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Al AND TEAMWORK

UNDERSTANDING THE IMPACT AND
NAVIGATING CHANGE WITH BELBIN

Introduction

Alis no longer an abstract future concept - it is shaping the day-to-day
experiences of teams right now. As organisations adopt new tools

and experiment with Al-enabled ways of working, teams face a

period of adjustment marked by both opportunity and uncertainty.
Some processes become faster, some tasks become automated, and
some contributions begin to shift. This can create ambiguity: who is
responsible for what, and what does “good teamwork” look like when
Al acts as a contributor?

Belbin offers a human-centred framework that helps teams understand
their collective strengths and contributions at a time when clarity is
essential. By making visible the behavioural dynamics within a team,
Belbin provides a foundation for dialogue, alignment and resilience as
technology evolves.

Belbin has recently conducted a survey investigating the use of Al
within HR and L&D contexts. We wanted to better understand how
the use of Al impacts teamwork, and how views on this are evolving
as the use of Al becomes more widespread.

We surveyed 250 individuals working in HR, L&D and OD to discover
how Al is shaping teamwork. In this paper, we share our results and
recommendations for teams exploring Al.
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1. Al use is widespread — and increasing

Our survey results show that Al has already entered mainstream organisational practice.

We asked: How would you describe your organisation’s current use of Al?

Mot using Al at all

Experimenting with small
pilots

Using Al in some areas of
the business

Al is embedded in multiple
areas of the business

Mot sure

0% 5% 10% 15% 20% 25% 30% 35% 40% 45% 50%

+ 43% of respondents say Al is used in some areas of
their business

+ 27% report experimenting with small pilots

« Almost 1 in 6 businesses state that Al is embedded
in multiple areas of the business

Alongside this, 82% say they use Large Language Models such as ChatGPT, Copilot or Gemini in their workplace. This
widespread adoption indicates that Al has moved beyond isolated trials and is influencing daily team activity across
sectors and functions.
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We asked: Which Al tools or applications are you currently using in your organisation?

Other (please specify)

Large Language Models
(e.g. ChatGPT, Copilot,
Gemini)

Al-enabled HR/L&D
platforms (e.g. recruitment,
LMS, coaching)

Al agents or automation
tools (e.g. workflow
automation, scheduling)

Mot sure

What does this mean for teams?
As Al becomes part of everyday work, its impact is felt most clearly at team level:

« Team contributions can become uneven as some roles are amplified by Al while others may be less - or
even adversely - affected.

+ Collaboration patterns may shift, with decision-making, problem-solving and execution redistributed
across the team.

+ Gaps can emerge between tasks best handled by Al and those requiring human judgement, creativity or
relationship-building.

« Teams may struggle to align effort if responsibilities are not rebalanced to reflect both human strengths
and Al support.

Belbin helps teams navigate these changes by clarifying individual contributions and showing how work can
be reshaped around the complementary strengths of people and technology — ensuring Al enhances team
performance rather than disrupting it.
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2. Al brings excitement —
and new opportunities for teams

Our survey highlighted some clear advantages that respondents expect Al to bring.

We asked: What excites you most about the use of Al in HR, L&D, or teamwork?

Improving efficiency and
reducing admin

Enhancing communication
and collaboration

Personalising learning and
development

Providing new insights from
data and analytics

Supporting creativity and
innovation

Enhancing decision-
making

Other (please specify)

0% 10% 20% 30% 40% 50% 60% TO% 80% 20% 100%

+ 72% are looking forward to Al improving efficiency and
reducing administrative work.

+ 54% are excited to use Al to provide new insights from data.
+ 32% want to support creativity and innovation using Al.

What does this mean for teams?

At the team level, Al can meaningfully enhance team performance:

« Efficiency gains can free time for higher-value collaboration and problem-solving.

+ Automated insights can support better decision-making and reduce time spent on manual analysis.

+ Idea generation can move more quickly when Al assists with brainstorming or prototyping.

The challenge for teams is not whether Al has value — but how to capture that value without compromising
alignment or cohesion within the team. Belbin helps ensure that team members understand what they each
contribute, so the opportunities Al creates can be distributed fairly and used effectively.
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3. Teams also have clear concerns

When it comes to concerns, enthusiasm is matched by significant caution.

We asked: What concerns you most about Al in HR, L&D, or teamwork?

Other (please specify)

Bias and fairness in Al
systems

Loss of the “human touch®
in HR and teamwork

Data privacy and security

Reskilling employees to
work effectively with Al

Cultural resistance or lack
of adoption

Ethical and governance
issues

0% 5% 10% 15% 20% 25% 3I0% 35% 40% 45% 50% 55%

More than half (53%) fear the loss of the human touch in HR and teamwork.

