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Introduciton
The Traitify Team Building Guide provides
the tools you need to get the most out of
your personnel. By using Traitify Big Five
personality assessment results to guide
your decisions about workplace teams,
you’re going deeper than job titles and
skill sets. You understand who the real
people are in your workforce and how to
help them thrive.
The wrong person on the wrong team
doing the wrong task is a significant
waste of resources. Creating the right
combinations of workers, and putting
people to work on the tasks they’ll do
best, can save time and money while
boosting morale.
Teams are discussed according to three
characteristics:
Who - How does a team differ from
any arbitrary group of coworkers?
How - In what ways will the team
conduct its business? How will
members interact?
What - What type of work will it
do, and what is its primary focus?
The categories of tasks that teams
undertake -- “thinking and creating”
is one example -- are called its
“functional priorities.”

Key Benefits
The Guide provides insights
based on the Traitify Big Five
assessment. The “Big Five,” or
five-factor model, is the most
robust and widely cited framework
in personality psychology. Based
on decades of research, the Big
Five identifies the core features
of human personality: Openness,
Conscientiousness, Extraversion,
Agreeableness, and
Emotional Stability.
The Guide recognizes modern
workplace arrangements. Many
teams don’t tackle projects side
by side in a conference room.
Instead, today’s teams are a
blend of personnel from different
specializations, with contrasting
work histories and perspectives.
Members may rarely work in the
same room, if ever. By tailoring
discussion of team dynamics to the
particular structures of teams, the
Guide provides customized and
detailed insights to a wide variety
of teams.
With the Workforce Development
Toolkit, the Guide provides
concrete, actionable suggestions
for getting the most out of what
you’ve got. Be proactive. Turn
personality pitfalls into strengths.
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Utilizing personality as a
strength in team building
Creating effective teams becomes an
easier task when team builders understand
that individual personalities are assets that
can be leveraged for the benefit of the
group. By understanding the personality
components of potential team members
and assessing the unique needs of a given
team, organizations can efficiently create
teams that maximize individual strengths
and enhance productivity.

A key task is to minimize
poor matchups between
personalities and the
team’s task focus.
How might we best think about
personality? The concept is a broad one
with wide-ranging effects, and no two
people are exactly the same. How can we
reduce our complex and varied behaviors
into manageable descriptions? The field
of personality psychology has addressed
these questions for over a century.

The Big Five:
A solution for
understanding
personality
Consensus has emerged that personality
derives from the “Big Five” dimensions.
These five core features of personality
are an efficient yet comprehensive way to
describe one’s tendencies, strengths, and
common traits. Each of us can therefore
be categorized according to these five
features: Openness, Conscientiousness,
Extraversion, Agreeableness, and
Emotional Stability.
Although it may be tempting to consider
high levels of each as the most desirable,
it is best to recognize that there may be
situations when a lower level of one or
more has an advantage. Again, the key is to
effectively match a personality with a team.
For example, while the outgoing, peopleoriented dimensions of high Extraversion
may be well-suited to a team tasked with
marketing a new product, these traits may
represent a concern for a team formed
to implement an existing technology.
Therefore, there is an ongoing need to
generate matches between personnel, the
teams on which they are placed, and the
roles they are asked to play. Personality
assessment provides a tool to address this
fundamental need with success.
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Personality is
powerful

Building widgets
Mismatches between personalities and
teams can result in inefficiencies in a
system. Think of a company that
produces Widget A. This product has
certain performance requirements – it
needs to include a set of features that
meet a need for a customer. In designing
Widget A, engineers may be heavily
focused on what the product will do.
The company cannot simply stop there,
however. It must consider other important
factors, such as the manufacturability
of the product, its reliability, cost, and
ease of transport. When teams are put
together based only on the “performance
requirements” of the team, designating
members based on specific tasks each has
the credentials to complete, then the team
builder has addressed only part of the
picture. Widget A may have an appealing
design, but if it is cost-prohibitive or
marred by logistics challenges, it won’t be
a success. Similarly, a team in the workplace
may include all the needed skill sets, yet
underperform because the personality
factors that facilitate efficient teamwork
have not been sufficiently addressed.

In short, when building a team, individuals
must be selected who are best suited to
the mission of the team. Further, once
members are selected, their roles within
that team must be carefully evaluated with
personality in mind. This serves to maximize
the benefit gained from the personality of
each member and the dynamic interplay of
the set of personalities working together.
The Big Five theory of personality, long
a dominant means of conceptualizing
the core characteristics that define each
person, includes these dimensions:

Openness

In a workplace context, this
is related to one’s ease with
innovation. An individual high
on this dimension approaches
problem-solving with an
acceptance of new practices and
a willingness to integrate novel
sources of information.

Conscientiousness

Higher levels of this factor are
more likely to include a greater
orientation toward results, and
less focus on the creative or
interpersonal components of the
process. Highly conscientious
workers want to get things done
objectively well.
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Extraversion

Extraverts engage with others.
They are more likely to derive
energy from external stimuli -feedback from coworkers, the
pace fueled by multiple inputs.
They tend to be enthusiastic
in group settings and seek
affiliation with others, but may be
more risk-prone and act before
careful consideration
of consequences.

Agreeableness

Those who are high in
Agreeableness are accepting of
others’ ideas and productivity,
and may also be tolerant of
missteps. They often adapt well
to new practices and challenges
and tend to be influencers rather
than those who follow a welltrodden path.

Emotional Stability

Individuals high in ES
are relatively effective in
managing their own stress,
disappointments, drive, and
other emotional reactions to
workplace situations. Relatedly,
they can employ strategies to
manage pressure. On the other
hand, they may also underreact
and fail to properly assess the
need to take action.

What trait measurements mean:
the STEN scores

When a person’s levels of each are
assessed, a score on each dimension is
generated, called the “STEN” score. A
STEN score is a standardized measure of
1-10, with 1 representing low levels of
the trait and 10 the highest levels. When
we conclude an individual is “high” on a
certain trait, that corresponds to scores of
8-10. Those who are “medium” on the trait
will have scores of 4-7. Finally, “low”
scores are 1-3.

A workplace team: a chorus
of voices

Consider a second example to illustrate
how the Big Five can be applied in
organizations. A workplace team can
be thought of like a group of singing
voices. Picture a group of vocalists who
are preparing to perform as a barbershop
quartet, for example. To produce a
pleasing sound that audiences enjoy, a
quartet relies on creating vocal harmonies
and including singers with different voices.
Singers with naturally higher voices sing
certain parts, those with lower voices sing
others, and they blend together well. If an
individual with a higher voice is put into
the wrong role and asked to assume the
deep notes of a low bass, that vocalist may
struggle to generate the right tone.
Here we have a “workplace” mismatch
of sorts, not unlike what may plague
employees within an organization.
This struggling quartet needs a proper
assessment of each member’s vocal range
and a reassignment of roles. The true bass
is best suited to producing the lowest
notes, the altos the higher ones. The
quartet sounds better immediately, and the
vocalists have a more enjoyable and less
effortful experience.
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But what about a soprano in this example,
the singer with the highest vocal range
of all? A barbershop quartet, which
traditionally harmonizes across a lower
register, may simply not be the best setting
for a soprano. That individual’s talents
should be showcased in a different musical
ensemble altogether, one that produces a
sound tailored to a higher voice.
By taking advantage of the predictive
power of personality, organizations gain farreaching insights. Team builders are able
to understand the strengths and pitfalls of
their potential or existing workforce, which
traits tend to accompany other traits, and
how best to maximize these workforce
assets to produce streamlined, cohesive,
and productive teams.

Psychological
safety and other
important team
characteristics

Both academic and business researchers
have investigated group dynamics in
the workplace, with some common
themes emerging. One factor, known as
“psychological safety”, has been widely
cited as key to successful teams. For
example, Google’s extensive study of
its own teams, called Project Aristotle,
concluded that psychological safety is
the predominant characteristic in teams
that meet both objective and subjective
measures of success. When a high degree
of psychological safety characterizes a
team, that team’s members feel little threat
of ridicule or rebuke in response to ideas,
proposals, and innovations. Team members
don’t operate from a position of fear or the
need for self-preservation.

Instead, they are free to:

try something new
admit a mistake
accept a challenge
pose a question

The environment is one in which members
are valued and have a voice. When people
are reluctant to speak up and wary of how
others perceive them, productivity suffers.
Other factors have also been studied. For
example, dependability is a known
contributor toteam success. Teams low
in dependability are those in which work
product is delayed, deadlines are not met,
and role players create gaps in workflow by
failing to contribute as needed. Successful
team members are able to rely on each
other to complete their tasks.
Also important: the team's structure
and clarity. Teams benefit from clearly
articulated goals. Relatedly, having welldeveloped expectations and a path to
reach them is vital. Feeling connected to
one’s tasks is also important. Individuals
should believe that the work their team
is engaged in has purpose, whether
practical (bringing financial security) or
psychological (e.g., doing what one
does well).
Finally, team members thrive when they
feel like they matter. This means believing
that one's work makes a difference both for
the team and the organization as a whole.
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Defining the “who”

Defining the “how”

First, let’s address how best to define the
concept of a “team” in general. Are the six
workers whose cubicles occupy the same
room a team? Are all the forklift operators
at a warehouse a team? Hereafter, the
notion of a “team” will echo the features
researchers have identified. A team is
more than an organizational work group
or other set of individuals who happen to
be coworkers. Instead, an essential feature
of a team is the interdependent nature of
the working relationships within it. Team
members rely on each other and act in
concert to make decisions, plan next steps,
solve problems, and evaluate progress.
Teams should be thought of as a web or
latticework, not as parallel lines.

A foundation of our discussion of team
dynamics will be what we’ll call the
team’s “structure”, centered around four
important characteristics, described on the
next page.

Considering how a team will work together
is a good next step, whether one intends
to develop and enhance an existing team
or create a new one. How many members
will the team include? How will the team
interact? From what sources will be
members be drawn from -- building from an
existing team, searching for specific skill sets
and going from there, placement based on
practical matters such as physical proximity
and/or availability, or some other means?
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Team structure: four
influential factors
Size
Is this a small group of 3-6 people,
or a larger group?

Larger Teams
Are team members
familiar with each other as
workplace collaborators?

Familiarity
Do team members know each
other well? Have they had a prior
opportunity to work together in a
similar capacity as teammates?
Composition
Does the team include a mix of
seniority levels and job titles, or
are team members drawn from the
same groups (e.g., all junior level,
or all programmers)?
Contact
How will the team communicate?
Will team members primarily rely
on face-to-face communication
within a physical workplace?
Will members work remotely at
sometimes considerable distances
from each other?

Does the team mix
seniority levels and
job titles?

Will members
communicate
in person?

To streamline thinking about these
structural factors, the flow chart below
illustrates possible arrangements. This
first figure focuses on only larger teams,
those with more than a half dozen
active members.
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Why is it important to consider
team structure?

These four influential factors -- size,
familiarity, composition, and contact
-- are likely to be accompanied by
certain personality needs. To start, many
components of these needs make intuitive
sense. Let’s consider a few quick examples.
A team combining several different
training backgrounds requires…
...individuals who can assess how
much others need to know.
A team working in a virtual setting
may be best suited to...
...self-starters who can keep
themselves on task.
The team’s structure then guides which
Big Five personality dimensions should
be present in higher or lower levels to
maximize the group’s effectiveness. Each
team setup, as illustrated above, has a set
of Big Five parameters to guide
its development.
When the strongest degree of a trait is
desired, this parameter is connoted with
“+”. Other targets are depicted in a
similar fashion:
Overall, higher levels of the trait
are desired
Diverse levels of this trait (i.e., some
higher, some lower) are desired, or
individuals who possess a
medium level
Overall, lower levels of the trait
are desired

A given team is guided by its Big Five
parameters. When viewed together with
the personality profiles for each team
member or candidate, organizations gain
insights that can be applied toward the
following, depending upon whether the
team is an existing one or newly created:
What’s wrong here?
Understand possible sources of
underperformance of an existing
team as a whole.

How can we work together?
Recognize contrasting traits among
team members, and which are better
or worse fits for the team.

How can I help?
Identify traits present in a given
team member that can be
addressed to become a better
fit for the team’s needs.

Who is a good fit?
Evaluate candidates for a new team
and understand which are best
suited to the team and why.

