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Activity 4 - Team Dynamics and Organisational Politics
There are so many factors to consider when undertaking the position of a Manager or Leader but two of the most important are not necessarily the most obvious.  These are team dynamics and organisational politics.
Team Dynamics
The definition for a team as provided by Greenburgh and Baron (1997) and presented by Reissnar and Watson (2014,p212)  is “a group whose members have complementary skills and are committed to a common purpose or set of performance goals who hold themselves mutually accountable”.  In order to be successful a team depends on both individual and team performance with collective responsibility for the results.  Clegg et al (2005) goes further and determines that each team member enters into an unspoken psychological contract with the other team members during the early stages of the team formation.
Team cohesiveness and stability were linked in early research on team dynamics to higher productivity and communication was found to be more satisfying and frequent within a stable team, especially when team members shared similar values as this ensured a greater level of participation by each team member. 
Belbin (1981,1996) looked into the team roles at work which were partly impacted by the personalities of individuals and their behaviours and partly by team dynamics.  It was determined that by classifying people into team types, it was possible for team leaders to create effective teams using a various mix of these types and to identify where gaps were in terms of the skills needed  within existing teams. For example in a task-related team, you would want to have at least one ‘Completer/Finisher’ to ensure the task was kept on track and reached a timely end. At the same time you would want a ‘Shaper’ to tease out the possible options and the final objectives in which to work towards.
For the individual, the identification of the preferred working style and roles best suited to their individual style allows them to seek out opportunities that best meets their personal preferences so they are able to make best use of their skill set.
Given the amount of change and frequency of that change, it is recognised that it is more important than ever to ensure team members have differing skill sets so others can tap into these to achieve good results, especially when the objectives suddenly change and new skill sets are required.
Being able to form and reform to adapt to these changes in organisational need are critical, however, so too is an understanding of the impact these changes will have on team performance. One of the most popular models to demonstrate the stages a team will go through is that of Tuckman (1965) who created a four stage model, later adding a fifth stage in the 1970’s.
This model has been adapted for the purposes of this report to include the management approach which balances how a team can be supported during this period of change through change in management style.

Understanding team dynamics and recognising the stages a team will go through is an important role for any Leader, who as shown above, can provide the much needed support to help in the creation of an effective team.
Organisational Politics
Another area that needs to be understood and recognised by the Leader is organisational politics and how this can impact on the achievement of organisational objectives.
In order to understand politics, it is first useful to define what is meant by the term ‘organisational politics’.  A clearly understood definition would be a variety of activities associated with the use of influential tactics to improve personal or organisational interests. Studies have shown that individuals with political skills are often better in gaining more personal power as well as managing the demands placed upon them thus consequently reducing stress.  They also have a greater impact on the outcomes for the organisation.  
This can be demonstrated by using the example of influence within the previous activity (Activity Three) where it was recognised that the position and the sensitivities surrounding the timing of that position required a level of politics in order to influence those within senior positions to enact the changes identified for the benefit of the organisation, in particular, around those within the HR function. 
Jarrett (2017) considers that to enable Leaders to be more comfortable with the political landscape it is important to map the political terrain and has devised a map based on four metaphors, depending on whether these powers are implicit or explicit: Implicit – ‘The Weeds’ and ‘The Woods’ or Explicit – ‘The Rock’ and the ‘High Ground’.








The High Ground

Rules, structures, policies, guidelines Pros - provides guidelines for ‘The Rocks’
Cons – can prevent innovation & change

The Woods

Implicit norms, hidden assumptions & unspoken routines
Pros – can provide safety and cover for people within the organisation
Cons – can be bewildering where good ideas and necessary changes get lost

The 4 Metaphors of Organisational Politics
Organisational Level
Individual Level
Where the Political Activity Takes Place




The Rock

Individual interactions and formal sources of authority ie. title/role/expertise
Pros – stabilising foundation that keeps organisations steady
Cons- Sharp edes of hard power can wreck a plan
The Weeds

Personal influence and informal networks rule
Pros – dynamic, grows naturally without maintenence
Negative – can thwart legitimate change





		Source of Power


Based on map by Jarrett (2017)

There is a difference of opinion on whether managers should be involved in organisational politics with Horn (2009) stating that although managers need to be aware of it and manage it, they should  avoid being part of it, whereas Rodgers (2007) sees that engaging with political dynamics is essential to ensure all change is successful.  This could be because executives tend to view organisational politics as negative, however, the map above clearly shows that each political power has both positives and negatives.  Jarrett (2017) provides many examples of where successful change has happened using both implicit and explicit powers.  One good example is based on that of the ‘Higher Ground’ where a public agency was failing to collect millions in tax revenues because the processes in place to stop fraud were too slow.  Senior Leaders decided to set up a special task-force to resolve the problem.  This resulted in the problem being halved in the first year and the agency receiving 95% of the tax revenue in the second.  Subsequently, the official processes were changed to match those followed by the task-force, thereby creating benefit for the organisation in a controlled manner.
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Forming


Uncertainty, Individual roles/responsiblities unclear


Little agreement on team objectives


Storming


Atmosphere usually highly charged with postioning taking place


Emergence of informal leader and appointed leader challenged


Norming


Fully functional wiith a high degree of autonomy


Adjourning


Sounding each other out, differences, identifying hidden agendas


Rely on direction from Leader


Lack of agreemet within team decisions


Focus on objectives needed to take away focus on conflict and confrontation


Coaching style of leadership required


Performing


Largely agreement & consensus achieved


Roles & responsiblities are largely accepted


Team agreements made 


Team develops its prcesses/working style


Leader acts as facilitator/enabler


May  beginning to meet socially


Team vision is understood and shared


Collective responsibility is achieved


Team members look after each other


May ask for help from the Leader for personal/interpersonal development


Leader is able to delegate and oversee team


Original objective accomplished


Team is disbanded


A new Leader is identified  for promotion













