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Command 
Teams

Command teams are involved in planning and 
decision-making at different operational levels 
of command (e.g. Battalion and above, Ship 
and above, Flying Squadron). Membership in the 
command team is typically defined by the team 
members’ functional roles.

Action Teams Action teams are basic units that execute the 
decisions made by their command teams (e.g. a 
section to a company; Special Operations Forces 
team, air crew).

Management 
Teams

Management teams are staff department teams 
involved in planning and decision-making at the 
strategic level (e.g. Air Plans, Naval Operations, 
G1-Army, SAF Centre for Leadership Development). 
Team members coordinate and provide direction to 
subunits under their charge to laterally align them to 
organisational goals.

Work Teams Work teams execute the decisions of the 
management teams (e.g. branches of staff 
departments). The main function of such teams is to 
generate output in terms of products and services as 
determined by the directions set by the management 
teams.

Project Teams Project teams are set up to carry out defined, 
specialised and time-limited tasks (e.g. ad hoc 
taskforce, WITS). Project team members have 
specialised expertise for the project and are generally 
cross-functional and come from different disciplines. 
The team adjusts membership when necessary. 
Typically, it disbands after the intended outcome has 
been completed.

Peer Teams Peer teams are set up to carry out particular tasks. 
They are usually formed in a learning context and 
members are from similar cohorts (e.g. syndicate 
teams in training school). There is no formal leader 
assigned to the team. A leader is usually elected 
among the peers if a leader is required for the task.
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1. Team Leader Drives 
The TBTL Practice.

The team leader should initiate, drive 
and support the TBTL efforts and 
sessions. He can facilitate TBTL sessions 
or appoint a facilitator for the sessions.

2. Team Members To 
Have Ownership.

It is the responsibility of all team 
members to participate actively in 
order for TBTL to be meaningful and 
effective.

3. Focus On The 
Outcome Of TBTL.

The outcome will influence the choice 
of interventions and activities to be 
conducted. Activities should draw out 
appropriate lessons related to teams.

4. Leverage Team’s 
Diversity In 
Personality, 
Behaviours And 
Experiences.

TBTL efforts should leverage the 
team’s diversity and synergise the 
individual differences for enhanced 
team effectiveness.
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Schoolhouse Setting Workplace Setting

e.g. Peer Teams e.g. Command  Teams

Vision is tied to Team Learning outcomes. Vision is tied to its mission.

29



30



31



Behavioural Roles Functional Roles

Refer to how individuals behave, 
usually unconsciously, in a team. 
Sometimes their behaviours can be 
inappropriate, resulting in tension and 
conflict within the team. 

Contributions 
people bring to 
a team based on 
their expertise or 
knowledge.
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In a nutshell, the  four elements are:

EARTH: Bold and sturdy, Earth Elements are 
confident in the way they walk and talk. 
Goals, control, achievement and winning are 
important. Quick, possibly risky decisions come 
easily.

AIR: These orderly and focused individuals rely 
on their abilities to think things out. They excel 
in finding logical solutions and making sense of 
situations. Air Elements listen and plan to ensure 
accuracy and quality.

WATER: Caring and consistent, Water Elements 
are important in holding families and teams 
together. They are loyal and deeply feeling 
people who show steadfast effort, great 
patience and a desire for harmony and flow.

FIRE: Looking at the positive side of life, they love 
to explore possibilities and inspire others to see 
bright futures. Fire Elements are often colourful, 
love variety and have a great sense of fun!
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Possible Combination of V3R Framework and Tetra Model

Introduction to Session
- Contextualisation
- Nature as metaphor for building a team and learning as a team 

(nature’s principles)
- Identify own & others’ elements
- Recap characteristics of each element
- How each element contribute to a team

Building a Shared Vision (V) 
- Building shared vision for the team (Discussion in 4 element groups)
- Vision drawing and interpretation of drawings
- Selection of important themes

Clarifying Roles, Establishing Rules for Working and Learning as 
a Team and Relationships to build an effective team. (3Rs) 
- Conduct activities to bring out lessons of 3Rs 
- Break up into 4 element groups to showcase differences

Conclusion 
- Recap main lessons learnt
- Check out on individual takeaways and the way ahead
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Phase Description

1. Introduction To help participants get to know each other 
rapidly, know what they can expect from the 
workshop and build a degree of team cohesion 
early.

- Ice-breaker.
- Introduce aim, objectives and scope of workshop.
- Set expectations and ground rules.

2. Understand 
Each Other

To help participants understand their own and 
each other’s Tetra element. 

- Conduct Tetra Team Learning to help the team 
understand their team’s diversity.

- Conduct activities that highlight differences in 
behaviours or preferences.