What are we missing?
Highlight missing traits that could
add assets to the team.
To illustrate the importance of team
structure in driving personality needs, let’s
take a look at a basic case study: the Supply
Chain Disruption. This will help illustrate that
the organizational structures of teams are
important determinants of which workers
are best suited to a given team.
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The Supply Chain Disruption: A
Sample Problem-Solving Team
In this example, a manager at a mid-sized company seeks to assemble a team
tasked with quickly innovating a solution to a supply chain problem that has
developed that quarter. The solution must be finalized over a short time frame.
Team members will include an administrative assistant, four software specialists,
three logistics personnel, and an intern, most of whom have not worked together
on a prior project. They will devote half their time to this team until a solution is
reached, and will undertake the majority of their work together in a conference
room. While there, they will brainstorm and record ideas together, and may
communicate via conference call with outside partners as needed. This is
therefore a larger, newly formed, mixed-composition, in-person team.
Are team members
familiar with each other as
workplace collaborators?

Does the team mix
seniority levels
and job titles?

Will members
communicate
in person?

The Supply Chain
Disruption: A sample
larger team
This team is assembled to
address a specific problem, and
includes workers who have not
previously been teammates.
Their familiarity with each other
as workplace collaborators is low.
It is composed of members with
different seniority levels and
job titles.
It meets via face-to-face contact,
for sustained periods each day
until the problem is solved.

Again, a team’s structure impacts its personality needs. By evaluating where a team
fits on these parameters, we can begin to assess what Big Five characteristics are
most likely to thrive given different workplace practices and workflow systems.
In this supply chain example team, consider what Big Five characteristics might
work well for these problem-solvers. Recall that the Big Five consists of five core
dimensions: Openness, Conscientiousness, Extraversion, Agreeableness, and
Emotional Stability.

11

Organizing a team: the first step

What Big Five characteristics
work best on the Supply Chain
Disruption team?
Remember, assembling teams isn’t as simple as seeking individuals who are high on
all five dimensions. Every individual displays traits which may or may not represent
a good match for the team. The overall combination, across all the members of a
team, is important to consider.
Every team has particular needs for each of the Big Five dimensions. In the case
of the supply chain team, its task is to innovate a new solution to improve upon an
old one. Therefore, individuals high in Openness (STEN scores of 8-10) would be
more likely to thrive on this team, and this is an O+ team. Since this team involves
significant face-to-face time in a close collaborative environment that meets for half
a day at a time, personnel higher in Extraversion are likely to be the best fits. We
can consider this an E+ team.
What about the other factors? The team is working under time pressure. The
company is losing money. Members high in Emotional Stability will be the best at
coping with this important task (ES+). Relatedly, delays are costly in this situation.
While having some individuals who are high in Conscientiousness could help
drive the solution-building to its completion, individuals with lower levels of
Conscientiousness may also be good additions, since perfectionist tendencies may
delay progress. Team structures can benefit from a combination of higher and lower
levels of a factor. Here, we can label this a C= team (best suited to those with STEN
scores of 4-7, or an average score across members in that range).
A combination of higher and lower levels may be true of Agreeableness on
the supply chain team. While those higher in this factor may encourage the
team to accept new approaches, those who are lower may be best at decisionmaking. Overall, the team is A=, in search of a combination of higher and lower
Agreeableness, or, primarily individuals with medium levels.
Overall, the supply chain team is guided by these parameters:

O+ C= E+ A= ES+

When considering candidates to fill the roles on this team, these goals should be
kept in mind. If candidates are lower in Openness, for example, priority should be
placed on identifying personnel high in Openness to address the gap. This process
would be repeated for each dimension.
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Defining the
“what”
We’ve now addressed the “who” and
“how” of workplace teams. There is
a further influential characteristic to
consider. Namely, what is the team
seeking to accomplish together? While
there are innumerable specific tasks
that teams may take on, the work
a team is principally focused upon
falls within three broad categories,
which can be termed its “functional
priorities.” The three main
sets of priorities are focused on
completing the following:

Thinking and Creating:
These priorities refer to generating
a product or service that did not
exist before. Aspects of this
process may include devising,
communicating, and modifying
ideas, sharing expertise in
designing the product or service,
brainstorming and critiquing new
concepts, pointing out problems
that may occur, or innovating
solutions.
Organizing and Managing:
Teams focused here are those
that create and monitor systems
for facilitating task completion
among role players. This could
include evaluating talent, building
teams, assessing time frames,
assigning tasks, monitoring
progress, adapting workflow
procedures, and communicating
among involved parties. Teams
in this category may evaluate
performance, address needs for
documentation and quality control,
input data, maintain archives, and
secure payment for products
and services.
Doing and Delivering:
These teams sell a product or
service, find customers and
clients, and secure contracts. They
deliver work product to the end
user, implement procedures, and
execute changes. They turn a
design or an idea into an existing
product or service.
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Putting it all
together: who,
how, and what
Now we’ve addressed who can be
considered a team, how the team is
structured, and what its primary functions

will be. With this analysis, we can begin the
important task of assessing the personality
factors that will work best on the team.
The flowchart below is a good place to
start. Different team structures have been
grouped into core categories that share
essential features and thus, personality
requirements. From there, each type of
team is described, including steps to
follow when developing such a team.

Larger Teams

Smaller Teams

Are team members
familiar with each other as
workplace collaborators?

Are team members
familiar with each other as
workplace collaborators?
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Builders
These teams possess many characteristics
found in traditional workplace
arrangements -- often, engaging in what
can be considered the “building blocks”
of an organization. A long-standing team
or one whose members have otherwise
had a prior opportunity to engage with
each other to achieve shared goals, these
teams balance numerous role players.
Some Builder teams will also include
workers who bring varied skill sets and/or
career history to the team’s undertaking.
Since Builders work in the same physical
spaces, they are likely to have set meeting
times in a conference room, workshop,
lab, or other conventional shared space.
Members need to be comfortable in their
existing roles, able to take advantage of
team membership while also oriented
toward individual contributions.
Let’s first consider steps that can guide
the development of a Builders team. The
process begins by considering which Big
Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others
to create the “best fit.”
Developing a best-fit Builders team:
Begin with these Big Five parameters
in mind:

O= C= E= A+ ES+

Consider the profiles of your existing team
members, including role players who could
be added.
The team should resemble the above
parameters as much as possible,
particularly in leadership positions.
The team should have more
individuals high in Agreeableness
and Emotional Stability than low in
these levels.
In contrast, the presence of high
Conscientiousness and high
Extraversion should be balanced with
low levels of these traits, or individuals
with medium levels should be seen as
high in value.
Similarly, medium levels of Openness
are well-suited to these teams, and
low Openness can work well for
many situations when long-term
contributions and keen focus are
priorities. High Openness may need
to be balanced with lower levels in
others, or reserved for teams
tasked with novel jobs and the
need to innovate.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones.
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Customizing Builder teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.
When thinking and creating:
Extraversion combined with
Openness is conducive to groupgenerated innovation. Builder
teams have the opportunity to
engage in considerable face to
face discussion, which will be
utilized most effectively by these
higher-E, higher-O individuals.
When organizing and managing:
A Builder team tasked with
organizing and managing needs
to itself be managed well to
ensure that the several individual
role players are well-coordinated.
High Conscientiousness may do
well in this oversight role, while
high Agreeableness facilitates
component parts working together
in concert.
When doing and delivering:
These teams must often prioritize
efficiency to ensure that a product
or service is fully developed and
provided to the client or customer.
Benchmarks, rather than proposals,
are more likely to be the focus
of face to face meetings. These
teams may therefore prioritize
high Conscientiousness and deemphasize Extraversion. With the
end user awaiting results, high
Emotional Stability is of value here,
as these team members will need
to be undaunted by setbacks and
maintain measures-driven focus.

A closer look at the dynamics
of Builders
Builder advantage: many contributors,
creating together
The larger size of Builder teams places
certain demands on the personalities
of team members. Optimized team
membership includes the ability to engage
with others in a meaningful, productive
fashion, not merely to verbally report
on progress or entertain team members
with lively chatter. Ideal Builders can take
advantage of the unique features of this
workplace setup, utilizing face-to-face
meetings not as passive, low-productivity
time, but as a rich opportunity to
accomplish goals -- and for some teams,
to form and test ideas and gain insights.
Personnel higher in Agreeableness may be
the strongest fits, as research has shown
that teamwork is a workplace competency
often found in these individuals -- namely,
getting along with teammates, facilitating
cooperation, and integrating the
contributions of numerous counterparts.
With more colleagues to maintain
relationships with and to build expectations
of, membership on a Builder team requires
relatively greater interpersonal effort. If the
team is not simply completing tasks in the
same workplace setting, but also meeting
and engaging in work side by side on a
regular and sustained basis, individuals
higher in Extraversion are of high value.
These individuals are well-suited to deriving
benefit from those person-to-person
interactions, finding them energizing
and therefore fruitful. In other words,
teams that have been structured around
significant active collaborative time will
make better use of that time with higherExtraversion workers. The combination of
higher Extraversion and higher Openness
16
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could work well for some Builders teams,
since this combines a penchant for
innovation with an orientation toward
engagement with others. Many times,
however, these large traditional teams can
thrive with low-Openness individuals, who
are adept at “getting down to business,”
doing the work that needs to be done
with minimal noise from overemphasis on
change, hypotheticals, and the like.
Promoting psychological safety in the
social setting of Builder teams
A potential pitfall for higher Extraversion
contributors is the addition of extended
friendly small talk into these interactions.
These individuals are at risk of engaging
in off-topic conversations given their
frequently being more talkative and, at
times, attention seeking. Best-fit Builder
teams may include those who are higher in
Conscientiousness along with Extraversion,
or they may combine higher-C individuals
with higher-E ones to address the need
to stay on task. The social byproduct of
engaging in banter need not be strictly
limited, however, since it may cultivate a
shared sense of psychological safety.
Recall the concept of “psychological safety”,
discussed above: the belief that taking risks
-- asking questions, offering new ideas, or
acknowledging earlier missteps -- will not be
met with ridicule. While methods proposed
to enhance this belief are many, they include
demonstrating compassion and kindness
and tolerating vulnerability, all of which may
be expressed via the affiliative disclosure
of conversation about non-work matters
such as leisure activities and families.
These discussions may be most effective in
promoting the end goal of psychological
safety if they are directed by leadership

to be inclusive of all team members.
Psychological safety is, after all, a grouplevel phenomenon. For Builder teams that
include a mix of senior- and junior-level
staff, cultivating psychological safety may
be especially important.
More team members = less effort
from each?
A concept long understood by social
psychologists is “social loafing.” To
understand this, consider how it was first
demonstrated experimentally. In the classic
tug of war game, individuals each help
pull a rope. Early researchers showed that
when team members are added, the effort
of each individual puller is diminished.
The effect grows as the team grows: each
individual does less and less. Builders must
be mindful of this tendency, since they have
a larger number of members. How can
this phenomenon be overcome? Research
suggests some solutions.
One, team members may not feel as if
their contributions to a group effort can be
readily identified or evaluated. To address
this, communicate clearly defined tasks
for each team member, and ensure that
the team as a whole has an opportunity to
understand each member’s tasks.
Two, relatedly, members of larger teams
may not attend as much themselves to their
own performance. Providing opportunities
to self-assess may redirect attention to the
individual’s effort.
Three, social loafing may be worsened by
each team member’s not believing that
their efforts are needed. If I don’t perceive
myself as a key member of this team whose
contributions are vital, I may exert less
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effort. Again, communicating the team’s
needs, and how those needs will be met
by each team member, can mitigate this
feeling. Seeking input from all parties
and recognizing progress -- not merely
rewarding success -- may be beneficial.
Other contributions to social loafing may
be reduced for Builders, who have had an
opportunity to work together in previous
settings as collaborators. Therefore, they
draw from a shared history and a record
of past performance. Reminding Builders
of their past successes together is a good
idea, since another contributor to social
loafing is the belief that everyone slacks
off in groups. Moreover, since Builders
conduct their team business together in
face-to-face interactions, there is more
social facilitation of joining in work as
it’s conducted simultaneously by others.
Builders teams in which different role
players come together to complete
different tasks have the advantage
of limiting social loafing within subcategories. Builders in which the team
composition is homogeneous may benefit
from dividing the larger team into smaller
sub-groups and articulating a distinct set
of tasks from one such group to another.

approach to an old procedure, organizing
a common storage space, entertaining
on-site visitors, or attending an optional
training on a new protocol. Employees
high in Conscientiousness have been
noted by researchers to be most likely to
display these behaviors, with evidence
that higher Agreeableness and Emotional
Stability were also relatively predictive of
these behaviors.

