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The ability to work in teams is one of the most sought-after graduate skills
by employers. However, team-based learning activities, and especially
team-based assessments, are commonly disliked (even actively avoided) by
students. Team-based assessments are often problematic for students,
mostly due to logistical problems and interpersonal difficulties. These diffi-
culties often lead to dissatisfaction with the process and poor satisfaction
responses in quality assessments of their teaching. This review takes a
four-way approach to evaluate current approaches to team assessment
aimed at enhancing student engagement, satisfaction and learning gain.
Firstly, we identify why team-based activity is so important to include in
our overall pedagogy in Higher Education. Secondly, we examine evidence
from the literature on students’ reactions to team-based activities (espe-
cially focusing on assessment) and the reasons for both positive and nega-
tive perceptions. The third focus is on identifying the root of the problem
from a pedagogic perspective and highlighting the deficiencies in
approaches to team-based activities that might lead to negative student per-
ceptions. Finally, we discuss examples from the literature of where
team-based learning and assessment activities have been successful.
Approaches to team-based activities need to be more proactive and sup-
portive so that students understand the dynamics of teams, how to plan
team-based activities, and how to deal with interpersonal issues positively
and productively. Team-based learning is arguably the least well-taught ele-
ment of our curricula, yet it is important and straightforward to address.

Teamwork is a cornerstone of modern educational
practices, recognised for its potential to develop critical
transferrable skills among students, such as collabora-
tive working, communication, problem-solving and

This review adopts the term ‘teamwork’ in prefer-
ence to the alternative term for the pedagogy, ‘group
work’. Teamwork is gaining in popularity as a term
since it better reflects the discourse of the

leadership. This review focuses on the role of professional/graduate working environment to which
teamwork in higher education, where the approach is this pedagogy relates. Referring to ‘teams’ rather than
particularly valued for its ability to simulate ‘groups’ may help reduce anxiety about working with

working-world professional environments where col-
laborative efforts are ubiquitous. Teamwork therefore
not only enhances academic learning, but also prepares
students for the workplace by developing these key

graduate attributes [1,2].

Abbreviations

others, especially among neurodiverse students, align-
ing with theories of compassionate pedagogy [3].
Team-based and group-based learning have subtle dif-
ferences. ‘Team working’ is increasingly recognised as
a fundamental competency in an increasingly more

Al, artificial intelligence; BARS, behaviourally anchored rating scales; CATME, comprehensive assessment of team member effectiveness.
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globalised, dynamic and complex work environment
[4]. Zhang [5] defines the key differences between
team- and group work as teamwork requiring a higher
level of communication and coordination, which leads
to a clearer understanding of the goals and expecta-
tions of team members. In contrast, group work may
implicitly lack these depths of interaction and struc-
ture [6]. These distinctions highlight that teamwork is
more structured and focused on collaborative interper-
sonal interactions, whereas group work may imply
more task-oriented with less emphasis on interpersonal
issues [5]. Watson et al. [7] and De Prada et al. [4]
highlight that teamwork involves a collection of differ-
ent skills, behaviours and attitudes that must be taught
if they are to become beneficial to students outside of
the teamwork and/or educational setting.

Despite its many benefits, implementing teamwork
tasks is full of challenges, especially for the modern
student [8]. Issues such as uneven participation, free
riding/loading and conflicts among team members can
hinder the effectiveness of team projects and lead to
student dissatisfaction [1]. Additionally, there may be
external logistical challenges for students to engage
with team-based tasks, such as part-time employment
or caring responsibilities [9]. The success of
team-based tasks is heavily reliant on the educators’
strategic planning and scaffolding of activities to pro-
actively address these issues [5,10], as well as schedul-
ing space within the timetable for team-based activities
to be carried out [5,9,11].

The primary objective of this review is to synthesise
existing strategies and best practices for effective team-
work and team assessment in higher education. The
review aims to provide educators with comprehensive
insights into how to maximise the benefits of team-
work while mitigating its challenges. This includes
exploring structured approaches to team tasks,
methods for enhancing student engagement proac-
tively, the integration of technology, and effective
assessment techniques to ensure fair and constructive
evaluations.

