baggio: Hello, I'm / this is / here is Francesca Baggio speaking.  I'll speak / I’d speak /  
  I’d  like to speak to Sharon Bennett please. 
 
Glenda:  I'm sorry, could I  have / hear / listen your name again please? 
 
Francesca Baggio:  Yes,  it's / I'm / she's Francesca Baggio,  I call / I am calling / I called from  
  Sidel, Italy. Could you put me through / connect me through / pass me through   
 to Sharon Bennett, Mr Green's secretary, please? 
 
Glenda:  Oh, you need extension 524. Hold / Stay / Wait the line please and  I’ll   
  connect you / I'd connect you / I connect you ……..I'm afraid the line's     
 blocked /occupied / engaged, Ms Baggio. Shall I ask her to call you back*? 
 
Francesca Baggio: No, don’t worry, I’ll try again later, thank you, goodbye. 
 
Glenda:  Goodbye. 
 
* to call back : to telephone again later 
 Note the difference in the two expressions: 
Shall I ask her to call you back? 
Will you call back? 
 
 
Getting through 2 
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Here's an unsuccessful attempt at getting through to a client. Underline the best words to complete 
the text. 
 
1. Your boss asks you to telephone / call to / ring in a new client. 
 
2. You pick up the cornet / receiver / transmitter. 
 
3. You listen for the dialling / engaged / busy tone. 
 
4. You make / push / dial the number and the switchboard answers. 
 
5. You ask the switchboard to connect / link / join you to your client's extension. 
 
6. The switchboard asks you to hang / hold / attend. 
 
7. The line goes off / dead / silent. 
 
8. You ring again. The switchboard explains that you were switched off / turned off / cut off. 
 
9. You can't hear the switchboard very well. It's a very noisy / bad / weak line. 
 
l0. You shout to the switchboard that you can't hear very well; she thinks you are shouting at her and 
hangs up / throws up / holds up. 
 
 
 
Test your telephone skills 1 
 
Read the extracts from different telephone conversations. Which set expression would you use to 
complete each one? Tick the best alternative. 
 
 
 
Situation 1 
 
Caller:  Well, what we'd really like to know is whether you would be prepared to give us a  
 15% discount on our order. We are regular clients of yours as you know and this  
 year's prices are well up on last year's. What do you say? 
 
You:   a I'm sorry, I didn’t catch your name. 
  b I'm sorry, I'll have to go. I've got someone on the other line. 
  c I'll have to get back to you on that. 
 
 
 
Situation 2 
 
You:  Is that you Karen? Could you check last month's sales figures for me? I need   
 to…………oh just a minute. 
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  a I'm sorry I’ll have to go, I've got someone on the other line. 
  b I'm afraid he's off sick at the moment. 
  c I'm rather tied up at the moment. Could you call back? 
 
Karen:   Don't worry, ring me back when you've finished taking your call. 
 
 
 
Situation 3 
 
Caller:  Good morning, this is Anna Sluszkiewicz of Polskie Elektro Energetyczne here, I'd  
 like to speak to Mr Fisher please. 
 
You:   a I'm afraid he's off sick at the moment. 
  b I'll have to get back to you on that. 
  c I'm sorry I didn't catch your name. Could you spell it please? 
 
Caller:  Yes, it's Anna Sluszkiewicz, that's S - L- -U - S - Z - K- I - E - W - I - C - Z. 
 
Situation 4 
 
RF:   Customer Services, good morning. Rosie French speaking. 
 
You:    Rosie? This is Alessandro Miani. 
  a Is this a convenient time to call? 
  b I'm sorry, I didn't catch your name. 
  c I'm rather tied up at the moment. Could you call back? 
 
RF:   Oh Alessandro, hello! Perfect timing! I've just finished sorting out your order. I was  
 going to ring you, as a matter of fact. 
 
 
Situation 5 
 
RM:  Good afternoon. This is Ralph Mooney speaking. I'd like to speak to Peter Sellars  
 please. 
 
PS:            Oh hello Ralph. How are…..oh hang on just a moment……….Ralph? Are you still  
 there? 
 
RM  Is this a convenient time to call? 
 
 
PS  a I'm rather tied up at the moment. Could you call back? 
  b I'll have to get back to you on that. 
  c One of our clients has just arrived in the office. 
 
RM:   Of course! No problem I’ll ring you back this afternoon. 
 
PS:  Thanks. I’ll speak to you later then. Bye. 
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Situation 6 
 
ET:  This is Emily Tennant of Greiger & Co. I'd like to speak to your Sales Manager   
 please. 
 
