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A Literature Review: Leadership and Team Development in Sport Teams
Teams are critical in accomplishing goals that require diverse skills, collaboration, and shared responsibilities. Whether you are in the field of business, healthcare, education, or sports, the ability of a team to perform at a high level often depends on strong leadership. Leadership provides direction, resolves conflicts, motivates team members, and ensures accountability. When discussing team development, one of the most influential frameworks for understanding team development is Tuckman’s Model of Team Development, which highlights four stages: forming, storming, norming, and performing (Bonebright, 2010). This literature review will explore the role of leadership in guiding teams through these stages, discussing the basics of team structures, roles, and responsibilities, as well as the advantages and challenges of team structures, and apply these concepts directly to sports teams. 
Leadership Foundation
Leadership is the ability to exert influence over a collective of individuals in order to attain a shared objective (Kanyike, 2023). In order for a leader to be effective, they must foster collaboration, adapt their approach based on team needs, and maintain motivation. With many leadership styles, the two leadership styles that play a critical role in team development are transformational, and servant leadership. Leadership is responsible for clarifying team goals, mediating conflicts, motivating members, facilitating communication, and supporting the development of team skills. In the sports world, coaches exemplify leadership by guiding players' skills, shaping strategy, and creating cohesive team culture. 


Transformational Leadership
Transformational leadership is a leadership style where an individual engages with others in ways that leaders and their followers raise one another to higher levels of motivation and morality (Childers, 2009) -- creating an environment that fosters cohesion and creativity. Individuals who display transformational leadership tend to have a strong set of internal values and ideals, and are effective when it comes to motivating team members to act in ways that support the greater good of the team, rather than their own self-interest. Transformational leaders set challenging expectations and achieve high performance. Transformational leaders display behavioral integrity that involves a perceived pattern of alignment between a manager’s words and deeds, with special attention to promise keeping as well as espoused and enacted (Childers, 2009). This leads to gaining the trust of followers by being fair in their treatment of followers and demonstrating their faith in followers by empowering them.
Servant Leadership
Servant leaders are servants first and are generally individuals with the natural feeling of wanting to serve first, and then the conscious choice brings one to lead (Demeke et al., 2024). Servant leadership has ten essential characteristics: listening, empathy, healing, awareness, persuasion, conceptualization, foresight, stewardship, commitment to the growth of people, and building community (Spears, 2021). Servant leadership is a moral-based leadership primarily driven by the idea that serving is a natural component or inner conviction of the leader. This type of leadership focuses on personal growth and the well-being of others (Demeke et al., 2024). 
Teams
Katzenbach & Smith (2008) define teams as a small number of people with complementary skills who are committed to a common purpose, set of performance goals, and approach for which they hold themselves mutually accountable. Teams work inter-dependently to achieve shared goals. 
Roles and Responsibilities 
Driskell et al. (2017) stress that roles are critical in teams because they represent patterns of behavior that are interrelated with the activities of other team members in pursuit of the overall team objective. The term role comes from the French vocabulary, which originally referred to the rolls of paper on which actors' parts were written. Providing that in theatre, an actor adopts and sheds roles easily, whereas in real-world teams, a role is more of an internalized enduring set of behaviors (Driskell et al., 2017). In sports teams, roles often provide a clear illustration of how roles structure team interaction. For example, in basketball, there are five primary roles: point guard, shooting guard, small forward, power forward, and center. These roles vary within any particular team, and responsibilities would be slightly different as well. There are also roles on a basketball team, such as coaches and supporters. Each role has a distinct responsibility. A coach is the primary leader of the team, and their responsibilities include guiding the strategy that they want to implement, motivating team members, resolving conflicts with solutions, and establishing team norms. If an individual is in a supporting role, their responsibility would be to help facilitate communication throughout the team, track progress by keeping stats, and help encourage cohesion within the team to help build motivation and work towards the overall team objective. 
Pros and Cons
In a team setting, the pros of functioning within a team are the ability to be diverse. Having a diverse team allows for diverse perspectives. Sharing the workload and accountability is another pro. Being able to divide the workload and hold each other accountable is beneficial to a team. It allows for equal responsibilities and does not overwhelm a single person. Working in a team also enhances creativity, innovation, and it is useful when you are problem-solving and making decisions. Working in a team setting allows for a collaborative effort where individuals can rely on one another and work towards the collective team objective. 
The cons of working with a team is the high chance of conflict and personality clashes due to different perspectives. This is where leadership is vital, setting expectations and communicating clear roles and responsibilities. Another con is slower decision-making due to multiple perspectives and ensuring that everyone feels validated. Unequal participation and reliance on certain members can also be a con. If roles and expectations are not clearly established, this can cause an overload on other team members while some team members neglect their responsibilities. In sports teams, pros and cons are visible in areas such as training, competition performances, and strategy discussions. 
Tuckman’s Team Development Model
According to Bonebright (2010), Tuckman’s model has become one of the most predominantly referred to and most widely recognized in organizational literature. The model is a reflection of its time, responding both to the growing importance of teams in the workplace and to the lack of applicable research. The model has proved useful for practice by describing new ways that people were working together, helping team members understand what was happening in the development process, and providing consultants a way to predict the stages of growth in teams (Bonebright, 2010). These stages are forming, storming, norming, and performing.
Forming
This is the first stage of the model for testing and dependence. In this stage, the team becomes oriented to the task, creates ground rules, and tests the boundaries for interpersonal and task behaviors. Team members will also establish relationships with leaders, organizational standards, and each other in this stage (Bonebright, 2010). Developing trust is another key component of this stage. Each stage builds on the next.
An example of forming within sports teams would be pre-season tryouts, player introductions, and role assignments. This is the very first stage of establishing a sports team. 
Storming
This second stage is a time for intergroup conflict. This phase is characterized by the lack of unity and polarization around interpersonal issues. Team members resist moving into unknown areas of interpersonal relations and seek to retain security. Tuckman’s model states that team members become hostile toward one another and toward a coach or leader as a means of expressing their individuality and resisting the formation of team structure. In this stage, team members may have an emotional response to the task, particularly when objectives are associated with self-understanding and self-change (Bonebright, 2010).
An example of storming within sports teams would be the early-season disputes about starting positions. Although roles and responsibilities have been established, there is a conflict over who should start and the amount of playing time members on the team should get.