Theoretical framework

Theoretical basis and benefits of teamwork

The theoretical underpinnings of teamwork align
closely with those of collaborative learning, through
involving students working together to achieve com-
mon academic goals. Collaborative learning is itself
rooted in social constructivism and sociocultural
models of learning, which propose that learning is a
socially mediated process. Vygotsky’s model of the
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‘Zone of Proximal Development’ [12] emphasises the
importance of social interactions in cognitive develop-
ment, suggesting that students learn more effectively
when collaborating with others (in Vygotsky’s model,
this is ideally a more experienced mentor). Mercer
[13,14] reimagined Vygotsky’s model as the ‘Intermen-
tal Development Zone’, which focuses on the mutual
learning gain achieved by both parties in a
socially-based learning interaction. Mercer focused
particularly on peer-to-peer interactions and the power
of peers undertaking communal problem-solving.
These perspectives are supported by the work of
Mazur [15], who highlights the role of peer instruction
in facilitating deeper understanding and retention of
knowledge.

Collaborative learning offers numerous academic and
social benefits [16], such as encouraging active learning,
critical thinking, and the ability to apply knowledge in
practical contexts [17,18]. Socially, collaborative learn-
ing helps students develop essential interpersonal skills
such as communication, negotiation, and conflict resolu-
tion [19,20]. Collaborative learning can also facilitate
the development of networks of support, such as ‘per-
sonal learning networks’ [21,22]. Furthermore, working
in diverse teams exposes students to different perspec-
tives, fostering a more inclusive learning environment
and preparing them for the collaborative nature of the
modern workplace [4].

Definition and types of teams

According to Davis [23], there are three primary types
of teams commonly encountered in higher education:

1 Informal teams are ad hoc groupings used within a
single class session to facilitate discussion or brief
collaborative activities. Examples include ‘turn-pair-
share’ exercises where students discuss a topic with
a neighbour before sharing it with the larger cohort.
Work by Smith ez al. [24] provides an in-depth anal-
ysis of peer grouping and attainment within lectures.

2 Formal teams are established to complete specific
tasks, such as a research project, presentation or
laboratory work, over a longer period. Formal
teams are typically assigned by the educator and
may last for the period of time of an assignment
and/or the duration of a module/course. Lacey et al.
[25] have shown that initial instructor-selected
groups can result in more dynamic future groupings
in the laboratory setting.

3 Study teams are primarily student-driven, self-
organised, and continuous over a long-term period.
Study teams form to provide mutual peer support in
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understanding course material and preparing for
assessments, often lasting for the duration of a mod-
ule or even over an entire course.

Employers in bioscience research and clinical set-
tings commonly highlight the importance of
team-based experience [24]. Embedding teamwork
activities, and in particular assessed team activities, is
therefore essential in preparing students to be employ-
able global citizens. However, despite their importance,
students often dislike, mistrust or resist teamwork
activities [1,26].

The problem—why doesn’t
teamwork work?

Teamwork assessments are infamous for the extent to
which they are disliked and avoided by students [8]. Fac-
tors such as problems with group formation or interper-
sonal conflicts within a team, differential levels of
engagement from team members, and the perceived
unfairness of a student’s reliance on another individual
for their grade [1,11,26] make teamwork assignments
potentially problematic. In addition, the rationale for
making an assessment a team-based activity is not always
founded in sound pedagogic principles but rather can be
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a response to high student numbers and staff workload
[1,27]. These factors can contribute to poor student per-
ceptions of teamwork assignments. Figure 1 highlights
some issues raised by students from a qualitative study
undertaken by Francis et al. [9] (in preparation).