Switchboard:  Oh, that would be Mr Granger, but 
 
  a I'm sorry, I’ll have to go. I've got someone on the other line. 
  b I'll have to get back to you on that. 
  c I'm afraid he's off sick at the moment. 
 
ET:   Oh dear, nothing serious I hope? 
 
Switchboard:  No, he should be back next week. 
 
 
Telephone Language 
 
It is useful to learn set expressions to help you handle telephone calls efficiently. 
 
Look at the set expressions in A. Match them to the sentences in B. 
  
A 
 
1. Is this a convenient time to call?  
 
2. I’ll have to get back to you on that. 
 
3. I'm sorry, I’ll have to go.  I've got someone on 
the other line. 
 
4. I'm afraid he's off sick at the moment. 
 
5. I'm sorry, I didn't catch your name. 
 
6. I'm rather tied up at the moment. Could you 
call back? 
 

B 
 
a) I'm not sure, I’ll phone you back when I can 
give you an answer. 
 
b) You can't speak to him: he's away ill. 
 
c) Am I disturbing you? 
 
d) I didn't hear your name clearly. 
 
e) I’ll have to stop speaking to you now;  I have 
to answer another call. 
 
f) I can't speak now; I’m too busy. Would you 
mind phoning me again at another time? 
 

 
 
Complaining and Apologising 
 
Check your comprehension. Tick  the correct answers. 
 
Transcript 
 
RF: Robert Frost speaking 
CP: Good morning Mr Frost. This is Carlo Ponte in Treviso. 
RF: Oh good morning Mr Ponte. What can I do for you? 
CP: I'm calling about the machines we ordered from you last month. We're not at all happy with them. 
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 RF: Oh? What exactly is the problem? 
CP: Well, according to your technician, the machines should be turning out 200 plates an hour, but we're 
not getting anywhere near that figure. We're lucky if we get half that number. Production has slowed 
right down and we're having problems in getting our orders out on time. . 
 
 1. The problem is that: 
  a the machines have broken down. 
  b the rate of production is down. 
  c the number of orders are down. 
 
RF: I see .I'm sorry Mr Ponte. I can understand your difficulty. I’ll talk to one of our technicians and get 
back to you this afternoon. 
CP:I'm afraid that's not good enough Mr Frost. I want one of your technicians out here by Friday 
morning. I want those machines working to full capacity on Monday morning! 
RF: I think that might be difficult because all our technicians are working off site at the moment, but I’ll 
see what I can do. Perhaps I could arrange for someone to fly over at the beginning of next week? Would 
that be acceptable? 
 
 2  Mr Ponte wants a technician: 
  a by this afternoon 
  b by Friday morning 
  c by the middle of next week 
 
 3  Mr Frost's technicians are not available because: 
  a they are all busy. 
  b they are all on strike. 
  c they are all off sick. 
 
CP: Well, I suppose that will have to do. But if we don't have the machines working to full capacity by the 
middle of next week I'm afraid I will have to cancel our contract. 
RF: I'm sure that won't be necessary Mr Ponte. I’ll deal with the problem immediately and I’ll get back to 
you as soon as we have organized the flight. 
CP: Thank you, I expect to hear from you this afternoon then. 
RF:I’ll do my best. Again I do apologise Mr Ponte. 
CP: Thank you Mr Frost, goodbye. 
RF: Goodbye Mr Ponte. 
 
 4  Mr Ponte threatens to: 
  a send the machines back. 
  b break off business relations. 
  c sign a new contract. 
  
5  Mr Frost resolves the situation: 
  a by agreeing immediately to Ponte’s demands 
  b by talking to the firm’s technicians 
  c by promising action in the near future 
 
Test your telephone skills 
Complete the telephone conversation by underlining the best response. 
 
A T: Angela Trevisan speaking. 
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ZK: Good morning Ms Trevisan. This is Zoe Knight of Fashion Focus. 
AT: Ah yes Ms Knight. What can I do for you? 
ZK: I'm calling you about the rolls of material we ordered last month. 
AT: (1) What's wrong? / What exactly is the problem? / Tell me. 
Haven't you received them yet? 
ZK: Oh yes, they were delivered on time, but unfortunately ten of the rolls are very badly damaged. 
Could you contact your shipping agent and find out why they were delivered in such bad condition?  
AT: (2) I'm sorry, but we've had a lot of trouble with our shippers recently / 
I'm sorry, I find that hard to believe / I'm sorry, I'll contact him straight away. 