For Builders, in which the
physical workplace is a
factor in members’ quality
of life and performance,
seeking and promoting
organizational citizenship
behavior can be of
considerable value.

Going above and beyond
The opposite of social loafing can be
thought of as those situations in which an
individual exceeds what is required and
puts forth extra effort to benefit the team.
Research has shown that some individuals
may be more likely than others to
engage in this “organizational citizenship
behavior.” Builders teams, involving inperson interactions and a larger number
of members, are especially well-suited to
benefitting from these sorts of behaviors.
Examples might be reaching out to assist
a colleague by introducing a streamlined
18
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Affiliates
An “affiliate” is something that is
separate, but part of a larger body.
Similarly, an Affiliates team is an
assemblage of personnel working in
different physical spaces. They are larger
teams of mixed composition that do not
involve frequent face to face interactions.
Some team members may conduct their
work in the same office or shared space,
but the principal business of the team
is conducted via a virtual platform that
allows members to communicate from
remote locations.
Let’s first consider steps that can guide
the development of an Affiliates team.
The process begins by considering which
Big Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others to
create the “best fit.”
Creating a best-fit Affiliates team:
Begin with these Big Five parameters
in mind:

O= C+ E- A= ES=
Consider the profiles of your existing
team members, including role players who
could be added.
The assembled team should resemble
the goal profile as much as possible,
particularly in leadership positions.
The team should have individuals
high in Conscientiousness, a highpriority trait.

Openness and Agreeableness can
be present in moderate amounts,
or those with high levels of each
balanced by those with lower levels.
High Extraversion individuals may not
be the best fits, or may need to be
accommodated, since Affiliates often
work alone and more logistical effort is
required to engage with each other in
a productive, creative fashion.
Higher Emotional Stability is often
desirable, and would work well on
an Affiliates team. However, virtual
teams may be a good home for any
low ES workers among your corps,
as the flexibility and privacy of a
remote working environment may
provide a better coping setting for
the challenges low-ES contributors
may face. When individuals possess
knowledge and talents desirable
for the tasks at hand but also have
personality traits that could represent
a potential liability, placing them into
team structures best-suited to those
personality factors helps ensure you
derive maximum benefit from their
valuable skill set.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones.
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Customizing Affiliates teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.
When Thinking and Creating:
Openness is conducive to
innovation. Affiliates on these
innovation-centered teams need
to be able to engage in expansive,
creative thinking independently,
without the encouragement
of frequent contact with
collaborators. With less
opportunity to have ideas quickly
vetted by teammates, Affiliate
thinkers and creators benefit from
high Emotional Stability.
When Organizing and Managing:
An Affiliates team tasked with
organizing and managing needs
to itself be managed well to
ensure that the several individual
role players are well-coordinated,
a particularly demanding task
given that participants are likely
operating in different time zones
and have customized schedules.
High Conscientiousness may do
well in this oversight role, while
high Agreeableness facilitates
component parts working
together in concert.

When Doing and Delivering:
These teams must often prioritize
efficiency to ensure that a product
or service is fully developed
and provided to the client or
customer. These Affiliates teams
may therefore prioritize high
Conscientiousness and deemphasize Extraversion. With the
end user awaiting results, high
Emotional Stability is of value here,
as these team members will need
to be undaunted by setbacks and
maintain measures-driven focus -without the structure of a
shared workspace.

A closer look at the dynamics of
Affiliates
Expanding the talent pool: Incorporating
remote workers who telecommute
Many contemporary organizations place
a greater emphasis on seeking talent
and specialized skill sets than on hiring
individuals who reside within a given
geographical area. Certain tasks -- and
therefore, certain teams -- may allow nearly
all communication among team members
to occur via remote access. Communication
can take various forms, from traditional
email and voice calls to instant messaging
platforms to virtual meetings using videochat software. Team members therefore
may be located in numerous physical
spaces, including shared offices or the
casual environment of a home-based
workspace. Teams that rely primarily
on virtual communication, and lack the
immediacy and camaraderie-building
opportunities of a shared environment,
have unique needs for personality
characteristics among members.
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Direct interaction time among Affiliates
is limited. Workers must complete their
work without the benefit of significant time
devoted to real-time information exchange.
Ideas are less likely to still be nascent
before reaching the discussion phase, and
therefore must be brought through early
stages independently. Similarly, Affiliates
can’t simply lean a chair toward a colleague
in an adjacent cubicle to ask a question or
check a task for accuracy. They need to be
relatively self-sufficient and oriented toward
problem solving.
Freedom brings responsibility
The work Affiliates do for their teams
is undertaken in an autonomous and
independent fashion. Moreover, those who
work from individual (often home-based)
locations work on an honor system in
which final work product generally receives
greater scrutiny than the process it took
to generate the product. Home-based
workers have the flexibility to manage their
productive time on their own terms without
attention paid to workplace appearances
and decorum. This may be freeing for
many, allowing irregular patterns of
productivity consistent with an individual’s
thinking and learning style, indulging
idiosyncrasies such as listening to music or
sitting on a floor, and engaging in work at
odd hours. However, this does also require
one to self-monitor gradual progress and to
limit distractions. Some individuals may find
that they benefit and are more productive
when they are free to eat a snack or read
unrelated material whenever they desire.
Others may simply be less productive in
this self-policing mode as more time is
spent off-task.

In Big Five terms, individuals who are
high in Conscientiousness are likely to
bring desirable qualities to their position
as Affiliates. Conscientious individuals
tend to have high standards of their own
work. At its extreme, a tendency toward
perfectionism can slow progress, but
when progress and quality are checked
only at intermittent times, the individuals
themselves must be the ones ensuring that
work is done well throughout the process.
The importance of clarifying expectations
Google’s Project Aristotle concluded that
successful teams reliably have certain
features in common. Among these is a
clear sense of expectations, with each
team member able to articulate their role
toward achieving those shared goals.
Affiliate teams are larger groups who
meet only in virtual settings. Given these
two important factors, members may be
prone to settling into compartmentalized
roles, contributing one piece while losing
sight of the overall sense of mission for
the team. Communication may therefore
be especially important, to ensure that
all members both understand the team’s
expectations and their unique role within
them. Without shared physical spaces,
and with communication channels not
necessarily involving all team members at
any given time, effort may be needed to
make Affiliates feel like a team.
Fostering psychological safety in the
virtual workspace
Google’s Project Aristotle, the
organization’s deep dive into the
characteristics of teams that are both
productive and include highly satisfied
members, honed in on “psychological
safety” as a key factor characterizing the
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best teams. At its core, this measure
addresses the extent to which team
members feel comfortable on their
teams, viewing them as zones in which
ideas, questions, and acknowledgements
of missteps are met with positivity
rather than ill will. For virtual teams,
psychological safety may represent a
relatively elusive phenomenon. When
we’re not sharing a physical space
and don’t see and talk to each other
throughout our work days, how can we
build this shared sense of ease?
Research has shown that even in limited
virtual interactions, individuals are
prone to feeling a sense of exclusion. In
developing the field of “social cognitive
neuroscience,” researchers developed a
simple online game called “Cyberball.”
This involved a simple “tossing” of a
virtual ball among three players. When
study participants perceived that the
other two players were tossing the ball
between themselves and excluding
them, participants’ brains responded in
a predictable way, showing regions of
activity comparable to patterns associated
with the experience of physical pain.

Research has shown that
even in limited virtual
interactions, individuals are
prone to feeling a sense of
exclusion.

In other words, individuals find it aversive
to be excluded, even with simple and
seemingly inconsequential experiences in
virtual formats. This could have important
implications for Affiliates. When online
exchanges visibly and regularly involve only
a subset of members, that could create a
damaging feeling of exclusion. Regularly
scheduled virtual chats in which only some
members contribute while others listen
passively, even invisibly, should be avoided.
Some video chat formats may be better
suited than others to accommodating
larger groups. Those in which several
members can be seen at once, rather than
those in which a primary speaker is visible
while others are not,
may reduce feelings of exclusion and
thus be preferable.
More team members = less effort
from each?
A concept long understood by social
psychologists is “social loafing.” To
understand this, consider how it was first
demonstrated experimentally. In the classic
tug of war game, individuals each help
pull a rope. Early researchers showed that
when team members are added, the effort
of each individual puller is diminished.
The effect grows as the team grows: each
individual does less and less. Affiliates must
be mindful of this tendency, since they have
a larger number of members. How can
this phenomenon be overcome? Research
suggests some solutions.
One, team members may not feel as if
their contributions to a group effort can be
readily identified or evaluated. To address
this, communicate clearly defined tasks
for each team member, and ensure that
the team as a whole has an opportunity
to understand each member’s tasks. Two,
relatedly, members of larger teams may not
attend as much themselves to their own
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performance. Providing opportunities to
self-assess may redirect attention to the
individual’s effort.
Three, social loafing may be hastened
by each team member’s not believing
that their efforts are needed. If I don’t
perceive myself as a key member of this
team whose contributions are vital, I may
exert less effort. Again, communicating
the team’s needs, and how those needs
will be met by each team member, can
mitigate this feeling. Seeking input from
all parties and recognizing progress -not merely rewarding success -- may be
beneficial.
Four, social loafing may be facilitated by
our beliefs about group work -- namely,
that everyone works less hard and will
slack off when in a group. Since Affiliates
have had an opportunity to work together
in previous settings as collaborators,
they have an opportunity to . draw from
their shared history and record of past
performance. Reminding Affiliates of their
past successes together is therefore a
good idea.
Another factor in social loafing represents
a mixed scenario for Affiliates. On the
one hand, Affiliates conduct their team
business in different physical settings
and are limited to virtual interactions, so
the risk of “blending into the crowd” is
considerable. For Affiliates in particular,
there is thus a double load on the
perception that I as an individual don’t
really matter: I’m just one role player
among many, and I’m working alone,
where others can’t “see” my effort. On
the other hand, another contributor to
social loafing occurs when individuals
are in the presence of others -- there
are others present to diffuse the effect
of what occurs. Psychologists call this

“arousal reduction.” Since Affiliates are
not in each other’s presence, feedback
and consequences are not experienced
as a shared impact that is de-motivating.
While it is good for Affiliates to feel
like a team in many respects, working
within a set of individual benchmarks and
accountability measures has an advantage
to reduce social loafing. As always, open
communication among team members, and
reducing the opportunity to be anonymous
are both essential. Team members need
to see, know, and report in to each other.
Other strategies can be helpful as well.

Consider forming smaller
sub-groups within the
larger team, for example,
and leverage the
familiarity and rapport
that Affiliates have
already cultivated through
prior work by invoking
past successes and
welcomed practices.
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Pathfinders
Pathfinders are larger teams that
communicate via person-to-person
contact. Also, they are composed of
individuals who generally have not had
an opportunity to work together as
teammates. Working in a traditional
format but representing a new setups
not previously in place, a “pathfinder”
is exploring an old, often well-tested
approach but in a new way. The need
to build a workplace rapport with comembers is a priority for Pathfinders, as
doing so will facilitate communication and
ensure that each individual understands
what to expect of others. Workers may
need time to adjust to novel roles,
workplace practices, and tasks.
Let’s first consider steps that can guide
the development of a Pathfinders team.
The process begins by considering which
Big Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others
to create the “best fit.”
Creating a best-fit Pathfinders team:
Begin with these Big Five parameters
in mind:

O= C+ E- A= ES=
Consider the profiles of your available
candidates to place on this team.
The assembled team should resemble
the goal profile as much as possible,
particularly in leadership positions.