One of the major reasons why team tasks, especially
team assessments, fail or are limited in their impact is
the general lack of scaffolding and support for stu-
dents from academic staff in their use [1,26]. In the
authors’ experience of teamwork reported across
the sector, the most common team-based assessment
approach appears to be setting a team-based task,
dividing students into teams, and then receiving the
output from the team activity. This approach implic-
itly assumes that students will know how to facilitate
the development of the task and possess the interper-
sonal skills necessary for effective team working [1,28].
It is rare for the process to be supported as an ongo-
ing activity or for students to receive the appropriate
training required for them to manage the teamwork
activities effectively [29]. Therefore, a key element to
success is to proactively address typical challenges for
teamwork and use this activity as a learning experience
for all involved. Socially shared regulation of team-
work tasks has been shown to encourage a more

Group roles
e.g., leader

Different
schedules

Logistical /
Organisational

organising
meetings

Dividing
task
fairly

Negative

Unequal
contributions

Gain credit
despite not
contributing

Overall mark
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Fig. 1. Thematic analysis of student perceptions of the benefits and challenges associated with teamwork. Factors identified by a
preliminary analysis of student focus group responses [9] identifying students’ perceptions of barriers and challenges to effective and

engaging team-based learning in Higher Education.
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Fig. 2. Four key elements to support effective teamwork activities.
Based on the experience of the authors and guidance from the
literature, we propose four key factors that will positively impact
on team cohesion and success: Preparatory work and guidance
before the start of the task; proactively supporting group dynamics
through advice, training, planning and diarising the team activities;
monitoring teams’ progress and flagging interpersonal problems
early; designing effective assessment tools, including peer
evaluation of contribution, and effective feedback on outputs and
team cohesion.

positive teamwork environment, leading to a more bal-
anced contribution from team members and enhancing
collaborative and cooperative learning [29].

Above all, the key to success is in the effective scaf-
folding of the task and effective support of the teams
as they undertake that task. Figure 2 summarises the
four key factors that support success: Preparation of
the students for teamwork through educating them in
teamwork principles; encouraging the early division of
roles and responsibilities to encourage positive group
dynamics; scaffolding of the task and monitoring of
the teams during the assignment, to identify any prob-
lems and address them; finally, ensuring effective
assessment and feedback not only on the output but
on the process and the participants in the team activ-
ity. The fundamental factors in these four areas are
discussed in more detail below.

Preparing students for teamwork:
structured teamwork strategies

The first step to successful teamwork is forming teams
themselves. This is discussed in more detail in Francis

N. Francis et al.

et al. [l], covering details of group sizes and
approaches for forming groups. Opinion is divided
between educators as to whether to assign teams, or to
allow students to self-select their own teams. There are
contrasting benefits and challenges associated with
both strategies [26,30]. Self-selected groups often avoid
interpersonal conflicts but can be exclusory for minor-
ity demographics and neurodiverse students.
Educator-selected groups are more egalitarian and mir-
ror the professional environment more closely, but
they are more problematic to manage. One novel
approach to group formation implemented by Sublett
et al. [31] involved a ‘speed-interviewing’ approach,
allowing students to select groups based on shared
interests and work ethics.

Importance of clear roles and responsibilities

Implementing structured teamwork strategies that
include assigning clear roles, effective division of
labour and project planning can significantly enhance
the effectiveness and fairness of teamwork. These
logistical factors ensure that all students are actively
kept engaged, accountable and contributing to the
team’s objectives [32]. A fundamental element in
the success of teamwork is the establishment of clear
roles and responsibilities. According to Steiner et al.
[33], when students understand their specific roles
within a team, it fosters accountability, helping ensure
that each member contributes effectively to the collec-
tive goal. This clarity of purpose prevents the common
problem of unequal participation, where some students
may contribute significantly more than others. Clearly
defined roles also help manage team dynamics by
reducing confusion and potential conflicts about task
ownership and responsibilities [33]. However, students
are often unaware that it is acceptable to allocate dif-
ferent roles to different individuals according to their
skill sets. The same applies to individual tasks within
the larger assignment.