I’ll get back to you after I've spoken to him. 
ZK: Thank you Ms Trevisan. The problem is that we are trying to get our spring collection out on time 
and we will have to halt production unless you can replace the rolls immediately. 
A T: (3) I can understand your difficulty / How unfortunate for you / That's terrible. 
ZK: Do you think you could send us some replacements by the end of the week? 
A T: (4) Of course / That's a good idea / I’ll see what I can do. We might be able to send you five by the 
end of this week and a further five in ten days. (5) Would that be acceptable? / Take it or leave it / What 
do you say? 
ZK: Yes, that would be fine. Thank you Ms Trevisan. 
A T: (6) Please accept my sincerest apologies / Again, I do apologise / I do beg your pardon. I’ll do my 
best to confirm everything this afternoon. 
ZK: Thank you. Goodbye. 
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The Belpin Self-Perception Inventory - What's your team role?  
 
Using the following Belbin Self Perception Inventory you can find out what your own preferred or natural 
team role is. For each of the seven sections, distribute a total of ten points among the statements which 
you think best describe the role you play in a specific team.  
 
You can either:  

 distribute these points among several statements  
 allocate the ten points appropriately among all statements  
 give them all to a single statement.  

 
 
1. What I believe I can contribute to a team:  
  
 a) I think I can quickly see and take advantage of new opportunities  
 b) I can work well with a very wide range of people  
 c)  Producing ideas is one of my natural assets  
 d) My ability rests in being able to draw people out whenever I detect they have   
  something of value to contribute to group objectives  
 e)  My capacity to follow through has much to do with my personal effectiveness  
 f)  I am ready to face temporary unpopularity if it leads to worthwhile results in   
  the end 
 g) I am quick to sense what is likely to work in a situation with which I am    
  familiar  
 h) I can offer a reasoned case for alternative courses of action without    
  introducing bias or prejudice  
 
2.  If I have a possible shortcoming in teamwork, it could be that:  
  
 a) I am not at ease unless meetings are well structured and controlled and    
  generally well conducted  
 b) I am inclined to be too generous towards others who have a valid viewpoint   
  that has not been given a proper airing  
 c)  I have a tendency to talk a lot once the group gets on to new ideas  
 d)  My objective outlook makes it difficult for me to join in readily and    
  enthusiastically with colleagues  
 e) I am sometimes seen as forceful and authoritarian if there is a need to get   
  something  done  
 f) I find it difficult to lead from the front, perhaps because I am over-responsive   
  to group atmosphere  
 g) I am apt to get too caught up in ideas that occur to me and so lose track of   
  what is happening  
 h)  My colleagues tend to see me as worrying unnecessarily over detail and the /   
  possibility that things may go wrong  
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3. When involved in a project with other people:  
  
 a) I have an aptitude for influencing people without pressurising them  
 b) My general vigilance prevents careless mistakes and omissions being made  
 c) I am ready to press for action to make sure that the meeting does not waste    
  time or lose sight of the main objective  
 d) I can be counted on to contribute something original  
 e) I am always ready to back a good suggestion in the common interest  
 f) I am keen to look for the latest in new ideas and developments  
 g) I believe my capacity for cool judgment is appreciated by others  
 h) I can be relied upon to see that all essential work is organised  
  
 
4. My characteristic approach to group work is that:  
  
 a) I have a quiet interest in getting to know colleagues better  
 b) I am not reluctant to challenge the views of others or to hold a minority view   
  myself 
 c) I can usually find a line of argument to refute unsound propositions  
 d) I think I have a talent for making things work once a plan has to be put into   
  operation  
 e)  I have a tendency to avoid the obvious and to come out with the unexpected  
 f) I bring a touch of perfectionism to any team job I undertake  
 g)  I am ready to make use of contact outside the group itself  
 h) While I am interested in all views, I have no hesitation in making up my mind   
  once a decision has to be made  
 