The team should have more individuals
high in Openness, Agreeableness, and
Emotional Stability than low in
these parameters.
In contrast, the presence of high
Conscientiousness and high
Extraversion should be balanced with
low levels of these traits, or individuals
with medium levels should be seen
as high in value. Higher Extraversion
may be of particular benefit in the
team’s early stages when members are
learning about each other and their
contrasting work styles.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones.
Customizing Pathfinders teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.
When Thinking and Creating:
Extraversion combined with
Openness is conducive to groupgenerated innovation, especially
important for Pathfinders who
must be willing to propose new
ideas to team members with
whom they have not had this
idea-sharing experience in the
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past. The willingness to “go out on a
limb” more likely to be possessed by
high Extraversion individuals may be
of value. Further, Pathfinder teams
have the opportunity to engage in
considerable face to face discussion,
which will be utilized most
effectively by these higher-E,
higher-O individuals.
When Organizing and Managing:
A Pathfinder team tasked with
organizing and managing needs to
itself be managed well to ensure
that the several individual role
players are well-coordinated. High
Conscientiousness may do well
in this oversight role, while high
Agreeableness facilitates component
parts working together in concert.
Emotional Stability will contribute to
weathering the many variables of a
large, new team adjusting to its own
management while engaging in its
own organizational functions.
When Doing and Delivering:
These teams must often prioritize
efficiency to ensure that a product
or service is fully developed and
provided to the client or customer.
Benchmarks, rather than proposals,
are more likely to be the focus
of face to face meetings. These
teams may therefore prioritize high
Conscientiousness and de-emphasize
Extraversion. With the end user
awaiting results, high Emotional
Stability is of value here, as these team
members will need to be undaunted
by setbacks and maintain measuresdriven focus.

A closer look at the dynamics
of Pathfinders
Putting pieces together: consider
what’s new
When evaluating which role players
may be best suited to being named
to a Pathfinders team, consider the
extent to which other aspects of the
team experience will be new for a given
member. For example, will an individual
used to being a senior contributor be
placed with upper management and thus
asked to take a more junior role here?
Will a technician accustomed to working
by herself need to instead co-produce
with another person with the same job
title? As more and more variables involve
a new or otherwise changed undertaking,
candidates who are higher in Openness
will be more likely to adjust well. In
addition, research has shown that when
a workplace experience involves training,
high-Openness is associated with several
desirable behaviors, such as consistent
attendance at training experiences, high
participation in training instruction, and
asking questions. Therefore, if Pathfinders
must undergo a training or other formal
adjustment period as part of their initiation
into the team, high-Openness should
be valued.
Getting to know you
Further, Pathfinder teams are composed
of members who are not accustomed to
working together, yet who must interact
via face to face communication within
the same workspace. The stimulation
of that novelty, or of redirecting
old relationships into new, focused
workplace settings, is likely to be a more
streamlined undertaking for individuals
high in Extraversion. As a general rule,
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teams that communicate via direct inperson contact also benefit from higher
levels of Agreeableness, along with
Conscientiousness and Emotional Stability.

-- helping those who experience difficulty,
cooperating with ease, and integrating
contributions -- are all associated with
high Agreeableness.

Overall, membership as a Pathfinder
is more likely to be accompanied
by a greater load centered around
interpersonal needs -- introducing several
team members to each other, building
rapport, gauging “comfort zones”,
learning what to expect. For teams that
will be in place for a long duration, these
interpersonal factors are worth investment
of personnel and time, to ensure
that the team is well situated over an
extended period. Research supports high
Agreeableness as a significant personality
factor well suited to team situations
in which interpersonal facilitation is of
relatively high importance, and thus higher
levels of Agreeableness, particularly when
also accompanied by higher Openness
scores, are likely to represent Pathfinder
investments with high returns.

The Pathfinder team may be characterized
by initial disorganization or aberrant task
assignments and workflow as numerous
role players gradually settle into roles and
the team gains a more cohesive sense of
mission. Higher Emotional Stability often
translates into more ease with emotion
management, which may be necessary
to navigate through stages of relative
uncertainty in these new and initially more
cumbersome teams.

Working through the kinks…
Overall, Pathfinders are likely to require
more early-stage effort to achieve
cohesion. Since Pathfinder teams
may experience “growing pains” as
they work toward their first shared
goals, individuals measuring high in
Agreeableness are again likely to be of
considerable value. Newly assembled
and involving a relatively large number
of contributors who may have varying
levels of experience and contrasting skill
sets, Pathfinders need people who are
inclined to help each other. An individual
who invests time helping colleagues
works well on a Pathfinder team, as do
those who cooperate well with others
and who can integrate the contributions
of different members. These behaviors

Promoting psychological safety in the
social setting of Pathfinder teams
A potential pitfall for higher Extraversion
contributors is the addition of extended
friendly small talk into these interactions.
These individuals are at risk of engaging
in off-topic conversations given their
frequently being more talkative and, at
times, attention seeking. Best-fit Pathfinder
teams may include those who are higher in
Conscientiousness along with Extraversion,
or they may combine higher-C individuals
with higher-E ones to address the need to
stay on task. Finally, combining medium
or lower levels of Extraversion into this
mix may be a beneficial step. The social
byproduct of engaging in banter need
not be strictly limited as a general rule,
since it may cultivate a shared sense of
psychological safety among members of
varying levels of Extraversion and
other traits.
Recall the concept of “psychological
safety”, discussed above: the belief that
taking risks -- asking questions, offering
new ideas, or acknowledging earlier
missteps -- will not be met with ridicule.
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While methods proposed to enhance this
belief are many, they include demonstrating
compassion and kindness and tolerating
vulnerability, all of which may be expressed
via the affiliative disclosure of conversation
about non-work matters such as leisure
activities and families. These discussions
may be most effective in promoting the
end goal of psychological safety if they
are directed by leadership to be inclusive
of all team members. Psychological safety
is, after all, a group-level phenomenon.
For Pathfinder teams that include a mix
of senior- and junior-level staff, cultivating
psychological safety may be especially
important. Pathfinders further need time
to build the rapport that can enhance
psychological safety. They may therefore
benefit from opportunities to engage with
each other outside of the workplace, as
they become more familiar with each other.
Organizations may wish to invest time in
these informal team-building opportunities
that take advantage of the physical
proximity of these team members, whether
it be shared service outings, sponsored
coffee breaks, or even something as simple
as inviting team members to eat lunch
together.
More team members = less effort
from each?
A concept long understood by social
psychologists is “social loafing.” To
understand this, consider how it was first
demonstrated experimentally. In the classic
tug of war game, individuals each help
pull a rope. Early researchers showed that
when team members are added, the effort
of each individual puller is diminished.
The effect grows as the team grows: each
individual does less and less. Pathfinders
must be mindful of this tendency, since

they have a larger number of members.
How can this phenomenon be overcome?
Research suggests some solutions.
One, team members may not feel as if
their contributions to a group effort can be
readily identified or evaluated. To address
this, communicate clearly defined tasks
for each team member, and ensure that
the team as a whole has an opportunity
to understand each member’s tasks. Two,
relatedly, members of larger teams may not
attend as much themselves to their own
performance. Providing opportunities to
self-assess may redirect attention to the
individual’s effort.
Three, social loafing may be hastened by
each team member’s not believing that
their efforts are needed. If I don’t perceive
myself as a key member of this team whose
contributions are vital, I may exert less
effort. Again, communicating the team’s
needs, and how those needs will be met
by each team member, can mitigate this
feeling. Seeking input from all parties
and recognizing progress -- not merely
rewarding success -- may be beneficial.
Since Pathfinders conduct their team
business together in face-to-face
interactions, there is more social facilitation
that promotes joining in work as it’s
conducted simultaneously by others.
Pathfinder teams in which different role
players come together to complete
different tasks have the advantage of
limiting social loafing within sub-categories.
Pathfinder teams in which the team
composition is homogeneous may benefit
from dividing the larger team into smaller
sub-groups and articulating a distinct set of
tasks from one such group to another.
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Going above and beyond
In contrast to social loafing, research
has shown that some individuals may be
more likely to engage in “organizational
citizenship behavior”, or acts outside of
task performance that contribute to the
overall health of an organization. Pathfinder
teams, involving in-person interactions and
a larger number of members, are especially
well-suited to benefitting from these sorts
of behaviors. Examples might be reaching
out to assist a colleague by introducing a
streamlined approach to an old procedure,
organizing a common storage space,
entertaining on-site visitors, or attending
an optional training on a new protocol.
Employees high in Conscientiousness have
been noted by researchers to be most likely
to display these behaviors, with evidence
that higher Agreeableness and Emotional
Stability were also relatively predictive of
these behaviors.

For Pathfinder teams,
in which the physical
workplace is a factor in
members’ quality of life and
performance, seeking and
promoting organizational
citizenship behavior can be
of considerable value.

Bridges
Bridges teams are newly formed larger
groups that work via online channels rather
than through back and forth discussion or
production in person. Their team-focused
activities are organized and discussed
in virtual settings. They therefore act as
bridges from one location to another,
cultivating communication channels that
had not been developed previously.
Let’s first consider steps that can guide
the development of a Bridges team. The
process begins by considering which Big
Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others to
create the “best fit.”
Creating a best-fit Bridges team:
Begin with these Big Five parameters
in mind:

O+ C+ E= A+ ES=
Consider the profiles of your available
candidates to place on this team.
The assembled team should resemble
the goal profile as much as possible,
particularly in leadership positions.
The team should place high priority
on individuals with high levels of
Conscientiousness.
In addition, the team should have
more individuals high in Openness
and Agreeableness than low in these
parameters.
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While Extraversion may be of value in
facilitating rapport from member to
member as the team works through
its early stages, high-E individuals
may prefer -- and perform better in -teamwork that is conducted face
to face.
Higher Emotional Stability is often
desirable, and would work well on
a Bridges team. However, virtual
teams may be a good home for any
low ES workers among your corps,
as the flexibility and privacy of a
remote working environment may
provide a better coping setting for
the challenges low-ES contributors
may face. When individuals possess
knowledge and talents desirable
for the tasks at hand but also have
personality traits that could represent
a potential liability, placing them into
team structures best-suited to those
personality factors helps ensure you
derive maximum benefit from their
valuable skill set.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones.

Customizing Bridges teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.
When Thinking and Creating:
Extraversion combined with
Openness is conducive to
innovation, especially important
for Bridges members who must
be willing to propose new ideas
to team members with whom they
have not had prior idea-sharing
experience. The willingness in high
Extraversion to “go out on a limb”
may be of value.
When Organizing and Managing:
A Bridges team tasked with
organizing and managing needs
to be managed well to ensure that
everyone is coordinated. That’s a
challenge given that participants
are likely operating in different time
zones, have customized schedules,
and have not been teammates
before. High Conscientiousness
does well in this oversight role,
while high Agreeableness facilitates
component parts working together.
When Doing and Delivering:
These teams must prioritize
efficiency to ensure that a product
or service is developed and
delivered. Bridges teams should
prioritize high Conscientiousness
and de-emphasize Extraversion.
With the end user awaiting results,
high Emotional Stability is of value,
as members should move past
setbacks and maintain focus -without the structure of a
shared workspace.
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A closer look at the dynamics
of Bridges
Expanding the talent pool: Incorporating
remote workers who telecommute
Many contemporary organizations place
a greater emphasis on seeking talent
and specialized skill sets than on hiring
individuals who reside within a given
geographical area. Certain tasks -- and
therefore, certain teams -- may allow nearly
all communication among team members
to occur via remote access. Communication
can take various forms, from traditional
email and voice calls to instant messaging
platforms to virtual meetings using videochat software. Team members therefore
may be located in numerous physical
spaces, including shared offices or the
casual environment of a home-based
workspace. Bridges rely primarily on virtual
communication, and lack the immediacy
and camaraderie-building opportunities of
a shared environment.
Direct interaction time among Bridges
is limited. Workers must complete their
work without the benefit of significant time
devoted to real-time information exchange.
Ideas are more likely to be brought through
early stages independently. Similarly,
Bridges can’t simply lean a chair toward a
colleague in an adjacent cubicle to ask a
question or check a task for accuracy. They
need to be relatively self-sufficient and
oriented toward problem solving.
Freedom brings responsibility
The work Bridges do for their teams
is undertaken in an autonomous and
independent fashion. Moreover, those who
work from individual (often home-based)
locations work on an honor system in
which final work product generally receives