Division of labour and task delegation

Effective division of labour and task delegation are
critical components of structured teamwork, but this is
one of the most common causes of dysfunction in
team-based activities. Sormunen et al. [32] highlight
that dividing tasks among team members improves
efficiency and enhances fairness. By allocating specific
tasks to individuals based on their strengths and inter-
ests, teams can maximise productivity and ensure that
all members are actively engaged. This strategy mimics
practices in the graduate working environment [34].
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Task allocation also allows students to take ownership
of their assigned tasks, thereby increasing their motiva-
tion and commitment to the team’s success [32]. Inter-
estingly, a recent study at a Chinese university where
teamwork was an unusual activity [35] highlighted that
students adjusted their efforts based on teammates’
contributions, reducing their own efforts when others
contributed more and increasing efforts to compensate
for less contributing members.

Team-based activities can be described as either col-
laborative (working as a team on the same elements of
a whole project) or cooperative (dividing the task for
individuals to work on separate tasks) [36] (sum-
marised in Fig. 3). Collaborative approaches are more
likely to lead to effective team outcomes, as all part-
ners in the team contribute. Cooperative activities,
with their emphasis on dividing the task into discrete
individual deliverables, may lead to more conflict if
some team members do not deliver. Boud and Bear-
man [37] argue that collaborative learning should
become the norm, with teamwork or peer learning
becoming an expected part of the curriculum.

Collaborative and cooperative activities each have
benefits and challenges, but regardless of the method,
both strategies involve organising team activities so
that each member’s contribution is necessary for the
team’s overall success [5]. Understanding the underpin-
ning principles for approaching team activities is essen-
tial for teams to function productively. Workshopping
these approaches in a practical session is helpful for

CO-OPERATIVE LEARNING

Team divides the task between individual members
Individuals do their own sub-task independently
Each member becomes expert on their assigned area
Members reform team to share findings/outputs

Individual Individual Individual Individual

Enhancing teamwork and assessment in HE

promoting active team participation and accountabil-
ity. For example, using techniques like ‘jigsaw’ [3§]
can reveal the benefits of both collaborative and coop-
erative learning. In a ‘jigsaw’ activity, a task is broken
down into components, each assigned to an individual
in the team (a cooperative approach). Each individual
then joins students from other teams who are addres-
sing the same component, and these work as a new
team on that one component (collaborative learning).
Finally, the original team reforms and each student is
responsible for learning and then teaching their new
understanding of their component to their peers,
ensuring everyone is involved and accountable not
only for their own learning but for the group’s as well.
All team members then have an understanding of the
whole project rather than an individual segment of the
task [38], and each segment has been addressed
collaboratively.

Addressing interpersonal challenges
in teams

Some major challenges to team-based activities focus
on interpersonal challenges within teams. Any team
facing these challenges of differential contributions,
interpersonal conflicts and communication may have a
negative experience with a team-based assessment [1,9].
Addressing these issues proactively can have the posi-
tive impact of empowering students with the skills
needed to resolve them [39].

COLLABORATIVE LEARNING

Team does not divide the task
Individuals discuss and address each element together
Team comes to a ‘Shared Understanding’ of the problem
Combines strengths/perspectives of all of team members

Fig. 3. Comparison of Cooperative and Collaborative Learning. The relationship between individuals (yellow) and the Team (blue) is
highlighted, as defined by Dillenbourg [36], with the arrows representing research/reporting lines. In cooperative learning, the team divides
the task between the team members, who then work on their allocation individually, and then return to the team to group the individual
outputs together. In Collaborative Learning, the team divides the task into sub-tasks, but does not divide these sub-tasks between
individuals. Instead, the team as a whole works on each sub-task, providing a collection of different perspectives on each sub-task.
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Conflict resolution and management

Conflict within teams is a common challenge that can
disrupt collaborative efforts and negatively impact out-
comes. Payne et al. [40] emphasise the importance of
conflict resolution training for students, which can sig-
nificantly enhance their ability to manage interpersonal
issues constructively. Effective conflict resolution strat-
egies include open communication, active listening and
establishing clear team ground rules and procedures
for addressing disputes [41]. Magana et al. [39] high-
light that embedding conflict resolution training in
coursework significantly enhances students’ abilities to
handle team disputes effectively, emphasising methods
like active listening and setting clear communication
norms. Similarly, Payne et al. [40] argue that establish-
ing team ground rules proactively fosters an environ-
ment conducive to open dialogue and reduces
conflicts. The educator plays a critical role in guiding
this process by modelling good conflict resolution tech-
niques and facilitating early interventions. This ensures
that team interactions remain constructive and focused
on collaborative success. Integrating these approaches
can shift the educator’s role from a passive overseer to
an active facilitator, reinforcing students’ academic
and interpersonal growth.