 
5.  I gain satisfaction in a job because:  
  
 a) I enjoy analysing situations and weighing up all the possible choices 
 b) I am interested in finding practical solutions to problems  
 c) I like to feel I am fostering good working relationships  
 d) I can have a strong influence on decisions  
 e) I can meet people who may have something new to offer  
 f) I can get people to agree on a necessary course of action  
 g) I feel in my element where I can give a task my full attention 
 h) I like to find a field that stretches my imagination  
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6.  If I am suddenly given a difficult task with limited time and unfamiliar people:  
  
 a) I would feel like retiring to a corner to devise a way out of the impasse before   
  developing a line  
 b) I would be ready to work with the person who showed the most positive approach,  
  however difficult he/she might be  
 c) I would find some way of reducing the size of the task by establishing what   
  different individuals might best contribute  
 d)  My natural sense of urgency would help ensure that we did not fall behind   
  schedule 
 e) I believe I would keep cool and maintain my capacity to think straight  
 f) I would retain a steadiness of purpose in spite of the pressures  
 g) I would be prepared to take a positive hand if I felt the group was making no   
  progress 
 h) I would open up discussions with a view to stimulating new thoughts and getting  
  something moving  
 
7.  With reference to the problems to which I am subject to working in groups: 
   
 a) I am apt to show my impatience with those who are obstructing progress 
 b) Others may criticise me for being too analytical and insufficiently intuitive  
 c) My desire to ensure that work is properly done can hold up proceedings  
 d) I tend to get bored rather easily and rely on one or two stimulating members to   
  spark me off  
 e) I find it difficult to get started unless the goals are clear  
 f) I am sometimes poor at explaining and clarifying complex points that occur to me  
 g) I am conscious of demanding from others the things I cannot do myself  
 h) I hesitate to get my points across when I run up against real opposition  
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Points Table for Self-Perception Inventory  
 
 
Now enter the points you allocated to each statement in each section in the table below.  
Your highest score indicates the team role you play best within a team.  
Your next highest score denotes the other team roles that you are able to call on if needed.  
Your two lowest scores highlight areas where you are weak or gaps which must be filed by other 
team members.  
 
 
 
 
 
 
Section IM CO SH PL RI ME TW CF 

1 g  d  f  c  a  h  b  e  

2 a  b  e  g  c  d  f  h  

3 h  a  c  d  f  g  e  b  

4 d  h  b  e  g  c  a  f  

5 b  f  d  h  e  a  c  g  

6 f  c  g  a  h  e  b  d  

7 e  g  a  f  d  b  h  c  

Total                 
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Team Roles - Phrases  
The following are phrases and slogans that are used by the team roles  
 
Plant  

1. When a problem is baffling, think laterally  
2. Where there's a problem, there's a solution  
3. The greater the problem, the greater the challenge  
4. Do not disturb, genius at work  
5. Good ideas always sound strange at first  
6. Ideas start with dreaming  
7. Without continuous innovation, there is no survival  

 
 
Resource Investigator  

1. We could make a fortune out of that  
2. Ideas should be stolen with pride  
3. Never reinvent the wheel  
4. Opportunities arise from other people's mistakes  
5. Surely we can exploit that  
6. You can always telephone to find out  
7. Time spent in reconnaissance is seldom wasted  

 
Co-ordinator  

1. Let's keep the main objective in sight  
2. Has anyone else got anything to add to this?  
3. We like to reach a consensus before we move forward  
4. Never assume that silence means approval  
5. I think we should give someone else a chance  
6. Good delegation is an art  
7. Management is the art of getting other people to do all the work  

 
Shaper  

1. Just do it!  
2. Say 'no', then negotiate  
3. If you say 'yes I will do it', I expect it to be done  
4. I'm not satisfied we are achieving all we can  
5. I may be blunt, but at least I'm to the point  
6. I’ll get things moving  
7. When the going gets tough, the tough get going  

 
Monitor Evaluator  

1. I’ll think it over and give you a firm decision tomorrow  
2. Have we exhausted all the options?  
3. If it does not stand up to logic, it's not worth doing  
4. Better to make the right decision slowly than the wrong one quickly  
5. This looks the best option on balance  
6. Let's weight up the alternatives  
7. Decisions should not be based purely on enthusiasm  
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Team Worker  
1. Courtesy costs nothing  
2. I was very interested in your point of view  
3. If it’s all right with you, it’s alright with me  
4. Everybody has a good side worth appealing to  
5. If people listened to themselves more, they would talk less  
6. You can always sense a good atmosphere at work  
7. I try to be versatile  

 
Implementer  

1. If it can be done, we will do it  
2. An ounce of action is worth a pound of theory  
3. Hard work never killed anybody  
4. If it's difficult, we do it immediately. The impossible takes a little longer  
5. To err is human, to forgive is not company policy  
6. Let's get down to the task in hand  
7. The company has my full support  

 
Completer-Finisher  

1. This is something which demands our individual attention  
2. The small print is always worth reading  
3. 'If anything can go wrong, it will', and as O’Toole said on Murphy's Law 'Murphy was an 

optimist  
4. There is no excuse for not being perfect  
5. Perfection is only just good enough  
6. A stitch in time saves nine  
7. Has it been checked  

