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Group formation
and performance

Carl Atherton looks at the processes involved
in the formation of sports teams. The factors
that can make a team less productive

are discussed. Steiner’s model of group
performance shows how a team does not
always realise its potential.

group is a collection of individuals
who work together to achieve a

common goal. For example, in

sporting terms this couldbe alocal hockey
team training and playing together each
week in the hope of winning the league.
Members of a group usually have a cgllec-

tive identity, for example a team kit

Group formation
According to the psychologist Caroll,
there are four stages in the formation of

a group.
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m Stage 1 is the forming stage, when
the group members develop an affinity
with each other based on their shared
desire to achieve a common goal. For
example, after the first training session
of a group of players who are hoping to
be selected for a college rugby team, the
players might begin to socialise with
each other when they meet in the col-
lege recreation area, and a bond starts
to form between them.

m Stage 2 is the storming stage.
Differences of opinion and conflicts

between members of the

group may sur-
face. In the college rugby team example,
it may emerge that two players are try-
ing to get into the team in the same

position and a rivalry develops between
them.

m Stage 3 is the norming stage, when
the group members start to resolve their
differences and settle down into a team

Perhaps the

with long-term potent

two players vying for the same position

solve the problem by agreeing that one

of them should play in a different posi-

tion.

m Stage 4 is the performing stage of
group development, when the team
concentrates on achieving its goals and
fulfils its potential. Regular fixtures are
played and the team members begin to
enjoy playing together, with greater

success resulting.

Group performance

According to Steiner, the success that a
team achieves (actual productivity) is
equal to the best it can do (potential pro-
ductivity) minus some faulty processes
that detract from the overall effort. The
faulty processes are the contributing fac-
tors that make things go wrong.

Some examples of the things that a
team might get wrong include coordina-
tion problems, lack of cohesion and lack
of motivation from some team members
— for example, taking the game ‘lightly’
because they think the opposition is
weak.

An ineffective one-on-one defence may lead to easier lay-up opportunities, as opposed
to a zone defence forcing set shots from further away

Group cohesion and
coordination
Coordination problems detract from the
best possible performance They occur
when either the players or the coach get
it wrong. For example, failure to com-
municate with fellow defenders could
lead to an attacker being left free, and a
goal being given away. The coach may
implement the wrong tactics, perhaps
playing a one-on-one defensive system
in basketball when a zone defence
would have been more appropriate
because some of the opponents are
individually faster.

Players can sometimes misunder-
stand the coach’s instructions, or choose

toignore them. For example, in a game of
football a player may not be happy in a
defensive role and may begin to wander
into an attacking position, leaving space
for the opposition to exploit. Or two
players might end up marking the same
opponent.

The team leader or captain has an
important role to play in ensuring that
the group follows agreed tactics and
works together. Team selection is impor-
tant. Players who are not suited to each
other's style of play may fail to work
together effectively because their role in
the team has been compromised.

The coordination problems within a
team affect group cohesion. Cohesion is
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of a team unite to achieve a common
goal. A number of factors affect both
group cohesion and coordination.

Cohesion is influenced by the type of
sport being played. An interactive team
game requires more cohesion than an
individual sport such as marathon run-
ning. Sports performed in pairs, such as
tennis doubles, also require more inter-
action and cohesion than individual
sports. Think how important it is for a
double-sculls rowing pair to get their
timing right.

Timing is even more important In
team coordination. When a set move is
performed in rugby, all the players need
to time their runs to perfection. Team
sports such as netball need a high degree
of cooperation and the interaction of
team members is crucial. The more
players there are in a team, the greater

the potential for something to go wron

since it is more likely that someone will
make a mistake.

The personality of the players is a
factor in cohesion. It is important that
the team members get on socially and
that their personalities ‘gel. Imagine a
group of extroverts all vying for attention
within the group — a mix of loud and
quiet personalities is usually better for
group harmony.

The rewards on offer can affect team
morale and motivation. The desire to
win a major cup game, for example,
tends to unite a team in its drive for suc-
cess, and players will often forget any
personal differences in order to achieve

success. In other words, task cohesion is

stronger than social cohesion. Task cohe-
sion relates to success and achievement;
social cohesion relates to how the team
members socialise and get on with each
other.

Cohesion and cooperation are also
affected by past success and the proba-
bility of future success. If a team has
already beaten an opponent in a cup
match, the players will look forward to
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‘Long-distance running requires
relatively low cooperation

circuit training because you want to
improve your fitness (task) and because
you want to achieve thisby workinginan
environment with other people (social).
Once you are in the class, you may have
to work with a partner (social) and you
may help each other to achieve the best
results (task).

To improve cohesion, the coach should:
m develop team goals
m give the team an identity (e.g. a team
kit)
m identify clear roles
m use interactive drills in training with
clear tactics
m use motivational strategies, such as

social opportunities

The Ringlemann effect

he Ringlemann effect was derived
from a study of tug of war. It was noted
that a team of eight people did not pull
eight times harder than they did as indi-
viduals. Collective effort decreases with

group size.

Social loafing
The tendency of individual team mem-
bers to reduce their effort and hide within
the groupis called social loafing. It tends
to occur when team members lose moti-
vation because they believe their efforts
are not being recognised. There is
therefore alack of performance identi-
fication. Social loafing may also occur
due to poor leadership, when players are
offered little encouragement, orifplayers
lack confidence and fear failure.
Imagine playing in a game in which
your team is 5-0 down with only a few
minutes to go. You might feel that there is
little point in making any effort to win
the game, especially if you feel that other
playersinyourteamhave not given their
best.

Key box 1

Social loafing Loss of individual effort
within a team.

Group cohesion

- Social
cohesion

To prevent social loafing, the coach
should highlight
mances. One of the best ways to do this is

Similarly, if a player lacks confidence

or motivation, he/she might be inclined individual perfor-
to leave other team membersto do all the
work. to use statistical data in performance
analysis. The number of tackles, the
Solutions to social loafing number of assists and the success rate of

shots are all examples of data that players

Social loafing within a

able and so the coach should employ  canbe given afterthe game to make them

feel as though they have been noticed.

tactics to reduce it.
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nave made to the result raises connaence
and givesafeeling of responsibility, atleast
in part, for any success. In other words,
success should be attributed internally.

The coach should also make sure that
players are encouraged and motivated
during the game, and offer suitable
rewards. Most clubs have a ‘man of the
match' award, and ‘player of the year’ to
maintain motivation throughout the
season.

Finally, the coach should set goals for
the players, and perhaps give them a spe-
cific role to play in the game such as
marking a particular opponent or playing
in a wide position. Goals should be real-
istic and achievable, and might represent
an improvementon the last performance,
such as to make three more tackles in
every game over the next month.

Carl Atherton is Head of PE at Greenhead
College. He is an experienced author in skill

acquisition and psychology.
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