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Team Dynamics and Political Behaviour - how they contribute to organisation success.  

Executive Summary 

This report sets out to explain the concept of team dynamics and the influence they have on the success and productivity of a team.  It also highlights the affect political behaviour can have on an organisation and its success at achieving its objectives.  


Introduction 

Johns and Perkins (2016) state that a key dynamic of organisational life is that professionals must be able to work together, HR professionals included.  They must be able to work with colleagues within their function and also other stakeholders.  Poor teamwork causes substantial reduction to organisational productivity and can demotivate individuals.  Therefore, understanding different dynamics is crucial when developing a team.  Watson, (2014) highlights that teams are a regular occurrence in organisational structures, the purpose of them being to work towards a common goal.  They are diverse and comprise different genders, ages and culture backgrounds, with each member bringing their own knowledge, skills and ideas.  


Aranda et al (1998) identifies a number of team types.  Management teams, task teams, work teams and parallel teams.  They all have advantages and disadvantages.  Team discussions and idea sharing can provide a broader range of solutions, however bringing a number of individuals together, away from their day to day activities, is a hidden cost that can affect organisational productivity.  Being a member of a team and having a sense of belonging is known to increase effort.  However, cohesive working to the extreme can lead to “group think”, a term penned by Janis, 1997, which describes an interference with collective decision making, leading to poor decisions and actions.

There are a number of factors that can influence how a team functions, including personalities, leadership style, team structure, power and status and processing and reporting mechanisms.  To operate successfully as a team, each member needs to recognise how different people’s agendas and drivers will influence the team (Johns & Perkins, 2016).  Leadership style can also have a significant impact on group dynamics and Professor Michael West has presented interesting research on the role of compassionate leadership in the NHS and “how it results in a working environment that encourages people to find new and improved ways of working” (Kings Fund, 2017).   

Good communication is also an important factor which contributes to the effectiveness of an organisation (Mintzberg 1989).  Pentland (2012) identifies “successful communication patterns”, which contribute to team success, including team members listening and speaking in equal measure, ensuring energic conversations and exploration of ideas outside of the team.

Allcorn, (1985) has identified three team roles, the first being group task roles which involve facilitating, identifying problems and initiating problem solving.  The second role, group maintenance roles, focus on positive relationships and encouragement and the resolution of conflict and standard setting.  Finally, self-orientated roles relate to individual needs and agendas.  These have a positive impact on group dynamics, but can encourage negative behaviours such as resistance and dominance.  

Watson, (2014) states that teams need to include a combination of interpersonal, technical and problem solving skills to be successful and show the ability to change to meet business need.  

[bookmark: _GoBack]Tuckman’s (1965) model of the formation of a team (Appendix 1) has five stages:

· Forming
· Storming
· Norming
· Performing
· Adjourning 

This highlights that the journey to a well-formed, productive team is not smooth.  It should be recognised that difficulties and conflict form part of a team’s journey and leaders should have the skills to encourage effective team working to achieve a common goal.  They also need to allow team members to take responsibility and lead as individuals (Quinn et al 2003), as micromanaging can have a negative impact on team dynamics.  

Belbin (1981 & 2007) produced a team role test that gauges dominance, intelligence, intro/extroversion and anxiety and determination behaviours.  An individual’s role or place in a team can be identified by measuring the combinations of these behaviours and attributes. However, this assessment tool only identifies behaviours rather than personalities (Watson, 2014).  Stephens, (2010) notes that it is important that the right combination is identified to ensure work related elements are achieved and there is a harmonious social environment in which to function.  

Political behaviour can be defined as a process of social influence, which is used strategically to enhance short or long term personal interest (Dubrin 2009).  An example of this behaviour is an individual taking action to pursue their own personal goal, with little or no consideration for the impact it may have on others or the organisation.  Holbeche (2003) reports that the Roffey Park 2003 Management Agenda Survey suggested that office politics can have a negative impact on organisational performance, with reduced trust being a factor in an individual’s performance.  However, 60% of respondents believed that workplace political behaviour was required to meet to organisations objectives.  

Holbeche (2003) recommends that a HR professional has excellent influencing skills (good political skills) in order to achieve organisational goals and objectives.  They should be able to action a range of small political tactics if they wish to influence people.  However, it is important that these tactics remain within their own morality and be organisationally ethical.  A HR professional with a selection of positive political and influencing skills should be able to challenge obstruction to change successfully.


Conclusion 
From the above, it is clear that both team dynamics and political behaviour have both negative and positive effects on organisational success.  Being able to bring together the right mix of people with the required skills and knowledge and a willingness to learn are key ingredients to a successful team.  Political behaviour used as an influencer can help an organisation achieve its objectives.  However, the use of political behaviour as a means to satisfy an individual’s own needs to the detriment of others, will have a negative impact on an organisation, with decreased trust levels, leading to reduced productivity.


Recommendations
It is recommended that leaders take time to think about the makeup of their teams and how the different skills and behaviours are used to ensure the right team dynamic.  Getting these factors right will improve the productivity of the team and also the quality of the results.  

Organisations should be aware of political behaviour and how it can have an impact on an organisation’s objectives.  Influencing used as a positive political behaviour can bring about good results and aid an organisation to successfully meet its goals.
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Appendix 1
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Figure 8.1 Developmental stages of groups and teams

—
s First stage in the development process, maked by uncertainty and confusion.
* Group members test goals, marked tasks, purpose, structure and leadership.
¢ Group members sound each other for differences and hidden agendas.
J
* Negotiation of roles and duties. R
e Clarifying of how to share information.
» Emergence of informal leader if no formal leader appointed,
» Atmosphere usually emotionally charged, conflict and confrontation likely. )
* Group or teain members eslablish interdependence and settle into co-operation )
and collaboration.
® Performance norms and group cohesion are formed.
¢ Individual contributions are being co-ordinated.
» Competition is discouraged. - )
~

e Group or team is fully functional.
» Group or leam members have clear understanding of information-sharing stucture.
e Commitment to common goal.

* Collective responsibility. )
~
* Original objective accomplished.
» Group or team disbands or re-forms into a new entity to begin the process again.
J

Source: drawing on Tuckman 1965, Quinn et al 2003