 
Specialist  

1. In this job you never stop learning  
2. Choose a job you love, and you’ll never have to work a day in your life  
3. True professionalism is its own reward  
4. My subject is fascinating to me  
5. The more you know, the more you find to discover  
6. It is better to know a lot about something than a little about everything  
7. A committee is twelve people doing to work of one  



 16 

How to Avoid Confusion Between Similar Types  
 
Plant or Resource Investigator?  
These two roles tend to be confused because both are seen as 'creative'. In practice, the distinction 
between the two is important. Plants are more creative when left alone and kept free from 
disturbance, whereas Resource Investigators seek and need the stimulus of others. So they thrive 
under very different conditions. Plants need a sympathetic and appreciative boss, a liberal 
atmosphere and an unstructured or loosely structured environment. Resource Investigators operate 
well under pressure and in coping with the sudden or unexpected crisis.  
 
Plant or Monitor Evaluator?  
These are both 'thinking' roles, but they think in quite different ways. Plants operate through 
inspiration and creative intuition and like to form an intellectual overview. Monitor Evaluators are 
better at diagnosing problems, assessing situations, choosing best options and planning ahead. In 
short, Plants synthesize while Monitor Evaluators analyse.  
 
Resource Investigator or Co-ordinator?  
Both of these are good at listening, but again operate in different ways. Resource Investigators 
seek adventure and thrive on the discovery of new contacts. Co-ordinators prefer the process of 
pulling together the resources and making sure they work in harmony with the goals of the 
organisation.  
 
Co-ordinator or Shaper?  
These two are both strong leadership roles but they tend to adopt different styles. Coordinators are 
skilled at getting the best out of people and using their talents to the full. Shapers expect to be 
followed and drive those who work for them to the limit. Coordinators and Shapers tend to clash 
when they work alongside each other at the same status level.  
 
Team Worker or Co-ordinator?  
Both seek and enjoy harmony and consensus, but the Team Workers path lies through the 
avoidance of friction and through building one-to-one relationships. Co-ordinators are better at 
handling groups and projecting the sense of a common purpose. Team Workers are often skilled at 
working for very difficult people, Co-ordinators at managing difficult people.  
 
Implementer or Completer?  
These are regarded as 'action' roles but their approaches follow different lines. Implementers are 
effective at building up systems and organisations and taking the practical steps to make things 
happen. Completers however are more concerned with the thoroughness of any action undertaken. 
They see the method as less important than achieving the end result. Completers are self-
motivated and don't usually need additional incentives to spur them on.  
 
Completer or Specialist?  
Both of these aim to achieve the highest quality standards in their work, but Completers see this in 
general terms. For Specialists the nature of the goal is all-important, and professionalism 
generates its own standards against which everything else is measured and assessed. Specialists 
become ill at ease when subject to close supervision from non professionals or 'outsiders'. 
Completers however are ready to accept a wider range of bosses and they carry out all their 
responsibilities with the same level of urgency and thoroughness.  
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Using the Belbin Self Perception Inventory  
When using the Belbin Self Perception Inventory to develop a team you may like to consider the 
following questions:  

 Is an important role unfilled? If, so what is the effect of this? If you have no Implementers 
or Completer-Finishers, for example, the group might generate plenty of ideas, but lack 
follow-through.  

 
 Are there too many of one team type? If so, what effect does this have? Too many co-

ordinators or plants could cause conflict, for example.  
 

 What is the preferred role of the team manger? How far does this affect the way the team 
operates? For example, there could be problems if the team manager is one of the less 
dominant team types.  

 
 Which people play (or could play) more than one role? This often happens in a small team, 

for example, where there are too few individuals to fulfil all the roles .  
 
 
If a team is unbalanced you can improve the situation by either  
 

 Recruiting new members with the requisite skills.  
 Encouraging existing members to develop new skills and try out new roles.  

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 18

 
Working in Groups 
 
Facilitation is the art and science of helping groups in their thinking, planning and decision 
making. 
 
What are the characteristics of effective groups? 
 
 
We are all involved in group meetings and have been since we were very young: 
 

 think about the groups you were involved in as a child: the brownies, the scouts, your 'gang' 
of friends or the youth club.  What made you want to go back and continue being part of the 
group or did you leave after just a few meetings? 

 
 now think of different group meetings at work; did you feel bored or excited about what was 

being discussed? Did you feel involved or left out? 
 

 think of the people who led these groups; did you like them? Did they make you feel 
important? Did you feel they were ‘in control'? 