greater scrutiny than the process it took
to generate the product. Home-based
workers have the flexibility to manage their
productive time on their own terms without
attention paid to workplace appearances
and decorum. This may be freeing for
many, allowing irregular patterns of
productivity consistent with an individual’s
thinking and learning style, indulging
idiosyncrasies such as listening to music or
sitting on a floor, and engaging in work at
odd hours. However, this does also require
one to self-monitor gradual progress and to
limit distractions. Some individuals may find
that they benefit and are more productive
when they are free to eat a snack or read
unrelated material whenever they desire.
Others may simply be less productive in
this self-policing mode as more time is
spent off-task.
In Big Five terms, individuals who are
high in Conscientiousness are likely to
bring desirable qualities to their positions
as Bridges. Conscientious individuals
tend to have high standards of their own
work. At its extreme, a tendency toward
perfectionism can slow progress, but
when progress and quality are checked
only at intermittent times, the individuals
themselves must be the ones ensuring that
work is done well throughout the process.
The Bridges challenge: bridging
the distance
Like other new teams, Bridges may have
initial challenges associated with their
startup stages, as workers establish best
practices, adjust to a new set of tasks,
and assume novel team-specific roles.
Therefore, the helping propensity that
characterizes high Agreeableness is again
valued. Team members who have worked
together for a period of time, even if their
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contact is limited to remote, internet-based
interactions, gradually build expectations
and develop a rapport. They come to
understand that one team member’s online
style is to frequently send short messages,
for example, or to convey appreciation via
informal means such as by sharing gifs or
emojis. Bridges teams may need time to
establish their own communicative culture.
The use of varied communication channels
may contribute to this understanding -combining an instant messaging platform
with daily video chats, for example,
leverages two mediums and diversifies
the so-called “comfort zone,” so that
individuals who prefer verbal explanations
have an opportunity to share those, and
those who prefer brief written give-andtake exchanges can utilize those at other
times as well.
Given the greater independence of
telecommuting employment, in which
a large percentage of the day may
not involve active communication with
colleagues, the interpersonal load is
less and the process management load
is greater. Individuals on Bridges teams
need to have strong self sufficiency
and task orientation. Researchers have
found that high Conscientiousness is
associated with behaviors that facilitate
accomplishing goals, such as organizing
activities and persisting over obstacles.
Since individuals working remotely can’t
walk into an adjacent office to seek help
troubleshooting an issue right as it arises,
they must instead be adept at solving
problems with greater independence -and not becoming distracted when stymied
by an impediment to productivity. This is
especially important for Bridges teams,
who have two combined challenges: one,
they lack a level of familiarity among team
members and are able to use only limited

methods of cultivating friendly relationships
among them, and two, they require
considerable self-monitoring and progress
toward goals.
Fostering psychological safety in the
virtual workspace
Google’s Project Aristotle, the
organization’s deep dive into the
characteristics of teams that are both
productive and include highly satisfied
members, honed in on “psychological
safety” as a key factor characterizing
the best teams. At its core, this measure
addresses the extent to which team
members feel comfortable on their teams,
viewing them as zones in which ideas,
questions, and acknowledgements of
missteps are met with positivity rather than
ill will. For virtual teams, psychological
safety may represent a relatively elusive
phenomenon. When we’re not sharing a
physical space and don’t see and talk to
each other throughout our work days, how
can we build this shared sense of ease?
Research has shown that even in limited
virtual interactions, individuals are prone to
feeling a sense of exclusion. In developing
the field of “social cognitive neuroscience,”
researchers developed a simple online
game called “Cyberball.” This involved a
simple “tossing” of a virtual ball among
three players. When study participants
perceived that the other two players
were tossing the ball between themselves
and excluding them, participants’ brains
responded in a predictable way, showing
regions of activity comparable to patterns
associated with the experience of physical
pain. In other words, individuals find
it aversive to be excluded, even with
simple and seemingly inconsequential
experiences in virtual formats. This could
have important implications for Bridges.
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When online exchanges visibly and
regularly involve only a subset of members,
that could create a damaging feeling of
exclusion. Regularly scheduled virtual chats
in which only some members contribute
while others listen passively, even invisibly,
should be avoided.
More team members = less effort
from each?
A concept long understood by social
psychologists is “social loafing.” To
understand this, consider how it was first
demonstrated experimentally. In the classic
tug of war game, individuals each help
pull a rope. Early researchers showed that
when team members are added, the effort
of each individual puller is diminished.
The effect grows as the team grows: each
individual does less and less. Bridges must
be mindful of this tendency, since they have
a larger number of members. How can
this phenomenon be overcome? Research
suggests some solutions.
One, team members may not feel as if
their contributions to a group effort can be
readily identified or evaluated. To address
this, communicate clearly defined tasks
for each team member, and ensure that
the team as a whole has an opportunity
to understand each member’s tasks. Two,
relatedly, members of larger teams may not
attend as much themselves to their own
performance. Providing opportunities to
self-assess may re-direct attention to the
individual’s effort.
Three, social loafing may be hastened by
each team member’s not believing that
their efforts are needed. If I don’t perceive
myself as a key member of this team whose
contributions are vital, I may exert less
effort. Again, communicating the team’s
needs, and how those needs will be met

by each team member, can mitigate this
feeling. Seeking input from all parties
and recognizing progress -- not merely
rewarding success -- may be beneficial.
Another factor in social loafing represents
a mixed scenario for Bridges. On the one
hand, Bridges conduct their team business
in different physical settings and are
limited to virtual interactions, so the risk of
“blending into the crowd” is considerable.
For Bridges in particular, there is thus a
double load on the perception that I as an
individual don’t really matter: I’m just one
role player among many, and I’m working
in an isolated physical space, where others
can’t “see” my effort. On the other hand,
another contributor to social loafing occurs
when individuals are in the presence of
others -- there are others here to diffuse
the effect of what occurs. Psychologists
call this “arousal reduction.” Since Bridges
are not in each other’s presence, feedback
and consequences are not experienced
as a shared impact that is de-motivating.
While it is good for Bridges to feel like
a team in many respects, working within
a set of individual benchmarks and
accountability measures has an advantage
to reduce social loafing. As always, open
communication among team members, and
reducing the opportunity to be anonymous
are both essential.

Team members need to see,
know, and report in to each
other. Other strategies can
be helpful as well. Consider
forming smaller sub-groups
within the larger team,
for example.
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Partners
Partners teams are smaller groups (a half
dozen or fewer) who work in traditional,
face-to-face settings. Newly formed or
long-standing, their core features are
their small size and the opportunity for
team members to work in close contact
with each other. These teams are likely
to co-produce via frequent discussion,
side by side task sharing, and informal
testing or troubleshooting -- true hands-on
partnerships. With fewer calendars to align
or participants to inform, there is a greater
likelihood of flexibility in the manner in
which the team comes into contact, with
the possibility of shorter but more frequent
in-person exchanges than larger groups
can manage. Small teams, though they
may be more limited in how much they can
produce, may be more nimble and have a
differing pattern of production than their
larger counterparts.
Let’s first consider steps that can guide
the development of a Partners team. The
process begins by considering which Big
Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others
to create the “best fit.”
Creating a best-fit Partners team:

Consider the profiles of your existing team
members, or available candidates for a new
team, as applicable.
The assembled team should resemble
the goal profile as much as possible,
particularly in leadership positions.
The team should place high
priority on individuals with high
levels of Agreeableness.
In addition, the team should have
more individuals high in Openness
and Emotional Stability than low
in these parameters. A team heavy
on high-Extraversion members
may be balanced with lowerExtraversion members..
Conscientiousness levels can
be diverse.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones.

Begin with these Big Five parameters
in mind:

O+ C= E= A+ ES+
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Customizing Partners teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.
When Thinking and Creating:
Extraversion combined with
Openness is conducive to groupgenerated innovation. Partners
teams have the opportunity to
engage in considerable face to
face discussion, which will be
utilized most effectively by these
higher-E, higher-O individuals.
Since these groups are smaller,
the proactive spirit that often
accompanies high Extraversion
may make contributors more likely
to instigate the spontaneous,
informal idea exchanges that
can be a key asset of a Partners
team focused in this thinking and
creating domain.
When Organizing and Managing:
With few role players and
workflow dependent upon each
individual being productive,
Partners with organizational
and managerial priorities need
to possess a can-do spirit. High
Conscientiousness may do well in
juggling component parts, while
high Agreeableness facilitates
these parts working together in
concert.
When Doing and Delivering:
These teams must often prioritize
efficiency to ensure that a product
or service is fully developed
and provided to the client or
customer. Benchmarks, rather

than proposals, are more likely
to be the focus of face to
face meetings. These teams
may therefore prioritize high
Conscientiousness and deemphasize Extraversion. With
the end user awaiting results,
high Emotional Stability is
of value here, as these team
members will need to be
undaunted by setbacks and
maintain measures-driven focus
without the benefit of having
several team members
with whom they can
share responsibility.

A closer look at the dynamics
of Partners
Putting our minds together
Partners teams have an important
characteristic: they are composed only
of personnel who share core features in
common such as job title and/or seniority
level. An example Partners team is a
group of four managers working together
to develop a new employee evaluation
system. Three technical writers coproducing a revision to a product manual
would also be a Partners team. The goal of
assembling a Partners team is to gain an
additive effect from individuals with shared
expertise -- the “two heads are better than
one” principle.
The built-in parity of Partners teams makes
them better suited to certain personality
types than others. For example, low
Agreeableness can often be accompanied
by a competitive attitude, which can
manifest as being argumentative. Since
Partners work in close contact with
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workplace peers with whom they possess
a relatively large degree of overlap,
competitive tendencies may be especially
triggered. Therefore, low Agreeableness
should be avoided, and the relatively
collaborative spirit of high Agreeableness
individuals sought out. This helps the
team achieve gains from each additional
member, rather than experiencing drag
from differing approaches that effectively
cancel each other out, so to speak. When
team members are all on the same level,
and no individual is therefore naturally
accustomed to acting in a supervisory role
over others, the need for awareness of
others’ experience may be more acute,
with less built-in impetus to possess
this awareness. Research has found that
Agreeableness is again of benefit, as
it is associated with higher empathy in
professional contexts.
Finding common ground
Partners teams can be new or old.
When they are newly formed, they may
experience some startup challenges
associated with an unfamiliar arrangement.
However, this is likely to be less of a
concern in these smaller circles than they
are for bigger groups. In a smaller team,
familiarity -- or lack thereof -- may not be as
consequential. Simply put, there are fewer
counterparts to develop a rapport with. In
addition, members of smaller teams are
more likely to experience personalized
interactions with teammates that may
include more opportunities for shared
humor, disclosure, and the like -- so a lack
of familiarity to begin with is more readily
overcome in these smaller settings. Finally,
given that Partners include members
with similar roles and backgrounds, while
there may be a greater potential for
competitiveness among members, there
is also more common ground -- shared

In addition,
members of smaller
teams are more
likely to experience
personalized
interactions with
teammates that
may include more
opportunities for
shared humor,
disclosure, and
the like
so a lack of
familiarity to begin
with is more readily
overcome in these
smaller settings.
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philosophies, past experiences, and
knowledge can all be leveraged for their
inherent affiliative benefits.
Informal horizontal networks: adding
value to Partners
The small size, uniformity, and workplacebased approach of Partners are conducive
to more frequent but shorter exchanges,
impromptu dialogue, and progress made
outside of a formal arrangement, such as
a spontaneous lunchtime exchange that
leads to an innovation. The relationships
among team members that these
build from, sometimes called informal
“horizontal networks,” can bolster the
benefit of the more structured and
scheduled team production time. Workers
with higher Openness may be more
willing to work outside of set times and
formats, and thus take advantage of this
Partners potential. For teams afforded
this flexibility to communicate on an
as-needed basis, the short-but-frequent
nature of their exchanges may be a good
fit for lower Extraversion personnel, who
may be less apt to engage in extended
back-and-forth of lower immediate
relevance to the tasks at hand.

Psychological safety is not thought to be
a characteristic an individual carries with
them from one context to another -- it
is instead context-specific, characteristic
of a team as a whole. Psychological
safety is, in other words, a group-level
phenomenon. For Partners, it is important
to achieve a balance of interactions. The
afore-mentioned informal interactions that
Partners can utilize can be beneficial and
spur productivity, representing a unique
Partners advantage. However, it is also
essential that Partners teams, even though
small, feel like a team, and identify as
such. Research suggests that psychological
safety can be fostered by encouraging
engagement with the team, so that it is the
team’s goals, and not the individual’s, that
are the focus.

However, it is also
essential that Partners
teams, even though small,
feel like a team, and
identify as such.