Almost half (47%) worry about bias and fairness.

Almost half (46%) expressed concerns about data privacy and security.

40% highlighted ethical and governance issues as being of concern.

Additional comments focused primarily on overreliance and inaccuracy, specifically fears that people would take
information supplied at face value and fail to identify errors generated by Al responses. Concerns over loss of
creative and strategic thinking were also expressed.

60%

What does this mean for teams?

Teams are seeking to use Al to add value without diminishing the things that make teamwork meaningful:
trust, rapport, communication, and shared purpose. Concerns around bias and fairness reflect an awareness
that Al outputs can introduce risks that teams may struggle to identify or mitigate alone.

Belbin gives teams a way to have structured conversations about the human elements of work that matter
most. This is especially important where fears of “replacement” or “redundancy” - whether of tasks or
interpersonal contributions - may otherwise remain unspoken.
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4, Most teams are still in the
early stages of adoption

We asked: In your experience, how is Al currently impacting teamwork in your organisation?

Not at all

Minor impact
Maoderate impact
Major impact

Mot sure

12% report no impact

35% report a minor impact

32% report a moderate impact

12% report a major impact

This suggests that while Al is present, most teams are still in the early stages of adoption. Al is influencing workflows
and expectations, but it is not yet fully reshaping team structures.

What does this mean for teams?

In this interim period, teams may be operating with obsolete or partially-updated processes and policies
governing the use of Al. Emerging norms relating to Al use may be developing but unspoken. Team members
might simultaneously feel pressure to increase productivity whilst role clarity becomes increasingly unclear,
and confidence and skill in using Al may be uneven within teams.

Belbin provides teams with a way to regularly review how they collaborate and where responsibilities lie -
ensuring that Al adoption strengthens rather than destabilises teamwork.
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5. Almost half believe that
Al will enhance collaboration

Our survey indicates that people expect significant change in the medium term.

We asked: How do you see Al influencing team dynamics within the next five years?

Other {please specify)
Enhancing collaboration

Undermining collaboration

Replacing some team
contributions

Creating new kinds of roles
and contributions

Mot sure

0% 5% 10% 15% 20% 25% 30% 35% 40% 45% 50% 55% 60% 65% T0%

« Almost two thirds (64%) believe that Al will create new kinds of
roles and contributions

« Half (49%) expect some existing contributions to be replaced
« Almost half (44%) believe that Al will enhance collaboration

Additional comments were also split between positive and negative implications of Al. Some remarked on the
weakening of junior talent and reduction of creativity. Others suggested Al could enhance trust and enable
individuals to focus on contributing according to their strengths.

What does this mean for teams?

These expectations signal a period of sustained evolution. Some tasks may be absorbed by Al, some new
ones may emerge, and collaboration patterns may shift accordingly. Teams will need mechanisms for
adapting - not once, but iteratively.

Belbin provides continuity in a landscape of change - a stable anchor that helps teams preserve their identity
and effectiveness while experimenting with new tools and approaches.
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6. Al provokes mixed feelings

When asked: How do you feel about the idea of working alongside Al (e.g. Al agents or Al team assistants),
73% indicate that they feel positive about the idea of working alongside Al, whilst only around 10%
expressed a negative reaction.

Very positive - | see strong
benefits

Somewhat positive - | see
benefits but with caution

Meutral - neither positive
nor negative

Somewhat negative - |
have concerns

Very negative - 1 do not
support the idea

Mot sure
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But when asked about their main emotional response (When you think about working alongside Al, what best

describes your main feeling?) the picture was more mixed.

Other (please specify)

Excited about new
possibilities

Curious but cautious

Comfortable, as long as it's
transparent and well
governed

Concerned about trust,

bias, or accuracy

Worried about being
replaced or outperformed

0% 5% 10% 15% 20% 25% 30% 356% 40% 45%

45% are excited

45% are curious but cautious

38% are comfortable only with good governance

22% are concerned about trust, bias and accuracy

7% are worried about being outperformed

Additional comments focused on concerns over security and environmental impact.

50%

What does this mean for teams?

The spread of responses suggests that teams are likely to contain diverse emotional reactions, from
enthusiasm to caution. This diversity affects how readily individuals adopt new tools, how confidently they
use them, and how willing they are to raise concerns.

Belbin supports trust and candour by enabling open discussion about strengths, comfort levels and ways of
working. When teams feel safe to express uncertainty or ask questions, Al adoption becomes more sustainable.
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Belbin helps teams
navigate the Al transition

Belbin offers teams a structured, strengths-based lens for navigating the complexities
of Al adoption, and the people-related challenges this process creates. It provides

a practical way to explore how human contribution, trust and collaboration can be
sustained as technology reshapes work.