 
There has been much work into the characteristics of effective groups. 
 
Check this list against your own experiences. 
 
 
In an effective group: 
 

 the task, objective or the reason for 
people to meet is well understood by 
everyone 

 
 the atmosphere of the group tends to be 

informal, comfortable and relaxed 
 

 there is much discussion in which 
everyone participates 

 
 everyone listens to each other 

 
 people are free in expressing their 

feelings as well as ideas 
 

 disagreement and criticism is frequent 
and frank but the group is comfortable 
with this and shows no signs of avoiding 
the conflict 

 
 decisions are reached by a consensus in 

which it is clear that everyone is in 

 
By contrast, badly run group meetings will: 
 

 be dominated by a few individuals and 
their perspectives 

 
 never hear the ideas and comments from 

the quiet members 
 

 take too long to get to the real agenda 
 

 have no follow up actions 
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general agreement 
 

 when action is taken, clear assignments 
are made and accepted 

 
 the leader of the group does not 

dominate but is in control 
 
 
 
Task 
 
 

Think of two groups you have been involved in: one that you enjoyed 
and one that you did not. Make notes about your experiences. It does 

not matter if it was a work group or a social group. 
 

A group you enjoyed A group you did not enjoy 
 

What made you enjoy it? What made you not enjoy it? 
 

 
 
 
Be ready for the different stages as the group develops 
 

 
Stages of group development 

 

 
 
    
Whatever the group and however long it is due to work together, be aware that groups usually go 
through a series of stages before becoming really effective. Remember this is not a simple linear 
process and new people may cause the group to go back to the beginning. 
 
Forming 
Effort at this stage is spent on defining goals. At this stage individuals may be confused as to why 
they are in the group and be trying to size up the personal benefits relative to the personal costs of 
being involved. They may be keeping their feelings to themselves. 
 
Storming 
This is the stage when team members test each other. They question values, behaviours, tasks and 
relative priorities of the goals, as well as who is to be responsible for what. There may also be 
questioning of the guidance and direction of the leader and some members may withdraw and 
isolate themselves either from the emotional tension or because they recognise that their values, 
beliefs and skills don't fit.  If the storming is not allowed to happen, the team may never perform 

Forming Storming Norming Performing Adjourning 
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well.  It is a healthy process in which a team evolves with a common set of values, beliefs and 
goals. 
 
Norming 
This is when behaviour progressively develops into an acceptance of differences of opinion and the 
ground rules and the decision making processes are accepted. This is the time when individuals in 
the group 'value the difference' that others bring.  
 
Performing 
During this stage, the group effectively and efficiently works together and towards the goals.  The 
group and individuals learn and develop together. You could describe it as 'less me, more we'! 
 
Adjourning 
This is the end of the working life of the group. Some groups such as improvement project teams 
are created to work with specific problems for a set time e.g. six months or a year. They should 
have a well defined and managed ending where group members know what to expect and are helped 
to deal with it and move on. Sometimes members feel sad, nostalgic and 'mourn' the end of the 
group. 
 
Remember 
The emotional experience is just as important as the intellectual experience. Encourage the 
members of the group to take time out of the process, to stand back and ask themselves privately: 
How am I feeling at the moment; angry, frightened, excited, pleased, joyful, friendly? 
 
Task 
 
Which of these could be seen as a good group experience: 
 

 one in which the group reported that all the objectives had been met? 
 

 one in which the group reported that all the objectives had been met but every individual felt 
railroaded and threatened? 

 
 one in which the group reported that the objectives had not been met? 

 
 one in which the group reported that the objectives had not been met but they had a better 

understanding of themselves, each other and the problem? 
 
Where do I start? 
 
Ask yourself the following questions. Consider the type of group meeting you have in mind and 
what you want to achieve. 
 
formality:  
do you need a formal group, formed to accomplish a specific task or an informal group which is 
more spontaneous and which evolves more naturally? 
 
 
climate: 
how close and friendly or casual should the group interaction be? 
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participation: 
what should the interaction be like? How much and what type of participation do you want? 
 
conflict: 
how will you deal with conflicts and disagreements? 
 
decision: 
how will decisions be made and by whom? 
 
division of labour: 
how will tasks be assigned and subgroups formed? 
 
leadership: 
how is the group leader or facilitator elected and what is their function? Is the meeting to be 
facilitated or chaired? 
 
communication: 
what channels are preferred and how is the group networked? Do they prefer face-to-face meetings, 
phone calls or email? 
 
evaluation: 
how will progress be monitored, checked, evaluated and how is feedback provided? 
 