Promoting psychological safety
among Partners
Recall the concept of “psychological
safety”, discussed above: the belief
that taking risks -- asking questions,
offering new ideas, or acknowledging
earlier missteps -- will not be met with
ridicule. While methods proposed to
enhance this belief are many, they include
demonstrating compassion and kindness
and tolerating vulnerability.
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Connectors
Connectors teams are small groups that
work in the same physical setting and
include both older, existing teams and
newly-assembled ones. Their core features
are their small size, mixed composition,
and the opportunity for team members
to work in close contact with each other.
These often-diverse teams are likely to
co-produce via frequent discussion, side
by side task sharing, and informal testing
or troubleshooting -- thus, they have the
opportunity to build connections. With
fewer calendars to align or participants
to inform, there is a greater likelihood of
flexibility in the manner in which the team
comes into contact, with the possibility
of shorter but more frequent in-person
exchanges than larger groups can manage.
Small teams, though they may be more
limited in how much they can produce,
may be more nimble and have a differing
pattern of production than their larger
counterparts.
Let’s first consider steps that can guide
the development of a Connectors team.
The process begins by considering which
Big Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others to
create the “best fit.”
Creating a best-fit Connectors team:

Consider the profiles of your existing team
members, or available candidates for a new
team, as applicable.
The assembled team should resemble
the goal profile as much as possible,
particularly in leadership positions.
The team should place high priority
on individuals with high levels of
Openness and those with high
levels of Emotional Stability. The
combination of the two in a single
individual represents a great match for
a Connector.
In addition, the team should
have more individuals high in
Conscientiousness and Agreeableness
than low in these parameters.
Extraversion levels can be diverse,
customized to have higher or lower
levels depending upon the team’s
functional priorities.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones.

Begin with these Big Five parameters
in mind:

O= C= E= A+ ES+
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Customizing Connectors teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.

When Thinking and Creating:
Extraversion combined with
Openness is conducive to groupgenerated innovation. Connectors
teams have the opportunity to
engage in considerable face to
face discussion, which will be
utilized most effectively by these
higher-E, higher-O individuals -especially important since these
discussions are likely to involve
communicating with someone
with more seniority or a vastly
different skill set than oneself.
Since these groups are smaller,
the proactive spirit that often
accompanies high Extraversion
may make contributors more likely
to instigate the spontaneous,
informal idea exchanges that can
be a key asset of a Connectors
team focused in this thinking and
creating domain.
When Organizing and Managing:
With few role players and workflow
dependent upon each individual
being productive, Connectors with
organizational and managerial
priorities need to possess a cando spirit. High Conscientiousness
may do well in juggling component
parts, while high Agreeableness
facilitates these parts working
together in concert. Agreeableness
is also a good addition when
oversight roles fall across job
titles, to understand that even if
I don’t know how to perform a

job function, I have empathy to
appreciate the time frame and
accommodations needed by
those performing that function.
When Doing and Delivering:
These teams must often
prioritize efficiency to ensure
that a product or service is fully
developed and provided to the
client or customer. Benchmarks,
rather than proposals, are more
likely to be the focus of face
to face meetings. These teams
may therefore prioritize high
Conscientiousness and deemphasize Extraversion. With
the end user awaiting results,
high Emotional Stability is
of value here, as these team
members will need to be
undaunted by setbacks and
maintain measures-driven focus
without the benefit of having
several team members with
whom they can
share responsibility.

A Closer Look At The Dynamics
Of Connectors
Bringing different role-players together
A principal feature of Connectors teams
are their compositions. While many
workplace teams may include members
with the same job titles or seniority levels,
Connectors represent a cross-section of
skills and backgrounds. Here’s an example
Connectors team: a Physician’s Assistant
with seven years’ in an organization, a lead
RN with 14 years of experience, a medical
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Given the potential for
high task importance
and the dependence
of the team on each
member, Connectors
teams benefit from
High Conscientiousness
contributors.
High-C workers have
been found to be
proactive in their
workplace behaviors.

business manager, and a Medical Assistant
working together to pilot a check-in policy
and procedure for a new after-hours clinic.
Why does being same- or mixedcomposition matter for these small inperson groups? When there are fewer
team members, each member is likely
to be the lone individual representing a
given job title or level. In the example of
the after-hours clinic, the PA is the only
PA, the manager the only manager, etc. If
there’s only one individual on our medical
team who has experience in medical
triage, for example, all insights about initial
examination times will come from this one
team member. Relatedly, full responsibility
for many functional tasks is likely to fall
to just one individual. In addition, the
potential for task asymmetry in this group
does not have a diffused impact across
several individuals. Asymmetry in task
dependence means that one individual
needs more help from a teammate to
complete their task than that individual
requires in return to complete theirs. If
one member is the lone teammate with a
certain expertise, any pull of asymmetry in
task dependence fall disproportionately on
that member.
Given the potential for high task
importance and the dependence of the
team on each member, Connectors teams
benefit from high Conscientiousness
contributors. In addition to strong task
orientation and vigilance in conducting the
team’s business responsibly, high-C workers
have been found to be proactive in their
workplace behaviors. Again, if an individual
is the lone team member with a given
skill set or expertise, the team’s ability
to benefit from that skill or knowledge
depends upon the performance of just
that individual. Anticipating where added
value can be provided, and addressing
39

Big Five team types: Connectors
where one’s unique value can be effectively
applied, are desirable behaviors for
Connectors. Finally, given the greater
potential for scrutiny on each individual,
coupled with the inability to rely on
others to fulfill a specific role, Connectors
should be higher in Emotional Stability.
Connectors need to be contributors, skilled
in both performing autonomously and
in negotiating their contribution within a
narrow, asymmetric team structure.
A benefit of blending: cross-pollination
Connectors teams have an important asset:
their diversity in composition makes them
fruitful ground for cross-pollination. While
two individuals with the same job titles
and career backgrounds may be prone
to simply echoing each other at times,
Connectors have the potential to benefit
from differing perspectives, experience,
and expertise. The close proximity of
Connectors to each other in a shared work
space can further enhance this potential,
with ideas exchanged while still being
developed, informal brainstorming, and the
opportunity to seek quick feedback within
a multi-part process or simply to “bounce
ideas off each other.” High Openness
and high Agreeableness are both wellpositioned to take advantage of this
Connector asset.
Promoting psychological safety
among Connectors
Recall the concept of “psychological
safety”, discussed above: the belief
that taking risks -- asking questions,
offering new ideas, or acknowledging
earlier missteps -- will not be met with
ridicule. While methods proposed to
enhance this belief are many, they include
demonstrating compassion and kindness
and tolerating vulnerability.

Psychological safety is not thought to be
a characteristic an individual carries with
them from one context to another -- it is
instead context-specific, characteristic of a
team as a whole. Psychological safety is, in
other words, a group-level phenomenon.
For Connectors, it is important to achieve
a balance of interactions. The aforementioned informal interactions that
Connectors can utilize can be beneficial
and spur productivity, representing a
unique Connectors advantage. However,
it is also essential that Connectors teams,
even though small, feel like a team, and
identify as such. Research suggests that
psychological safety can be fostered by
encouraging engagement with the team,
so that it is the team’s goals, and not the
individual’s, that are the focus.
Since Connectors combine role players
who may have differing seniority and
influence, and who likely bring varying skill
sets and expertise to their roles, the need
to build a sense of a team identity may
pose a greater challenge than it would for
homogenous teams. Individuals high in
Openness may enhance this team-building
effort by being more accepting of novel
arrangements (“I’m an IT specialist working
in a new role with an HR manager”).

Additionally, workers with
high Agreeableness scores
are often ones who are
well-suited to teamwork,
so they will be more apt
to promote a sense of
cohesion within the small
Connectors setting.
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Sentinels
A “sentinel” works away from a home base,
ensuring the wellbeing of the base from a
distance. Similarly, Sentinels work for the
team, but do so from independent hubs.
If a larger, long-term group working side
by side represents a traditional workplace
scenario, Sentinels teams may be a true
21st century contrast, with small numbers
of workers collaborating via remote
channels. Sentinels are, like other small
groups, able to adapt and innovate their
workflow practices. They benefit from
the familiarity members have with each
other, and their members can customize
their work settings and schedules. The
challenge to achieve a “team spirit” may
be especially acute for Sentinels, who are
both small in numbers and not in each
other’s presence.
Let’s first consider steps that can guide
the development of a Sentinels team. The
process begins by considering which Big
Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others to
create the “best fit.”
Creating a best-fit Sentinels team:
Begin with these Big Five parameters
in mind:

O= C+ E- A+ ES=
Consider the profiles of your existing team
members, including role players who could
be added.
The assembled team should resemble
the goal profile as much as possible,
particularly in leadership positions.

The team should place high priority
on individuals with high levels of
Conscientiousness.
In addition, the team should
have more individuals high in
Agreeableness than low in this
parameter.
Openness levels can be diverse,
customized to have higher or lower
levels depending upon the team’s
functional priorities.
High Extraversion individuals may not
be the best fits, or may need to be
accommodated, since Sentinels often
work alone and more logistical effort is
required to engage with each other in
a productive, creative fashion.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones
Customizing Sentinels teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.
When Thinking and Creating:
Openness is conducive to
innovation. Sentinels on these
innovation-centered teams need
to be able to engage in expansive,
creative thinking independently,
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without the encouragement
of frequent contact with
collaborators. With less
opportunity to have ideas quickly
vetted by teammates, Sentinels
thinkers and creators benefit from
high Emotional Stability.
When Organizing and Managing:
A Sentinels team tasked with
organizing and managing needs
to itself be managed well to
ensure that the few individual
role players are well-coordinated,
a particularly demanding task
given that participants are likely
operating in different time zones
and have customized schedules.
High Conscientiousness may do
well in this oversight role, while
high Agreeableness facilitates
component parts working
together in concert.
When Doing and Delivering:
These teams must often prioritize
efficiency to ensure that a product
or service is fully developed
and provided to the client or
customer. These Sentinels teams
may therefore prioritize high
Conscientiousness and deemphasize Extraversion. With the
end user awaiting results, high
Emotional Stability is of value
here, as these team members will
need to be undaunted by setbacks
and maintain measures-driven
focus -- without the structure of a
shared workspace or the benefit
of having several collaborators to
diffuse the effects of
customer demands.

A closer look at the dynamics
of Sentinels
Expanding the talent pool: Incorporating
remote workers who telecommute
Many contemporary organizations place
a greater emphasis on seeking talent
and specialized skill sets than on hiring
individuals who reside within a given
geographical area. Certain tasks -- and
therefore, certain teams -- may allow nearly
all communication among team members
to occur via remote access. Communication
can take various forms, from traditional
email and voice calls to instant messaging
platforms to virtual meetings using videochat software. Team members therefore
may be located in numerous physical
spaces, including shared offices or the
casual environment of a home-based
workspace. Teams that rely primarily
on virtual communication, and lack the
immediacy and camaraderie-building
opportunities of a shared environment,
have unique needs for personality
characteristics among members.
Direct interaction time among Sentinels
is limited. Workers must complete their
work without the benefit of significant time
devoted to real-time information exchange.
Ideas are less likely to remain nascent by
the time they reach the discussion phase,
and therefore must be brought through
early stages independently. Similarly,
Sentinels can’t simply lean a chair toward
a colleague in an adjacent cubicle to ask a
question or check a task for accuracy. They
need to be relatively self-sufficient and
oriented toward problem solving.
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Freedom brings responsibility
The work Sentinels do for their teams
is undertaken in an autonomous and
independent fashion. Moreover, those who
work from individual (often home-based)
locations work on an honor system in
which final work product generally receives
greater scrutiny than the process it took
to generate the product. Home-based
workers have the flexibility to manage their
productive time on their own terms without
attention paid to workplace appearances
and decorum. This may be freeing for
many, allowing irregular patterns of
productivity consistent with an individual’s
thinking and learning style, indulging
idiosyncrasies such as listening to music or
sitting on a floor, and engaging in work at
odd hours. However, this does also require
one to self-monitor gradual progress and to
limit distractions. Some individuals may find
that they benefit and are more productive
when they are free to eat a snack or read
unrelated material whenever they desire.
Others may simply be less productive in
this self-policing mode as more time is
spent off-task.
In Big Five terms, individuals who are
high in Conscientiousness are likely to
bring desirable qualities to their position
as Sentinels. Conscientious individuals
tend to have high standards of their own
work. At its extreme, a tendency toward
perfectionism can slow progress, but
when progress and quality are checked
only at intermittent times, the individuals
themselves must be the ones ensuring that
work is done well throughout the process.
Sentinels, not lone wolves
As indicated above, a “sentinel” is an
individual who stands guard over a place
from a distant outpost. Their purpose is to
ensure the wellbeing of a home base. This