Free riding and social loafing

One of the most significant challenges in teamwork is
where some team members contribute less effort than
others, relying on their peers to carry the load, referred
to variously (and interchangeably) as free riding, free-
loading or social loafing. Macfarlane [42] highlights
social loafing as a critical barrier to effective team-
work, often leading to student frustration and ineq-
uity. Noonan [27] further explains that freeloading can
undermine the educational benefits of team activities,
as it discourages full participation and can result in
uneven learning experiences. A consequence of free-
loading team members is the ‘sucker effect’, which is a
counterintuitive reaction to free riding, whereby the
more engaged students distance themselves from
the task or team to avoid becoming the ‘sucker’ and
doing all the work [43]. The sucker effect can be miti-
gated partially by encouraging more social interactions
between team members, thereby reinforcing team
dynamics and accountability [44].

Strategies to ensure fair contribution

Proactive strategies can mitigate the issues of
free-riding and ensure fair contribution, such as:

N. Francis et al.

1 Team contracts: establishing a contract at the task’s
outset can help set clear expectations for each team
member’s contributions [1]. This contract can
include specific roles, deadlines, and consequences
for non-compliance, fostering a sense of account-
ability and commitment. The contract can be pre-
defined by the educator, but additional benefits may
be gained from having the team members co-create
their own contract from a template, such as those
provided on unihelper.io.

2 Peer evaluation of contributions: incorporating peer
evaluation into the teamwork process allows stu-
dents to review each other’s contributions. Research
shows that students are well-placed to judge the
contributions of their peers [45]. Peer evaluation of
contribution to the task holds individuals account-
able and provides valuable feedback that can
improve team dynamics and performance. Anony-
mous peer evaluation methods, such as anonymous
forms, can effectively ensure honesty and reduce
bias. Online systems like WebPA (https://
webpaproject.lboro.ac.uk) or Buddycheck (www.
buddycheck.io) can help automate these processes
[45,46]. Encouraging teams to keep detailed notes of
the group activities helps provide evidence to back
up any claims of low- or non-contributing team
members.

When implemented effectively, these strategies can
address common challenges in teamwork and promote
a fairer and more productive collaborative learning
environment. Interestingly, a recent study by Benning
[47] revealed that from the student perspective, the
method of group formation, group size, peer progress
evaluations and a common grade are all important fac-
tors to reduce the likelihood of freeloading.

Enhancing student engagement

Active learning and working-world applications

Engaging students in teamwork can be significantly
enhanced through active learning strategies and the
application of authentic, working-world problems [7,48].
Kriflik and Mullan [49] argue that actively teaching
about team dynamics and collaborative skills greatly
improves students’ perceptions of teamwork tasks, lead-
ing to higher engagement levels. Similarly, Leight et al.
[50] demonstrate that when students are involved in pro-
jects that mimic working-world scenarios, their motiva-
tion and participation increase. These practical
applications help students see the relevance of their
work, thereby deepening their learning experience. The
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environment in which students carry out authentic team
tasks can also be important to enhance student engage-
ment with team tasks, for example, while on placements
[2], or in a laboratory setting [11].

Integrating relevant and dynamic tasks

Maintaining student interest in team-based learning
requires the integration of tasks that are both relevant
and dynamic. Tasks should be designed to challenge
students and require them to apply their knowledge
creatively. This not only keeps students engaged but
also  helps  develop  critical  thinking and
problem-solving skills. Incorporating a variety of task
types, such as collaborative research projects, case
studies and interactive simulations, can keep the work
dynamic and engaging [1].