Be clear about 
• goals: are they the same for everyone? 
• roles: what do you want people to do? 
• procedure: how are things going to happen? 
Is everyone expecting the same thing? 
 

   
 
2. Preparing for a facilitated group meeting 
 
Facilitating meetings or workshops are an increasingly important part of bringing about 
improvement in health and social care. Why? 
Because there is a growing awareness that we all like to influence the world around us and that 
groups, when well managed, can unleash a wonderful enthusiasm for doing things differently. 
A successfully facilitated meeting should help a group get further, faster in a more focused way and 
hopefully it should be fun.  
 
Prepare for success by working through: Design, Dry run, Do it and Debrief. 
 
Task 2.1 When do I need a facilitated group meeting? 
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A simple rule of thumb says you need it when there is low certainty and low agreement among the 
key players on an important issue. If you are sure that everyone is certain and agrees on the right 
way forward, you probably do not need a meeting so JUST DO IT!!! 
 
2.2 What do I want out of the group meeting? 
 
Be very clear on the purpose of a facilitated meeting or workshop.  Generally, you will want your 
facilitated meetings to either provoke conversations, agree actions or both. Think carefully as 
different facilitation skills and tools are needed in facilitation for exploration and learning, 
compared with facilitating for action and agreement. 
 
 
 

Communication 
 
People have different preferences for how they communicate and how they wish to be 
communicated with.  When working with groups, it is important to consider the different needs and 
styles. You should also be aware of your own style and biases and try to understand and relate to 
those who may have styles that are different to yours. 
 
Aim 
To help you or members of a group to: 
 

 identify preferences in communication 
 understand how this might be seen by others 
 recognise and value differences 

 
How to use 
Work your way through the four stages; 
 
Stage 1 complete the communication questionnaire 
Stage 2 score your responses on the response sheet 
Stage 3 consider the descriptions 
Stage 4 consider the implications 
 
Learning points 
 
• remember to see the person not a 'name badge' 
• there are no 'right or wrong' answers, no 'better or worse styles': just differences 
 
Stage 1 Complete the questionnaire 
 

 find a quiet space where you will not be disturbed 
 work your way through the communication questionnaire 
 consider each statement and answer yes or no 
 answer as yourself - not as you think you ought to be or would wish to be, not as a manager,  

secretary, partner, mother, father, son, daughter, etc - just be yourself! 
 try to give an answer to all the questions 
 there is no time limit but do not dwell too long on each question 
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As you do the questionnaire Remember: “all models are wrong but some are quite useful.” 
Use the questionnaire as information to start a dialogue and improve understanding. 
 
 
 
1 Do you think it is a sign of strength not to show emotions during a 

crisis? 
 

2 Do you often interrupt people when you think they are incorrect? 
 

 

3 Does it annoy you when people try to cheer you up?  
4 If you ask someone to do something and they do it wrong, do you have 

a go at them?  
 

5 When others have little to say are you able to keep a conversation 
going? 

 

6 Are you proud of your ability to deal with people? 
 

 

7 Do tactful people annoy you because you wish people would say 
exactly what they mean?  

 

8 When you are down in the dumps, do lively people make you feel even 
worse? 

 

9 Do you try to sound confident even when you are unsure about the 
facts? 

 

10 Are you impatient with people who like to discuss their motives? 
 

 

11 Do you think that your feelings are too deep to discuss with others? 
 

 

12 Do you keep quiet when you feel you may offend someone? 
 

 

13 Are you diplomatic when you have to tell others to do something 
against their will? 

 

14 Does it bother you when others correct your mistakes? 
 

 

15 Do you find it difficult to discuss your problems with others? 
 

 

16 Are you embarrassed by people who talk about their feelings? 
 

 

17 Do you believe people when they ask you if you are all right? 
 

 

18 Do you find it hard to admit to your mistakes? 
 

 

19 Do you believe that people take advantage of those who are 
considerate? 

 

20 Do you value good manners in others? 
 

 

21 Do you feel immediately inclined to tell others when something exciting 
happens to you? 

 

22 Do you hate to be taken for a ride? 
 

 

23 Do you pride yourself on your ability to put up with setbacks? 
 

 

24 If someone asked you not to disturb them would you feel hurt? 
 

 

25 Are you often first to speak when an opinion is requested? 
 

 

26 Do you enjoy being provocative? 
 

 

27 Do you think that being blunt is harmful?  
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28 Do you get bored with conversations that don't concern you? 