is in sharp contrast to a so-called “lone
wolf”, who acts as an individual and is
motivated by the self. Sentinel teams are
so named because of the reality of their
working in independent, often isolated
settings. However, they are at their core
acting as part of a group -- which, as with
all teams, remains an important ideal
feature of their workplace behaviors.
Sentinels teams are small groups who
meet only in virtual settings. For those with
mixed composition, each team member
may have a unique task not shared with
others. With each team member working
in their own physical space, only a small
number of contributors, and in some cases
a lack of task-sharing due to varying skill
sets and expertise, effort may be required
for Sentinels to truly collaborate. Recall that
a team is interdependent, not simply cogenerating work product. Sentinels, like all
teams, should be thought of as networks or
webs, not as parallel producers. To facilitate
sound teamwork, extended spans without
contact should be avoided. Opportunities
for extended, open dialogue should be
cultivated, to mimic the opportunities for
discussion available to teams in the same
workplace. Team members who are high
in Agreeableness are those who gravitate
readily toward teamwork, whose presence
may help facilitate idea sharing, mutual
benefit, and team identity.
Fostering psychological safety in the
virtual workspace
Google’s Project Aristotle, the
organization’s deep dive into the
characteristics of teams that are both
productive and include highly satisfied
members, honed in on “psychological
safety” as a key factor characterizing
the best teams. At its core, this measure
addresses the extent to which team
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members feel comfortable on their teams,
viewing them as zones in which ideas,
questions, and acknowledgements of
missteps are met with positivity rather than
ill will. For virtual teams, psychological
safety may represent a relatively elusive
phenomenon. When we’re not sharing a
physical space and don’t see and talk to
each other throughout our work days, how
can we build this shared sense of ease?
Research has shown that even in limited
virtual interactions, individuals are prone to
feeling a sense of exclusion. In developing
the field of “social cognitive neuroscience,”
researchers developed a simple online
game called “Cyberball.” This involved a
simple “tossing” of a virtual ball among
three players. When study participants
perceived that the other two players
were tossing the ball between themselves
and excluding them, participants’ brains
responded in a predictable way, showing
regions of activity comparable to patterns
associated with the experience of physical
pain. In other words, individuals find it
aversive to be excluded, even with simple
and seemingly inconsequential experiences
in virtual formats.

Practically speaking, regularly scheduled
virtual chats in which only some members
contribute while others listen passively,
even invisibly, should be avoided. The
small size of Sentinels teams combats
the propensity of team members to feel
invisible and inconsequential.

However, even with
their small size, Sentinels
teams should be mindful
of the need to involve all
members, making sure
each has a voice within the
team and the opportunity
to be heard.

This could have important implications for
Sentinels. When online exchanges visibly
and regularly involve only one pair within
this small team, for example, that could
create a damaging feeling of exclusion
for the few remaining members. Since
Sentinels teams are small, an excluded
team member may feel singled out, the
only one without an affiliative bond with
the others. Past work histories on previous
projects among Sentinels should be
addressed when new significant projects
are undertaken, to avoid a cumulative
effect of prior concerns. Milestones and
distinct projects should be leveraged as an
opportunity for a “fresh start.”
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Trailblazers
Trailblazers derive their name from the
novelty of their setup: composed of
members who have not worked together
as teammates, they represent a new team
structure characteristic of an increasing
number of modern workplaces. Their
contact is principally online -- so Trailblazers
must adapt to new roles within a small
team, and they must do so from a literal
distance. They differ from long-standing
teams in this adaptive challenge, as they
combine contributors unaccustomed to
working together.
Let’s first consider steps that can guide
the development of a Trailblazers team.
The process begins by considering which
Big Five personality factors are well-suited
to these teams, and which may require
accommodations or balance with others to
create the “best fit.”
Creating a best-fit Trailblazers team:
Begin with these Big Five parameters
in mind:

O+ C+ E= A+ ES=
Consider the profiles of your available
candidates to include on this team.
The assembled team should resemble
the goal profile as much as possible,
particularly in leadership positions.
The team should place high
priority on individuals with high
levels of Openness and high levels
of Conscientiousness, and the
combination of high levels of both
in a single individual is of
particularly high value.

The team should have more
individuals high in Agreeableness than
low in this parameter.
Extraversion levels can be diverse,
and customized depending upon
the team’s functional priorities. High
Extraversion individuals may thrive
early in the team’s tenure as members,
unaccustomed to working together,
must learn about each other’s work
habits and temperaments. Over the
long term, you may find, however, that
particularly high Extraversion may not
be the best fit here, since Trailblazer’s
teamwork is often undertaken alone
and more logistical effort is required
to engage with each other in a
productive, creative fashion.
Higher Emotional Stability is often
desirable, and would work well on
a Trailblazers team. However, virtual
teams may be a good home for any
low ES workers among your corps,
as the flexibility and privacy of a
remote working environment may
provide a better coping setting for
the challenges low-ES contributors
may face. When individuals possess
knowledge and talents desirable
for the tasks at hand but also have
personality traits that could represent
a potential liability, placing them into
team structures best-suited to those
personality factors helps ensure you
derive maximum benefit from their
valuable skill set.
In addition to considering the balance
achieved for each trait, individuals who are
poor matches on three or more dimensions
should be evaluated with particular caution,
even if their traits balance with others.
Thus, the task of team building is not
simply achieving balance, but prioritizing
good matches and avoiding poor ones.
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Customizing Trailblazers teams based on
functional priorities:
The above parameters can be customized
in light of the work the team will be doing.

When Thinking and Creating:
Openness is conducive to
innovation, and is well-suited
to dealing with new situations.
Trailblazers on these innovationcentered teams need to be able
to engage in expansive, creative
thinking independently, without the
encouragement of frequent contact
with collaborators. Moreover,
Trailblazers must be willing to
propose new ideas to team
members with whom they have not
had this idea-sharing experience
in the past. With less opportunity
to have ideas quickly vetted by
teammates, Trailblazers who are
thinkers and creators benefit from
high Emotional Stability.
When Organizing and Managing:
A Trailblazers team tasked with
organizing and managing needs
to itself be managed well to
ensure that the few individual
role players are well-coordinated,
a particularly demanding task
given that participants are likely
operating in different time zones,
have customized schedules, and
have not been teammates in the
past. High Conscientiousness may
do well in this oversight role, while
high Agreeableness facilitates
component parts working together
in concert.

When Doing and Delivering:
These teams must often prioritize
efficiency to ensure that a product
or service is fully developed
and provided to the client or
customer. These Trailblazers
teams may therefore prioritize
high Conscientiousness and deemphasize Extraversion. With the
end user awaiting results, high
Emotional Stability is of value here,
as these team members will need
to be undaunted by setbacks and
maintain measures-driven focus
-- without the structure of a shared
workspace or the benefit of having
several collaborators to diffuse the
effects of customer demands.

A closer look at the dynamics
of Trailblazers
Expanding the talent pool: Incorporating
remote workers who telecommute
Many contemporary organizations place
a greater emphasis on seeking talent
and specialized skill sets than on hiring
individuals who reside within a given
geographical area. Certain tasks -- and
therefore, certain teams -- may allow nearly
all communication among team members
to occur via remote access. Communication
can take various forms, from traditional
email and voice calls to instant messaging
platforms to virtual meetings using videochat software. Team members therefore
may be located in numerous physical
spaces, including shared offices or the
casual environment of a home-based
workspace. Trailblazers rely primarily
on virtual communication, and lack the
immediacy and camaraderie-building
opportunities of a shared environment.
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Direct interaction time among Trailblazers
is limited. Workers must complete their
tasks without the benefit of significant time
devoted to real-time information exchange.
Ideas are more likely to be brought through
early stages independently. Similarly,
Trailblazers can’t simply lean a chair toward
a colleague in an adjacent cubicle to ask a
question or check a task for accuracy. They
need to be relatively self-sufficient and
oriented toward problem solving.
Freedom brings responsibility
The work Trailblazers do for their teams
is undertaken in an autonomous and
independent fashion. Moreover, those who
work from individual (often home-based)
locations work on an honor system in which
final work product generally receives greater
scrutiny than the process it took to generate
the product. Home-based workers have the
flexibility to manage their productive time
on their own terms without attention paid to
workplace appearances and decorum. This
may be freeing for many, allowing irregular
patterns of productivity consistent with
an individual’s thinking and learning style,
indulging idiosyncrasies such as listening to
music or sitting on a floor, and engaging in
work at odd hours. However, this does also
require one to self-monitor gradual progress
and to limit distractions. Some individuals
may find that they benefit and are more
productive when they are free to eat a
snack or take a break whenever they desire.
Others may simply be less productive in this
self-policing mode as more time is spent
off-task.
In Big Five terms, individuals who are high
in Conscientiousness are likely to bring
desirable qualities to their positions as
Trailblazers. Conscientious individuals
tend to have high standards of their own
work. At its extreme, a tendency toward

perfectionism can slow progress, but
when progress and quality are checked
only at intermittent times, the individuals
themselves must be the ones ensuring that
work is done well throughout the process.
The Trailblazers challenge: navigating
far-flung pathways
Like other new teams, Trailblazers may
have initial challenges associated with
their startup stages, as workers establish
best practices, adjust to a new set of tasks,
and assume novel team-specific roles.
Therefore, the helping propensity that
characterizes high Agreeableness is again
valued. Team members who have worked
together for a period of time, even if their
contact is limited to remote, internet-based
interactions, gradually build expectations
and develop a rapport. They come to
understand that one team member’s online
style is to frequently send short messages,
for example, or to convey appreciation via
informal means such as by sharing gifs
or emojis.
Trailblazers teams may need time to
establish their own communicative culture,
even on a small scale for a team of a half
dozen members or fewer. The use of varied
communication channels may contribute to
this understanding -- combining an instant
messaging platform with daily video chats,
for example, leverages two mediums and
diversifies the so-called “comfort zone,”
so that individuals who prefer verbal
explanations have an opportunity to share
those, and those who prefer brief written
give-and-take exchanges can utilize those
at other times as well.
Given the greater independence of
telecommuting employment, in which
a large percentage of the day may
not involve active communication with
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colleagues, the interpersonal load is less
and the process management load is
greater. Individuals on Trailblazers teams
need to have strong self sufficiency
and task orientation. Researchers have
found that high Conscientiousness is
associated with behaviors that facilitate
accomplishing goals, such as organizing
activities and persisting over obstacles.
Since individuals working remotely can’t
walk into an adjacent office to seek help
troubleshooting an issue right as it arises,
they must instead be adept at solving
problems with greater independence
-- and not becoming distracted when
stymied by an impediment to productivity.
This is especially important for Trailblazers,
who have two combined challenges: one,
they lack a level of familiarity among
team members and are able to use only
limited methods of cultivating friendly
relationships among them, and two, they
require considerable self-monitoring and
progress toward goals.
Fostering psychological safety in the
virtual workspace
Google’s Project Aristotle, the
organization’s deep dive into the
characteristics of teams that are both
productive and include highly satisfied
members, honed in on “psychological
safety” as a key factor characterizing
the best teams. At its core, this measure
addresses the extent to which team
members feel comfortable on their
teams, viewing them as zones in which
ideas, questions, and acknowledgements
of missteps are met with positivity
rather than ill will. For virtual teams,
psychological safety may represent a
relatively elusive phenomenon. When
we’re not sharing a physical space
and don’t see and talk to each other
throughout our work days, how can we
build this shared sense of ease?

Research has shown that even in limited
virtual interactions, and even when there
are small numbers of people interacting,
individuals are prone to feeling a sense
of exclusion. In developing the field
of “social cognitive neuroscience,”
researchers developed a simple online
game called “Cyberball.” This involved a
simple “tossing” of a virtual ball among
three players. When study participants
perceived that the other two players
were tossing the ball between themselves
and excluding them, participants’ brains
responded in a predictable way, showing
regions of activity comparable to patterns
associated with the experience of physical
pain. In other words, individuals find
it aversive to be excluded, even with
simple and seemingly inconsequential
experiences in virtual formats. This
could have important implications for
Trailblazers. When online exchanges visibly
and regularly involve only a single pair
within the team, for example, that could
create a damaging feeling of exclusion
for the few remaining members. Regularly
scheduled virtual chats in which only
some members contribute while others
listen passively, even invisibly, should be
avoided. The small size of Trailblazers
teams should be considered an asset, as
there is sufficient time for each of the few
members to communicate with others and
thus build a sense of playing an important
role within the team.
A note about functional priorities:
teams can shift with time and context
A team’s functional priorities need not be
viewed as fixed and unchanging. Mindful
of the fluid nature of the team’s functions,
the figure below guides our thinking
about the varying functional priorities of
different teams. In global terms, teams
are likely to be characterized by one of
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these three primary functions as their
principal tasks at a given time, with the
other two categories of lesser importance.
Note, however, that the image depicts
each task category not as fixed and rigid,
but able to expand, adapt, and move up
or down in importance relative to other
needs. Personality assessments can help
organizations create a “best fit” match
between these functional priorities and
the characteristics of team members.