3. Build a Shared 
Vision 

To encourage participants to share their vision 
for the team and combine their ideas to derive a 
common vision and vision statement

- Vision drawing/creating and interpretation.
- Selection of important themes.
- Building team’s shared vision.

4. Establish Roles, 
Rules and 
Relationships

To energise the participants and to help them 
generate roles, rules and relationships, including 
those pertaining to team learning. 

To have participants to reflect on their experiences 
and how they can apply the lessons learnt to 
facilitate their team learning and building of 3Rs.

- Conduct exercises to bring out lesson on team 
rules, roles and relationships.

- Establish rules of team learning.
- Form roles and relationships among team members.

5. Conclusion To reinforce that the TBTL workshop is to generate 
awareness and lay the initial foundation for 
effective team building. Participants still need to 
continuously work on the team processes. 

- Recap main lessons learnt.
- Check-out on individual key takeaways and the 

way ahead for the team.
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Rules for Checking-in/Out

1.   Every student sits in a circle (all are equal).
2.   Listen to the question. Do not worry about what you are going to say.
3.   Answer the question according to your feelings, not what you think 

the answer should be, or what you think others want to hear.
4.   Answer from your point of view. Do not refer to others or make 

comments about their check-in / out.
5.   Do not say “same as…” (if the points are similar, say them in your 

own words).
6.   Only the person with the ‘Talking Object’ is allowed to speak. No 

questions or interruptions.
7.   All must speak to check-in/out. 
8.   To complete check-in/out, announce “With this, I’m in/out”.
9.   No fixed direction; place ‘Talking Object’ in the middle of the circle.
10. Observe time limit. 

Examples of Check-in Questions

1. What do you expect to take away from the workshop? What are your 
main concerns?

2. What would be your ‘dream’ vs. ‘nightmare’ team?

Examples of Check-out Questions

1. What have you achieved today and is it in line with your expectations?
2. What is becoming clearer to you about the roles and responsibilities 

in this team? What is still not clear?
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SN Name Broad Objective Page
1 Tangle Circle

Warm up participants

44

2 Leaning Tower of Feetsa 46

3 Blindfold Exercise 48

4
Ready, Set and 
Reorganise!

Enhance personal sharing and 
foster trust among participants

50

5 Human Billboards 51

6 Personal Histories 52

7 Origami
Highlight importance of clear 
communication

53

8 Gossip Time 54

9 Liepz and Bounz 55

10 Puzzled Highlight working across 
boundaries

58

11 Card Triangles 59

12 Centre of Gravity
Highlight group dynamics in 
problem solving

60

13 Electronic Gap 62

14 Egged on Negotiation 64

15 Comfort Zone Establish team norms 65

16 Fallout Shelter
Highlight decision making 
processes

68

17 Shared Values Bring out shared values 74

18 Speedball Highlight rules for team learning 76
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Tangle Circle
INTRODUCTION To warm up the team and highlight important 

attributes that are essential for quality team building 
to take place.

AIM OF ACTIVITY To break free from cross wire and reform a big 
circle.

LOCATION Indoors or Outdoors; open space.

TIME ALLOCATED 30 min.

CHECK People who have played this game before can still 
participate as the experience is different each time.
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Leaning Tower of Feetsa
INTRODUCTION To warm up the team and highlight important 

attributes that are essential for quality team building 
to take place.

AIM OF ACTIVITY To build a “Tower” with the use of feet only.

LOCATION Indoors or Outdoors; open space.

TIME ALLOCATED 30 min.

CHECK People whom have played this game before can 
still participate as the experience is different each 
time.
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Blindfold Exercise
INTRODUCTION To warm up the team and highlight 

important attributes that are essential for 
quality team building to take place.

AIM OF ACTIVITY To line up in a row while being blindfolded.

LOCATION Indoors or Outdoors; open space.

TIME ALLOCATED 30 min.

CHECK 10-15 persons. For large groups, divide 
group into smaller sub-groups of 5-10 
(optional).
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Ready, Set and Reorganise!
INTRODUCTION To appreciate that learning and sharing new and 

interesting facts about each other can help to 
foster communication and relationships.

AIM OF ACTIVITY To organise themselves based on various pieces of 
information about themselves.

LOCATION Indoors.

TIME ALLOCATED 15 min.
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Human Billboards
INTRODUCTION To learn more about each other and connect on a 

personal level.

AIM OF ACTIVITY To create a poster about themselves in this self-
disclosure activity.

LOCATION Indoors.

TIME ALLOCATED 15 min.

MATERIALS Flipchart paper and coloured markers for each 
participant.
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Personal Histories
INTRODUCTION To improve trust by giving participants a chance to 

demonstrate vulnerability in a low-risk way.

AIM OF ACTIVITY To share some personal information about 
themselves in this self-disclosure activity.