1. Belbin reframes Al as a question of contribution question,
not as a threat

Survey responses indicate a degree of anxiety and threat surrounding value, relevance and competence, as routine
tasks that were once firmly human-centric are increasingly being supported or completed by Al.

Belbin encourages teams to view Al not as a threat, but as a tool that enables people to hone their strengths. The
framework focuses attention on how individuals contribute to team progress in behavioural terms, rather than on
the specific tasks they perform - their job description. This helps to reinforce that value lies in thinking, judgement
and collaboration with others, rather than just in task ownership.

By making explicit the connection between people and work, Belbin helps teams clarify where Al can support,
augment or streamline activity, enabling clear expectations around ownership and responsibility. This shared
understanding reduces friction, avoids duplication, and helps individuals see how their strengths continue to fit
within an evolving working landscape.

2. Belbin allows teams to place Al intelligently within workflows

Al can create opportunities, but teams must decide how those opportunities are applied. Belbin provides a
structured way to facilitate these decisions.

As routine tasks are automated or supported by Al, teams can rebalance efforts in line with strengths. For example,
individuals who thrive on relationship-building may spend more time on human contact, while those who enjoy
analysis or problem-solving can use Al to expand the range or depth of their thinking without relinquishing
decision-making responsibility. More broadly, teams can free up time for creativity, strategy and collaboration by
delegating repetitive or low-value work to Al

By highlighting gaps or imbalances in contribution, Belbin helps teams identify where elements of work might
benefit from Al support and where they need to remain human-led. This directly addresses concerns around
overload, duplication and inappropriate automation.
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3. Belbin helps preserve psychological safety
during Al-driven change

Our survey highlights concerns about confidence, fear of exposure, and reluctance to question Al outputs.

Al adoption can lead teams to wonder where their value, contribution and responsibilities lie, and how their role
might change.

The Belbin framework supports open dialogue about uncertainty, providing a psychologically-safe and neutral
language for addressing these difficult issues. By helping teams understand one another’s strengths, Belbin
legitimises different responses to change and makes it easier to appreciate why individuals may feel cautious,
curious or conflicted.

4. Belbin protects diverse contributions as Al influence increases

Al tends to reward speed, volume, technical fluency and data confidence. Without conscious attention, this can
skew or narrow the range of contributions that are noticed and valued.

Belbin helps to redress this balance by making a broader set of contributions visible, including relationship
management, reflective thinking, risk awareness and a focus on quality. In teams adopting Al, this prevents a small
number of voices or behaviours from dominating decision-making and reduces over-reliance on working styles
which may align more naturally with Al

As a result, teams remain balanced and aligned with their objectives, rather than becoming optimised around a
particular way of working driven by technology.

5. Belbin enables adaption and reflection for greater resilience

As Al continues to evolve, teams that adapt most effectively tend to be those that regularly reflect on how they
collaborate, consciously reshape responsibilities as roles shift, and stay alert to where human input adds the
most value.

Belbin supports this by encouraging individuals and teams to focus on core contributions rather than on specific
tasks. This helps people see that while tasks may change, their underlying value to the team remains. In doing so,
the framework supports role evolution without loss of confidence or engagement.

By placing emphasis on reflection and self-awareness, Belbin promotes adaptability, resilience and a growth
mindset through iterative feedback, providing a foundation for ongoing adjustments as work continues to evolve.
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Conclusion

Our findings demonstrate that Al use is widespread and increasing. Whilst it brings excitement and new
opportunities, it also brings uncertainty and myriad concerns, most significantly of all, the loss of the ‘human
touch’ in teamwork.

Despite concerns, there is significant optimism that Al has the potential to enhance collaboration and
contribute in new ways. Al may be reshaping how teams operate but human strengths, collaboration and
clarity remain central to effective team performance. Adoption of Al is most successful when team members
understand their own strengths clearly, recognise and value the contributions of others, and have confidence
in the part they play to help the team meet its objectives.

Belbin offers more than descriptive insight. The framework provides a shared language and structured approach
which equips teams to navigate the early stages of Al adoption with confidence, helping them understand their
contribution, work together effectively and adapt to ongoing change. With Belbin as a guiding framework, teams
can embrace Al as a tool that enhances - rather than diminishes - what makes teamwork valuable.
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BELBIN

The Team Role Company

Improve team performance through evidence-based behavioural insight.

Providing the science behind high-performing teams.

Belbin is a research-based Team Role framework used in organisations worldwide to
improve collaboration and performance.

Based on work-based behaviour, not personality types, we help teams unlock their
value and deliver business results.

We've been working with teams for over 50 years. It's what we do.
Get in touch to find out how Belbin can help your teams and organisation.

team@belbin.com.au | 1300 731 381 | belbin.com.au