Norming
The third stage involves team development of cohesion. Team members must accept each other’s idiosyncrasies and express personal opinions. Team roles and norms are also established in this stage. This stage has been described as a stage of developing shared mental models and discovering the most effective ways to work with each other (Bonebright, 2010). Tuckman also claims that in this stage the team becomes an entity as members develop in-group feelings and seek to maintain and perpetuate the team, while avoiding task conflicts to ensure harmony (Bonebright, 2010). 
An example of norming within sports teams would be conducting team meetings to establish strategy and communication norms. In this stage, teams will discuss offensive and defensive systems and how they should be communicated within the team. 

Performing
In the final stage of the original model, the team develops functional role relatedness; the team is a problem-solving instrument as members adjust and play roles that will enhance task activities. Structure is essential for task performance. Roles become flexible and functional, and team energy is channeled into the task (Bonebright, 2010). 
An example of performing within sports teams would be midseason games where the team functions as a unit under pressure situations. Combining the first three stages and establishing ways to handle pressure situations, such as being defended full-court and being down by one with twenty seconds to go. As a leader/coach, you must be able to establish a plan to execute and win the game. 
Conclusion
To be successful, it is critical that leaders guide teams through each of these stages. Communication, conflict resolution, and motivation are critical skills for a leader to have when leading a team. It is essential for leaders to establish clear objectives and regular feedback. Keeping a strong structure and strengthening the team should also be a focal point of a leader, as well as empowering members and encouraging shared leadership. 
Effective leadership is critical in guiding teams through Tuckman’s stages of development. From the stages of forming to performing- leaders set the tone, clarify roles, resolve conflicts, and empower team members to achieve high performance. In sports teams, leadership influences strategic outcomes, cohesion, motivation, and morale. When applying Tuckman’s Model and leadership principles, a sports team can reach its full potential and achieve success. 
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