Administrative
Support

Research and
Development

A team focused on administrative support
and a clerical role is likely to place greater
emphasis on “Organizing and Managing”,
while “Thinking and Creating” will be of
less value. In contrast, a Research and
Development team, which might depend
upon new ideas and innovations, has
“Thinking and Creating” as its core. There
are no hard and fast rules regarding what
organizational units require which core
functions -- this depends on context and
varies by project. A team focused on
Human Resources processes could rely
on each of the three behavioral areas for
example, depending upon the principal
task at hand.

Individuals also adapt and change
Relatedly, the contribution of an individual
team member can also vary as the
team adjusts, approaches new tasks,
or evolves in purpose. A worker should
not be characterized as a fixed factor,
independent of context. Instead, the
nature of an individual’s contribution can
vary, from one activity to another within a
team, from one point in time to another,
and from one team to another. A singer
who is one of twelve altos in a large
ensemble performing an opera is making
a different contribution than when he or
she is the lone alto in a quartet performing
at a park for an audience of children. It’s
the same individual, the same voice, but
adding importantly different value to the
two “teams.”
Similarly, this singer plays different roles
within a single performance. In the case
of the opera, the altos are silent at times,
then contribute to enhancing the sound
by supplying the harmony. Occasionally,
though, the altos may be required to carry
the melody.
Knowing these two variables -- the team’s
structural components and its functional
priorities, we have now considered
what Big Five personality characteristics
are best suited to different teams.
The final step remains: consider your
team members or candidates and what
personality compositions they possess.
Then, let’s address what these personality
traits overall may mean for teamwork,
and what practical steps one can take to
gain maximum benefit from workers’ traits
when developing or fine-tuning a team.
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Workforce development that
maximizes value
With the Team Structure and accompanying
Functional Priorities now well-defined
and an assessment of personality needs
therefore coming into focus, it’s time to
engage in the process of assembling the
team. Every team, regardless of size, will
possess an array of personality composites.
While the descriptions of Builders,
Affiliates, and the various team structures
above indicate which dimensions may be
favorable for which teams, a sound next
step is to take stock of what your existing
team members, or candidates for a team,
bring to the effort. Take a look at the
personality profiles of your team members
or candidates, including their standardized,
or “STEN”, scores for each of the Big Five
dimensions. Then, consider two questions.
Are the dimension scores for team
members evenly distributed along
each dimension or do they cluster in
particular places?
As a team, which aspects of
personality seem to dominate?

Each dimension, considered for a group
overall, represents a collection of strengths
that can be leveraged in the workplace and
pitfalls to be aware of as impediments to
maximum effectiveness. These positives
and cautions can be useful markers for
understanding how to gain the most
benefit from a team, or which candidates
would make good additions to bolster
strengths and minimize pitfalls.

Solving Problems
Openness
Delivering Results
Conscientiousness
Engaging With People
Extraversion
Influencing People
Agreeableness
Managing Pressure
Emotional Stability
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Solving Problems | Openness
High Openness (STEN 8-10):

Overall, a team abundant in Openness is
likely to be characterized by “big picture”
thinking. Novelty is welcome here, both in
new team arrangements and in devising
and implementing previously untested
approaches. Not stuck in well-worn ways
of thinking, high Openness teams will
look toward the future. Consider this
team to be packed with visionary ways
of thinking. Cautions are warranted, as
these high-O teams could be prone to
disjointed, inefficient processes as one
creative idea sparks another, and there’s a
risk of underappreciating well-established
procedures.

Suggested procedures to turn
pitfalls into strengths:
Provide a mechanism for
collecting new ideas to be
efficiently “saved” outside of a
task stream without premature
over-development before
discussion
Provide guideposts for which
tasks are flexible and which
are not

Low Openness (STEN 1-3):

Low Openness scores among team
members shouldn’t be considered a
drawback, and may be great fit for certain
teams and certain undertakings. Teams
with lower Openness scores will be well
suited to practical, realistic approaches -no heads in the clouds here. They’re more
likely to be stable, predictable, and draw
from experience. Details will receive their
due attention, and work is more likely to
be undertaken in a methodical, well-tested
fashion. These groups are not likely to
consider the future in bold ways, however,
and could be considered closed-minded
at times.

Suggested procedures to turn
pitfalls into strengths:
Provide scaffolding (i.e., gradual
introduction, partnered onboarding) when new procedures
and approaches must be
implemented.
Prompt members to set formal
goals at regular intervals to
encourage forward-focus

Develop a template for assessing
ideas with practical limits
included such as cost, workforce
hours required, resource
allocation, etc.

51

Considering assessment results

Delivering Results | Conscientiousness
High Conscientiousnes
(STEN 8-10):

High Conscientiousness is desirable across
many team structures and priorities,
as discussed in the team descriptions
above. Overall, high Conscientiousness
among team members will produce a
focused, results-driven team committed to
doing things objectively well. Deadlines,
standards, and attention to detail all
receive ample energy on high-C teams.
An area for growth could be this team’s
penchant for “settling in” too early in a
process, noses to the grindstone, and
rigidity in both procedures and product.
High-C teams could fatigue themselves
by insisting on long hours or excessively
high standards governing the “small stuff”
rather than focusing on the big picture.

Suggested procedures to turn
pitfalls into strengths:
Set limits on work hours by
restricting access to necessary
platforms, or require a moderate,
uniform approach (don’t let one
high-C individual work 14 hours
on a “day off”)
Seek opportunities for individuals
to articulate positive features of
their own work
Develop evaluation platform to
regularly assess task priorities

Low Conscientiousness
(STEN 1-3):

While a layperson’s understanding of being
“low in conscientiousness” may equate
to a negative view of an employee, this
measure has its place on well-composed,
effective teams. If your team produces
scores low in this dimension, that means
members are likely to have a flexible work
style, both in how they approach tasks
and in how they adjust to changing goals.
These workers are ready to customize
their experience, not wedded to either
prior convention or normative standards.
They’re eager to see endpoints, and may
thrive in short-term projects. Quality can
suffer if they indulge their desire to rush
through, and they may have difficulty with
follow-through. They’re also a poor match
for tackling tedious details.

Suggested procedures to turn
pitfalls into strengths:
Reach early consensus on how
work will be evaluated to avoid
everyone having a different
notion of “a job well done.”
Clarify measures of success and
how and when they will
be measured.
Assign teams with low-C
members to short-term projects
Develop micro-measures of
quality that can be self-assessed
throughout a task or project
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Engaging with People | Extraversion
High Extraversion (STEN 8-10):

Teams with high Extraversion scores
are likely to be livelier than others. The
group may pursue frequent high-energy
discussions, with some members at times
drawing attention to themselves with
comments, ideas and even antics. This
team will be up for a challenge, and will
be well equipped to engage over time
due to high stamina. These groups may
be relatively self sufficient as they are
composed of “doers” who are proactive
and comfortable with taking a risk. That
comfort level with risk could become a
liability if left unchecked, however, and the
team could find itself with members losing
focus as they overexert and grow bored
with present circumstances.

Suggested procedures to turn
pitfalls into strengths:
Without completely prohibiting
friendly chatter, provide
oversight to limit its extent.
Assign creative, outside the box
tasks to break up the work day.
For example, if a media team
needs actors for an informational
video, put the high-E teams on
the job.
Put procedures in place to vet
decisions prior to exposure to
clients and customers.

Low Extraversion (STEN 1-3):

Teams with an overall low Extraversion
score are unlikely to take undue risks.
They are rich in independent workers who
won’t get swept up in upswells of shortlived trends or distracted by irrelevant
stimulation. Their challenge may be in
achieving peak performance while working
in large teams, and may appear aloof
to newcomers. Engaging meaningfully
with others, an essential task of team
membership, may also not come naturally
to teams with several low-E contributors.

Suggested procedures to turn
pitfalls into strengths:
On larger teams, allow subsets
of smaller teams to be a frequent
communication channel.
Provide preparation time to
members tasked with presenting
material to team members, so
as not to put someone “on the
spot.” Provide meeting agendas
and make communication
expectations clear.
Provide frequent small deadlines
with adjustment time built
into the schedule to avoid
overthinking and make it clear
that changes are expected.
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Influencing People | Agreeableness
High Agreeableness (STEN 8-10):

If your team includes numerous members
with high Agreeableness scores, expect a
team in which interpersonal interactions are
valued. Highly Agreeable workers will be
loyal to each other, which includes trusting
that others are doing their part. They will
find person-to-person conflict especially
aversive and will value harmony. They are
at risk of becoming “people pleasers,” so
eager to avoid disunity that they let
errors slide.

Suggested procedures to turn
pitfalls into strengths:
Bring in personnel from
outside the team to objectively
evaluate members rather than
relying on their exclusively
assessing from within
De-prioritize tasks which rely
on negotiating with or
assessing the motivations
of outside parties such as
clients or competitors

Low Agreeableness (STEN 1-3):

Similar to conscientiousness, the
layperson’s reaction to a team gauged
to be primarily “low in agreeableness”
may well be negative. Although lowAgreeableness may sound undesirable, it
too can present a favorable composition for
certain teams. Teams with low-A members
can both dish it out and take it, so to speak
-- that is, they are comfortable expressing
criticism of others and receiving it as well.
They often have a natural competitive
spirit and are not distracted by excessive
concern for the individuals and matters
that are outside their control. They are firm,
effective in advocating for themselves and
finding routes to their desired outcomes.
Although they forge ahead, they may harm
others in their wake and have difficulty
cultivating valuable connections.

Suggested procedures to turn
pitfalls into strengths:
Facilitate trust in and concern
for others via informal social
activities such as catered lunches
or sponsored Happy Hours
Transfer competitive spirit into
leisure channels that mitigate
harm. Set up a workplace game
or betting pool, for example, or
foster healthy competition with
prosocial outcomes (competition
to raise more money for charity,
as an example)
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Managing Pressure | Emotional Stability
High Emotional Stability
(STEN 8-10):

Teams with abundant Emotional Stability
are likely to be resilient. Members are
unlikely to “sweat the small stuff”,
whether that be a perceived slight from
a coworker, an unfounded bad review, or
changing expectations from a client. These
teams will excel under pressure, able to
handle task demands under sometimes
challenging circumstances including short
time frames and high-stakes scenarios.
Although they are likely to do well in
coping with unexpected challenges, they
may also underreact, failing to seek help
when warranted.

Suggested procedures to turn
pitfalls into strengths:
Build cushions into deadlines
for workflow, to allow for time
to adjust if issues have not been
addressed earlier
Discuss mistakes via open
communication, including steps
to avoid repeating the same

Low Emotional Stability
(STEN 1-3):

Teams with low levels of Emotional
Stability are tuned into the world around
them. They’re aware of others’ emotional
states and can assess possible concerns,
anticipate negative outcomes, and gauge
others’ assessments. They are motivated
by their attention to these details. They
may find it challenging to navigate
through a sea of tasks and respond to
changing circumstances and unexpected
road blocks. They may be prone to
impulsivity and need to guard against
making a rash decision.
Suggested procedures to turn
pitfalls into strengths:
Direct feedback toward the
group as a whole, not to the
individual
Operate on a “need to know”
basis. Limit how much detail is
communicated about dubious
news, possible setbacks, and
other negative stimuli

Appreciating value, putting it all together

Use your team members' composite traits to your advantage. Every level of the Big
Five dimensions can be an asset by assigning individuals to teams, and teams to tasks,
with personality in mind. This ensures that no talents are wasted, no skill sets chronically
cancel each other out, and no one is placed in situations where they are unlikely to
thrive. Simply focusing on what skills a team member has, without addressing the
context in which they will perform and the behaviors you’re likely to observe along the
way, under-utilizes talent. Teams can truly be the building blocks of success. The art of
team building is a substantial investment in the long-term health of an organization.
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