Gamification to motivate and assess

Gamification, or the use of game-like elements in
non-game contexts, can be a powerful tool for motivat-
ing students and enhancing teamwork. Moccozet et al.
[51] found that integrating gamified elements, such as
points and rewards, into team assessments not only
increased student engagement but also provided a more
accurate measure of individual contributions. Brar et al.
[52] used a sci-fi-themed board game to demonstrate
that student engagement with teamwork, their develop-
ment of communication skills and self-confidence can all
be enhanced through gamified teaching resources. Emo-
tional intelligence, life goal setting and motivation to
study in peer and mixed groups have all been shown to
be improved through a cooperative gamified approach
[53]. By incorporating elements of competition and
reward, gamification can make teamwork more appeal-
ing and encourage active participation from all mem-
bers. Toda et al. [54] evaluated the effectiveness of such
elements, showing that gamification in educational con-
texts, particularly teamwork, leverages the dynamics of
cooperation, competition and social interaction to foster
engagement, motivation, and collaboration. The
authors state that the key to success is careful task
design to balance competition and cooperation, ensur-
ing both individual and team dynamics contribute posi-
tively to learning [54].

Technological integration

Use of collaborative technologies

The integration of collaborative technologies and
online workspaces can significantly enhance the

Enhancing teamwork and assessment in HE

effectiveness of teamwork. Moccozet er al. [51] high-
light that these tools facilitate better communication
and coordination among team members, allowing for
seamless collaboration regardless of physical location.
Platforms such as Google Docs or Microsoft Teams
provide shared spaces where students can work
together in real time, share resources, and keep track
of their progress [55].

Tools for tracking and evaluating contributions

Various technological tools can be employed to ensure
a fair and accurate assessment of individual contribu-
tions. Wikis, blogs and meeting logs are particularly
useful in this regard. Wikis allow for collaborative
document creation where every edit is tracked, making
it easy to see who contributed to what [56]. Blogs can
serve as reflective journals where students document
their individual progress and contributions [57]. Meet-
ing logs can record attendance and participation in
team meetings, providing a clear record of each mem-
ber’s involvement [58]. These tools enhance transpar-
ency, and help identify and address any issues related
to free-riding or uneven participation [1,56].

Team members have been shown to be well-placed
to judge the contribution of their peers. The use of
automated online tools, such as WebPA [45] or Bud-
dycheck [59], to adjust team marks based on peer and
self-evaluation can add an extra level of robustness to
team-based assessment and is appreciated by students.
A key consideration of this approach is ensuring that
the assessment is authentic [7,50] and that both the
peer and academic elements of the assessment are
clearly visible and outlined to students before the com-
mencement of the team project [60].

Supporting teams during teamwork

An important element of effective team-based learning
is the support of the teams as they are undertaking the
assignment [10,61]. In teamwork assignments, there is
often attention paid to the evaluation of contributions
by team members, and approaches taken to resolve
conflicts. However, many of the challenges arising
from these issues can be forestalled by effective
educator-led support of teams during the teamwork
process itself [62]. This support can be either interven-
tionist or passive on the part of the educator.

Setting goals and deliverables

A useful initial step is to guide teams in setting goals
and key deliverables for the task and timetabling these
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deliverables, working backwards from the submission
date [1]. A useful initial activity is to bring the teams
together (an initial, facilitated, face-to-face meeting in
a class is helpful for kick-starting team cohesion), and
guide them in goal setting, role allocation, and chart-
ing out a series of deliverables and landmark points in
a timeline (see Francis et al. [1] for detailed suggestions
of potential activities). Using a GANNT chart meth-
odology is helpful here, as that highlights the multiple
deliverables that a team-based task typically involves.
This session can also include the educator explaining
the nuances of teamwork and suggesting potential self-
help solutions for team conflicts [63].

Diarising the team’s progress

It is useful to encourage (or require, as a part of the
assessment) teams to keep a log of their activities [64].
This log can be a combination of a record of meetings,
a contract between the team members, and a working
space for research and development of the assignment
output (adopted as a ‘Research Trail’ in an assessment
case study by Rutherford and Prytherch [65]). The log
can also potentially include a reflective element by the
team on their approach. A log of activities also pro-
vides evidence of contribution levels to back up any
issues in the peer evaluation of input. It can also serve
as a passive means of identifying potential team prob-
lems on the part of the educator.

