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Activity 4
Report on the dynamics and political behaviour of groups/teams

Introduction
Within a group/team, individuals bring prior experiences, personality and life stories, resulting in complex groups. This leads to improved organisational performance (Jackson and Carter 2000).  This report identifies stages of group/team development, models around roles within teams, political behaviour in organisations and how it can impact on achievement of objectives. 

Findings
Within groups/teams, individuals contribute individually to the common goal (Powley 2012), each member taking on either group task roles (focussed on productivity), maintenance roles (relating to relationships) or self-orientated roles (focussing on their own needs). Individuals may switch roles, making it difficult to assess effectiveness.  As groups grow, individuals exert less effort. (Watson and Reissner 2014).  The main difference between groups and teams is that teams share a collective responsibility, entering into a psychological contract (Clegg et al 2005). 

The four types of teams are management, task specific, work and parallel (Watson and Reissner 2014).  When setting up a team, an individual’s contribution should be a focus.  Clarity is needed in relation to individual and collective priorities and objectives. Motivation and energy are key to success as politics, disagreements and outside interference affects performance (Watson and Reissner 2014).  

Tuckman (1965) identified five team developmental stages.  In ‘forming’, individuals test boundaries to identify structure, purpose and hidden agendas, leading to confusion and uncertainty.  Within ‘storming’, the leader emerges, often resulting in conflict due to high emotions and role clarification.  During ‘norming’, individuals settle into co-operation and collaboration, developing team cohesion. The group are fully functional during the ‘performing’ stage, showing commitment and collective responsibility.  Once the objectives achieved, the team enter the ‘adjourning/mourning’ stage, going through a period of ‘mourning’. (Horn 2009)

Within a team, the right skills and behaviours are needed (Mind Tools 2017).  Belbin identified nine individual roles within a team, which are categorised into action, people and thought orientated.  The action orientated roles include the shaper, implementor and completer-finisher, who focus on achievement of the task.  The people orientated roles are the co-ordinator, team worker and resource investigator, focusing on individuals and ideas, negotiating where needed.   The thought orientated roles are the plant, monitor-evaluator and specialist, providing technical knowledge and analysing options.  (Belbin 2018) (Watson and Reissner 2014).  

Horn (2009) identifies there are maintenance, task and self-orientated types of behaviours within teams. Maintenance behaviours create a harmonious team, showing respect.  Self-orientated behaviours have a detrimental effect on the team, including failure to commit to actions, distracting or undermining team members, being negative or critical and withdrawing from the team.  Task orientated behaviours are focussed on the achievement of objectives, creating an impersonal experience for team members.  In order to contribute effectively, individuals need to show respect, be committed, ensure clarity of their role, actively listen and communicate effectively.  It is vital that individuals consider the perspectives of others and remain non-judgemental. For a team to be effective, there needs to be trust, commitment, clear objectives, skills needed for the task and a vision of continuous improvement. (Horn 2009)  

In order to lead a team effectively, the leader must be a working member of the group.  The essential behaviours are being transparent, keeping aims and objectives clear and achievable, identifying team roles where possible and adopt a coaching style where possible.  A team need to have confidence and trust in their leader, who would then accept responsibility for failure.  It is vital that the leader focusses on the main objective of the teams, bringing the team back and making changes where necessary.  (Horn 2009)

According to Aston (2009), “Research shows better results are obtained by a team than individuals working alone”.  Aston team-based working identifies that decisions are made by teams of people rather than by individuals, ensuring sustainable high performance.  Aston identifies that there are seven areas that need to be addressed. These are team identity, team objectives, role clarity, team decision making, team communication, constructive debate and inter-team working. (Pinnacle 2018)

Within Project Aristotle, Google researched effective teams, concluding that it was not about who was in the team, it was how they worked together.  There needed to be psychological safety, dependability, structure and clarity, meaning and impact within the team (Google 2018).  The research identified psychological safety is the crucial, allowing employees to take risks.  Edmondson’s (2014) research showed better teams make more mistakes, further research identified that psychological safety within the team allowed individuals to discuss when mistakes were made, making them highly effective teams (Edmondson 2014). The organisation KPMG identified that having leaders discuss the purposefulness of work, raised engagement and morale (Re:Work 2018). 

Within teams, there are political agendas. Horn (2009) defines politics as “taking a particular view or position with the intention of gaining from that position”.  Individuals take on a political role within a team.   Allies can be relied on to achieve the team objective.   
Opponents are critical to the teams objectives and once the team reach the norming stage, can have a detrimental effects on the team.  Adversaries are a challenge for the group as they will sabotage the team performance.   Bedfellows disagree with the values of the team, but disguise their true thoughts, aligning as they feel it is advantageous, they may move political roles.  Fence sitters remain neutral, showing little commitment to the team.  (Horn 2009)

Political behaviour may be as a result of either personal or organisational factors, personal factors include fear, change, or lack of acceptance. Organisational factors include favouritism, leadership and career progression opportunities. (Edmondson 2014) 

Negative impact of political behaviour includes missing deadlines, manipulating leaders and staff turnover.  When an individual’s work is being criticised, it could result in low self-esteem, preventing participation and staff retention.  In extreme cases, disciplinary or legal action may be taken as a result of unprofessional behaviour, bullying or harassment. 

Team leaders use positive political behaviour to help with team performance.  An example of this is when carrying out an appraisal, identifying through emotional intelligence the reasoning behind negative behaviour, creating a purpose as behaviour usually becomes destructive when there are no shared goals (Paton 2004).  

Conclusion
Belbin, Google and Aston actively manage teams effectively.  During team formation, individuals adopt team roles and positive political behaviour supports team effectiveness. 
Emotional intelligence allows leaders to use Thomas-Kilmann’s Conflict Model, deciding when to avoid, compete, accommodate, collaborate and compromise. 
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