LOCATION Indoors.

TIME ALLOCATED 15-25  min.
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Origami
INTRODUCTION To see how instructions can be interpreted 

differently and thus understand the importance of 
having clear communications.

AIM OF ACTIVITY To follow instructions to fold a sheet of paper while 
keeping their eyes closed.

LOCATION Indoors.

TIME ALLOCATED 15 min.

MATERIALS A sheet of paper for each participant.
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Gossip Time
INTRODUCTION To see how instructions can be interpreted 

differently and thus understand the 
importance of having clear communications.

AIM OF ACTIVITY To share fun and complimentary gossip 
about each other and then try to guess 
who said what.

LOCATION Indoors.

TIME ALLOCATED 15 min.

MATERIALS Paper and pens/pencils for each participant.
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Liepz and Bounz
INTRODUCTION To demonstrate the importance of communication 

and commitment while working in a team.

AIM OF ACTIVITY To solve a puzzle.

NUMBER OF PEOPLE 4-5 persons per group.

LOCATION Indoors. Provide writing surface.

TIME ALLOCATED 30 min.

MATERIALS A copy of the Liepz and Bounz Instruction Sheet 
for each sub-group, 4 sets of 6 cards each 
containing the information relating to the task of 
the group.

CHECK Appoint people who have played the activity 
before as observers.
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Puzzled
INTRODUCTION To help participants see that cooperation across real 

or perceived team boundaries can be beneficial 
(sometimes even crucial) for success.

AIM OF ACTIVITY To assemble a jigsaw puzzle as a team. 

LOCATION Indoors.

TIME ALLOCATED 20 min.

MATERIALS • One children’s jigsaw puzzle for each small group, 
preferably with 20-50 pieces.

• A bag (or box /envelope) for each puzzle’s pieces.
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Card Triangles
INTRODUCTION To see others’ perspectives before they can 

influence and persuade.

AIM OF ACTIVITY To trade pieces of playing in hopes of finding 
complete cards.

LOCATION Indoors.

TIME ALLOCATED 30 min.

MATERIALS A deck of playing cards, cut into 4 triangle quarters 
(cut each card in half diagonally, twice)
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Centre of Gravity
INTRODUCTION To appreciate group dynamics in problem solving 

and the ingredients for effective teamwork.

AIM OF ACTIVITY To balance the fork and spoon on a glass with only 
the matchstick touching the glass.

LOCATION Indoors with tables, or level corners.

TIME ALLOCATED 10-15min, debrief 10 minutes.

MATERIALS 1 tall mug/drinking glass, fork and spoon and 1 
matchstick per team.

CHECK Appoint people who have played the activity 
before as observers.
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Electronic Gap
INTRODUCTION To appreciate group dynamics in problem solving 

and the ingredients for effective teamwork. 

AIM OF ACTIVITY All members to get across the electronic gap.

LOCATION Indoors or outdoors, wide open space with at least 
4-5m length-wise.

TIME ALLOCATED 10-15 min, debrief 10 min.

MATERIALS Use Masking Tape to mark the open space with 
2 parallel lines of 1.5m in length, with a gap of 
approximately 2m or take 3 wide steps.
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Egged on Negotiation
INTRODUCTION To highlight the importance of creativity in problem 

solving (i.e. a majority vote is not always the most 
effective way to decide). 

AIM OF ACTIVITY To negotiate with each other for 2 eggs.

LOCATION Indoors or Outdoors; open space.

TIME ALLOCATED 20 min.

MATERIALS 2 eggs for each team of 3 participants.
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Comfort Zone
INTRODUCTION To acquaint team members with the concepts of 

norms / rules and establish the practice of explicitly 
discussing how things should be done in the team.

AIM OF ACTIVITY To establish some team norms.

LOCATION Indoors.

TIME ALLOCATED 30 min, depending on number of team members.

MATERIALS • One Comfort Zone worksheet per participant
• One summary poster (Figure 1)
• Pens, markers & masking tape
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Openness
1 2 3 4 5 6 7

Conflict Resolution
1 2 3 4 5 6 7

Problem Solving / Decision Making
1 2 3 4 5 6 7

Experimentation / Creativity
1 2 3 4 5 6 7

Working Overtime
1 2 3 4 5 6 7
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People should 
‘stick to the facts’. 
Focus should be 
strictly work. Talking 
about feelings is 
not appropriate.

Openness People should 
‘stick to the facts’. 
Focus should be 
strictly work. Talking 
about feelings is 
not appropriate.

1 2 3 4 5 6 7

It is always best to 
avoid conflict at 
any cost.

Conflict Resolution It is always best 
to confront every 
conflict openly and 
work it through.1 2 3 4 5 6 7

All decisions 
should be made 
by the team 
leader.