Collaborative documents are helpful here, such as
the use of Google Docs, or shared documents on a
platform such as Microsoft Teams. Periodic check-ins
by the educator enable them to track any disengage-
ment of team members, and to flag lack of progress
if the group is falling behind. Making this activity a
small part of the grade for the team task is a good
way of ensuring that students engage with this
activity.

Educator check-ins

Proactive educator support is a means of proactively
stalling team problems. Scheduling one or two short *
check-in” meetings with the teams is an effective means
of future-proofing against any negative issues. Short
(15-min) meetings once or twice during a long-term
task need not be onerous on either the educator or the
team members but can be extremely effective in
highlighting any group issues, non-engagement, or
potential misunderstandings. Online conferencing plat-
forms can be a means of managing these meetings, so
they are logistically straightforward to hold and non-
threatening for the students.

N. Francis et al.

Adapting teamwork to
individual needs

Differentiated instruction and tailored support

Effective teamwork requires adapting teaching
methods to meet students’ diverse needs. Tomlinson
[66] advocates differentiated instruction, which
involves adjusting teaching approaches, materials and
tasks to accommodate different learning needs
and competency levels. Tailored support can signifi-
cantly improve learning outcomes by ensuring that
each student can engage with the material in a way
that best suits their ability and background [67].

Strategies for inclusivity and accommodating
diverse student backgrounds

To create an inclusive learning environment, it is cru-
cial to implement strategies that accommodate stu-
dents’ diverse backgrounds and needs. This includes:

1 Flexible grouping: allowing students to work in dif-
ferent team configurations based on their strengths
and interests can enhance learning and ensure that
all members feel valued and included. Tools, such as
Belbin’s role theory, can assist with flexible grouping
and enhance team performance [68].

2 Cultural sensitivity: being aware of and responsive
to the cultural backgrounds of students can help in
designing team activities that are respectful and
inclusive [69,70].

3 Support for students with disabilities: providing
appropriate accommodations, such as assistive tech-
nologies and adjusted timelines, ensures that stu-
dents with disabilities can fully participate in
teamwork [71,72].

These strategies help create a supportive and equita-
ble environment where all students can benefit from
teamwork.

Best practices for teamwork
assessment

Robust and transparent marking schemes

Effective assessment of teamwork relies on robust and
transparent marking schemes as it is not always clear
how individual skills within team-based tasks are
assessed [60]. Gibbs [73] emphasises the importance of
clarity in assessment criteria to ensure fairness and to
provide students with a clear understanding of what is
expected. Transparent marking schemes help maintain
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APPROPRIATENESS OF THE ASSESSMENT FOR TEAMWORK
Ensuring that the assessment and activity is relevant and appropriate to a team-based
activity. What is the rationale for using teamwork? Do the learning outcomes warrant
team-based approaches? What is the pedagogic benefit of team-based activity?
Whose benefit is this team-based structure primarily for, the student or the assessor?
Is there sufficient structure and scaffolding in place to support the team activity?

Clearly defining the broader outcomes of the assessment, and the professional
importance of teamwork. Presenting the theory and practice of teamwork to the
students. Role identification within the team and planning of the task, identifying clear
deliverables and landmarks, and means to evaluate differential indicators of

PRE-ACTIVITY PREPARATORY WORK

contributions by team members.

ONGOING SUPPORTING TEAM FACILITATING
INTERACVTIVE DYNAMICS ONGOING SELF-
SUPPORT FOR TEAMS Monitoring interpersonal REFLECTION
Regular scheduled dynamics, and proactively AND SELF-
updates with the teams as identifying any potential FEEDBACK
they proceed through the personnel problems (e.g. Provide/support

activity. Reflective sharing | extenuating circumstances, [ opportunities for
of progress and meeting inclusivity issues, personal teams and team
deliverables/outcomes.
Opportunity to support
and address issues before | record of engagement for and give feedback
they become problems.

dynamics). Logging of
contributions to create a

members to reflect
on their progress

allteam members.

to themselves.