 
 

29 Do you feel that people don't understand you? 
 

 

30 Do you like to be the centre of attention? 
 

 

31 Do you treat conversations as a chance to test your mettle against 
others? 

 

32 If a colleague has a different opinion from yours, will you try to win 
them over to your point of view? 

 

33 Do you think that people should keep their problems to themselves? 
 

 

34 Do you find it hard to keep a secret? 
 

 

35 Do you ignore people when they make you angry? 
 

 

36 If a colleague is unhappy would you actively discuss their problems? 
 

 

37 If you have a problem would you silently worry about it, even during 
an evening out? 

 

38 Does it annoy you to hear someone else dominating a conversation? 
 

 

39 Do you worry about whether other people like you? 
 

 

40 Do you resent being asked what you are thinking or feeling? 
 

 

41 Do you think that your colleagues ought to know what makes you tick? 
 

 

42 Do you visibly show your emotions? 
 

 

43 Would you hate to show your distress in front of a colleague? 
 

 

44 When you have some time alone, do you spend much of it on the 
telephone? 

 

45 Do you find advice from others irritating? 
 

 

46 Will you say almost anything to fill a lull in a conversation? 
 

 

47 Do you see it as your responsibility to keep other people happy? 
 

 

48 Do you often find other people oversensitive? 
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Stage 2 Score your responses on the response sheet 
 

 transfer your 'Yes' and 'No' answers for each of the 48 statements to the relevant boxes 
 

 add up the number of 'Yes' answers for each column and write the total in the blank 
box at the bottom of each column 

 
 each score will represent how you conform to the particular style of communication. If 

you score six or more 'Yes' answers for a category then this suggests that you have a 
natural tendency to use this style 

 
 
Response Sheet 
 
 
4 2 3 5 1 6 
7 9 8 21 10 12 
17 14 11 24 16 13 
19 18 15 28 23 20 
22 25 29 30 33 27 
26 32 35 34 36 39 
31 38 37 44 40 41 
48 45 42 46 43 47 

 
Total number of times you answered yes 

 
Aggressive Dominating Worrying Talkative Quietly 

Confident 
 

Hinting 
 

 
 
 

Stage 3 Consider the descriptions 
 

Style Positives Negatives 
 

Aggressive 
 

Doesn't get pushed around Uses conversations as a duel to be 
won 
 

 Clear Can be argumentative (and likes it) 
 

 Focused  
 

Tries to gain dominance 

 Results orientated 
 

 

Dominating 
 

Has a view on everything Can ‘put down’ less able people 
 

 Usually ‘expert’ in one area 
 

Takes over conversations 
 

 Can step in and take charge 
 

Not always inclusive of quieter 
members 
 

 Always joins in 
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Worrying  
 

Always makes allowances Can be negative 
 

 Highly emotional Appears withdrawn when thinking 
 Risk analyser Needs time to make decision 

 
  Emotionally draining 

 
Talkative 
 

Easy to get on with Talks too much about nothing 
 

 Lots of friends Struggles to keep a confidence 
 

 Sociable Uncomfortable with short silences 
 

 Non-threatening Talks over quieter members of the 
group 
 

 Sense of humour 
 

 

Quietly confident 
 

Seen as emotionally stable 
 

Can be seen as aloof 

 Tower of strength Takes too much on 
 

 Used as sounding board Risk of burnout 
 

 Confidential Can be too self critical 
 

Hinting 
 

Influences from behind Avoids conflict 

 
 

Quiet and thoughtful Doesn’t say what they truly mean 
 

 Gets on with most people Can be seen as manipulative by more 
direct communicators 
 

 
 
 
Stage 4  Consider the implications 
  
Consider the implications for your own development and facilitation style. 
 
Consider how: 
 

 others may see you 
 

 your style may cause tension for others 
 

 you can use your strengths 
 

 to avoid the traps your style may cause 
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Look at the other descriptions and consider how you can: 
 

 make others more comfortable 
 

 observe and learn how others respond to you 
 

 make changes to improve communications with individuals who you have the most 
'difficulty' with 

 
Consider the implications for group development. 
 
Ask each member of the group to consider, as individuals, the questions and then, as a group think 
about: 
 

 what are the problems and strengths of 'style alike' or 'style different' groups? 
 

 what is our group strength? 
 

 where are the gaps? 
 

 what does this indicate? 
 

 what should we do? 
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