Problem Solving /   
Decision Making

All decisions should 
be made by the 
team as a whole.

1 2 3 4 5 6 7

People should use 
the regular, tried-
and-tested ways.

Experimentation / 
Creativity

People should 
make a habit of 
trying anything new, 
no matter how 
unusual or different.1 2 3 4 5 6 7

People should finish 
their work during 
regular hours. 
Having to work 
overtime means 
that work has not 
been scheduled 
properly.

Working Overtime People should 
work a lot of 
overtime. Working 
overtime shows 
dedication, 
professionalism 
and loyalty.

1 2 3 4 5 6 7
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Fallout Shelter Exercise
INTRODUCTION To help participants see the process by which 

groups make decisions.  

AIM OF ACTIVITY To prioritise the items needed for an individual to 
survive in a nuclear fallout shelter.

LOCATION Indoors.

TIME ALLOCATED 30 min.

MATERIALS Fallout shelter exercise sheets – 1 per participant.
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SN Items (a)
Your ranking 
(before 
discussion)

(b) 
Group’s 
ranking 
(after 
discussion)

(c)
Expert’s 
ranking

(d) 
Difference 
between 
YOUR 
ranking and 
EXPERT’S 
ranking
(a-c)

(e) 
Difference 
between 
GROUP’S 
ranking and 
EXPERT’S 
ranking 
(b-c)

1 One large 
and one small 
garbage can 
with lids

2 Broom

3 Container

4 Blanket

5 Canned heat 
stove

6 Matches and 
candles

7 Canned and 
dried foods

8 Liquid 
chlorine

9 Foam fire 
extinguisher

10 Flashlight and 
batteries

11 Battery-
powered 
radio

12 Soap and 
towels

13 First-aid 
kit with 
iodine and 
medicines

14 Cooking and 
eating utensils

15 Geiger 
counter 
(Device to 
check level of 
radiation)

TOTAL SCORE
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Group 1 (Collaborative – Unstructured)
LEADER INSTRUCTIONS MEMBER INSTRUCTIONS

Seek to understand before suggesting alternative answer.

When advocating an answer, provide a clear reasoning.

Ask questions to clarify understanding from a cooperative rather than a 
competitive orientation.

Group 2 (Collaborative – Unstructured)
LEADER INSTRUCTIONS MEMBER INSTRUCTIONS

Get group to first decide which items 
are (1) most important, (2) moderately 
important, (3) not that important. Within 
each category, facilitate a discussion to 
rank order the items.

Focus first on areas where there is general 
agreement.

Try to focus on the reasoning behind 
the proposed answer and let the most 
compelling reason be the decider.

Do not make a quick decision where 
arguments have not had the chance to be 
surfaced for discussion.

When all reasons have been surfaced help 
the group come to a decision – do not take 
unnecessary time for this.

Seek to understand 
before suggesting 
alternative answer.

When advocating an 
answer, provide a clear 
reasoning.

Ask questions to clarify 
understanding from 
a cooperative rather 
than a competitive 
orientation.

Group 3 (Collaborative – Unstructured)

LEADER INSTRUCTIONS MEMBER INSTRUCTIONS

You should encourage members to 
convince you that their answer (i.e. their 
rank order of items) is better than yours.

But as a leader, you shall decide the final 
rank order for the group.

Try to influence other 
members to take on your 
ideas i.e. your ranking.

But the leader is the one 
with the final say and 
he/she may or may not 
consider your views.
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Shared Values
INTRODUCTION To come to an agreement on the most important 

values participants share.

AIM OF ACTIVITY To agree on the most important shared values for 
the group through a sharing activity.

LOCATION Indoors.

TIME ALLOCATED 30 min.

MATERIALS • A sheet of paper and a pen for each participant.
• One piece of flipchart for each team.
• Coloured markers.
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Speedball
INTRODUCTION To highlight the importance of rules for team 

learning.

AIM OF ACTIVITY To pass 6 balls round the circle in a fixed sequence 
within the shortest time possible.

LOCATION Indoors or Outdoors; open space.

TIME ALLOCATED 30-40 min.

NO. OF GROUPS 1-2 (depending on the size of the group).

MATERIALS 6 balls and a stopwatch.

CHECK Appoint people who have played the activity 
before as observers.
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TEAM GROUP
A group of people who are 
committed to achieving common 
goals, who work well together and 
who produce high quality results. It 
is a workgroup or unit that shares 
a common purpose and members 
develop mutual relationships to 
achieve goals/tasks. A common 
purpose, team identity and inter-
dependence and agreed norms/
values form the foundation of an 
effective team.

Individuals assembled together to 
perform a common task. It consists 
of people with different personalities 
and backgrounds, holding different 
expectations, standards and roles 
in the group and relationships with 
each other.
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