Fig. 4. A suggested framework for

Appropriate methods for assessing the process of the work, the output from the
teamwork activity, and the relative contributions of the team members.
Developmental feedback on team activity, process and output, with emphasis on

EVALUATION & FEEDBACK

future teamwork.

managing a teamwork assignment.
Each stage has key activities and
considerations, leading to the
development of teamwork skills and a
positive impact on future team-based
activity.

consistency in evaluation and enhance student trust in
the assessment process. Some tools have been devel-
oped to assist with assessing teamwork, but there is
still a need for more robust and fair methods to reli-
ably track the development of teamwork skills [74].
For this purpose, tools like the CATME-BARS scale
can be used [75], whilst Britton et al. [60] have
described the development of a simplified version
called Team Q for assessing individual development
and contribution within team-based assessments. These
tools provide a practical and reliable way for instruc-
tors to assess teamwork, ensuring alignment between
intended outcomes and the assessment.

Assessing both process and product

Kennedy [76] suggests that assessing both the process
and the final product of teamwork provides a more

comprehensive evaluation. By evaluating the process,
educators can recognise the efforts and contributions
of individual members, which might not be evident in
the final product alone [58]. This dual focus ensures
that both the collaborative effort and the outcome are
valued and rewarded [77].

To address the issue of unequal contribution, several
techniques can be employed to individualise marks
within team assessments:

1 Peer assessment: allowing team members to evaluate
each other’s contributions can help identify individual
efforts and ensure fair distribution of marks [78].

2 Self-assessment: encouraging students to reflect on
their own contributions and learning can provide
valuable insights and support fair assessment [79].

3 Weighted contributions: assigning different weights
to individual contributions based on peer and self-
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assessments can help in adjusting marks to reflect
each member’s efforts accurately [45,46].

Implementing these best practices can enhance the
fairness and effectiveness of teamwork assessment,
ensuring that all students are recognised for their con-
tributions and learning. Pragmatically, process-driven
assessment is also a strategy that is being proposed to
help ensure academic integrity in the face of Genera-
tive Al [80].

A framework for effective teamwork
assessment

Figure 4 suggests a framework for the management of
an effective team-based assignment. The model follows
four key stages: (a) Planning and rationale (determining
the purpose of the assessment and ensuring that a team-
based task is the most appropriate medium); (b) Pre-
activity preparation (supporting students in understand-
ing the parameters of teamwork and how to manage a
team-based activity successfully); (c) Support (support-
ing student-teams, managing the assignment process,
and facilitating self-reflection); (d) Evaluation and feed-
back (effective marking and peer evaluation approaches,
and feedback for future development). Scaffolding the
team activity in this way ensures that it is a supported
learning activity for the students and enables the educa-
tor to head off any problems before they damage the
cohesion of the team.

Conclusion

This review highlights several critical strategies for
enhancing the effectiveness of teamwork and its assess-
ment in higher education. Structured approaches, includ-
ing clear roles and responsibilities [33] and effective
division of labour [32], are essential for promoting
accountability and participation. Addressing common
challenges like free-riding and conflicts [40,42] through
strategies like team contracts and peer assessments ensures
fairness and engagement. Furthermore, integrating active
learning and real-world applications [49,50], along with
technological tools [51], enhances student involvement
and collaboration. Adapting team work to individual
needs [66] and employing robust assessment techniques
[73,76] improve teamwork’s effectiveness and equity.

Future directions for research and practice in
teamwork assessment

Future research should continue to explore innovative
strategies for teamwork and assessment, focusing on

N. Francis et al.

longitudinal studies to understand long-term impacts
on student learning and professional readiness. Addi-
tionally, investigating the role of technology in facili-
tating remote and hybrid teamwork environments is
increasingly relevant. Practitioners should emphasise
ongoing training for educators in managing team
dynamics and developing fair assessment criteria. By
continuously refining these approaches, educators can
better prepare students for collaborative professional
environments, ensuring that teamwork remains a vital
component of higher education.
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