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82 THE GROUP DEVELOPMENT PROCESS

MAJOR QUESTION
How can understanding the group development process make me more effective at school and work?

THE BIGGER PICTURE

You'll find working in groups and teams much easier when you recognize and understand they often follow a five-stage development process. We put each stage in
context to help you understand the problems and benefits common to groups and feams as they evolve. Your understanding and application of this knowledge will
enable you to more effectively manage individual- and group-level outcomes in the Integrative Framework and perform more successfully in work and school groups.

At work and school, groups and teams go through a maturation process. Their development is much like the life-cycle processes found in many
disciplines—products in marketing and human development in biology. All of these processes are described in terms of stages that differ in terms of
number, sequence, length, and nature * Bruce Tuckman formulated perhaps the most popular group development process. His process originally had
four stages but was later expanded to five—forming, storming, norming, performing, and adjourning (see Figure 8.2).

A word of caution: Similar to Maslow'’s theory of needs discussed in Chapter 5, Tuckman's theory has not withstood rigorous empirical testing,
However, many researchers and practitioners like Tuckman’s five-stage model of group development because it is easy to remember and has
commonsense appeal. Let’s learn a little bit about this process and its individual stages

Notice in Figure 8.2 how individuals give up a measure of their independence when they join and participate in a group. Also, the various stages are
not necessarily of the same duration or intensity. For instance, the storming stage may be practically nonexistent or painfully long, depending on the
goal clarity and the commitment and maturity of the members. You can make this process come to life by relating the various stages to your own
experiences with work groups, committees, athletic teams, fraternities/sororities, religious groups, or class project teams. Some group experiences
that surprised you when they occurred may now make sense or strike you as inevitable when seen as part of a natural development process,

Stage 1: Forming
During this “ice-breaking” stage, group members tend to be uncertain and anxious about such things as their roles, the people in charge, and the
group’s goals. Mutual trust is Iow, and there is a good deal of holding back to see who takes charge and how.

Interestingly, research has shown that this is just the time in a group’s development where some conflict among group members is beneficial. A
study of 71 technology project teams revealed that conflict in the early stages of the group development process increased creativity * However, the
results can be quite different in other situations. For example, in life-and-death situations sometimes faced by surgical teams and airline cockpit crews,
the uncertainty inherent in the early stages of development (e.g., forming and storming) can be dangerous. According to the National Transportation
Safety Board, “73% of commercial airline pilots’ serious mistakes happen on crews’ first day together.”* If the formal leader (e.g., a supervisor) does
not assert his or her authority, an emergent leader will often step in to fulfill the group’s need for leadership and direction (the details of leadership are
discussed in Chapter 13)
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FIGURE 8.2 TUCKMAN'S FIVE-STAGE MODEL OF GROUP DEVELOPMENT
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Stage 2: Storming
This is a time of testing. Individuals test the leader’s policies and assumptions as they try to determine how they fit into the power structure.
Subgroups take shape, and subtle forms of rebellion, such as procrastination, occur.

In fact, some management experts say the reason many new CBOs don’t survive is because they never get beyond the storming stage. Ron Johnson
at JCPenney, for example, never really got employees and other top managers on board with his radical rebranding of the retailer. He fired thousands
of employees, and much of the old guard, but many of those who remained resisted his plan. The situation was made worse still by a lack of support
from the Board of Directors.® Many groups stall in Stage 2 because of how power and politics (topics we'll cover in Chapter 12) can erupt into open
rebellion.

Stage 3: Norming

Groups that make it through Stage 2 generally do so because a respected member, other than the leader, challenges the group to resolve its power
struggles so something can be accomplished.
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Questions about authority and power are best resolved through unemotional, matter-of-fact group discussion. A feeling of team spirit is sometimes
experienced during this stage because members believe they have found their proper roles. Group cohesiveness , defined as the “we feeling” that binds members of a
group together, is the principal by-product of Stage 3. Google CEO Larry Page reshuffled the company’s top management team in early 2013, as reported in The
Wall Street Journal, to “weed out perceived inefficiencies and a lack of cohesion among some of the Internet company’s core product groups.” He
restructured jobs and responsibilities and reassigned people.” Current research supports these actions and shows that increasing team member
interactions and the interdependence of their work tasks can help overcome the conflicts and boost team cohesion and performance

Stage 4: Performing
Activity during this vital stage is focused on solving task problems, as contributors get their work done without hampering others.
This stage is often characterized by a climate of open communication, strong cooperation, and lots of helping behavior. Conflicts and job boundary

disputes are handled constructively and efficiently. Cohesiveness and personal commitment to group goals help the group achieve more than could any
one individual acting alone.

Stage 5: Adjourning
The work is done: it is time to move on to other things. The return to independence can be eased by rituals celebrating “the end” and “new
beginnings.”
Parties, award ceremonies, and graduations can punctuate the end. Leaders need to emphasize valuable lessons learned during the adjourning stage
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