
420 Teamwork

As the story goes, there was a husband and wife team who raced very successfully together, except
that whenever a situation got tense, the husband, who was the skipper, would start yelling and
screaming at his wife. In return, she would calmly tell him if he didn’t shut up she was going to
jump overboard and swim away. One day they were racing for the club championship, and coming
up to the finishing line they were leading except for the last starboard tacker. They decided to duck
behind it, but at the last second and with no warning the husband decided to tack. Nedless, the
crash tack was no picture perfect and the starboard tacker immediatly rolled right over them. The
husband started in on his usal condescending yelling at his wife, and with that she calmly stood up
and dove overborard, swimming over and climbing onto the nearby race committee boat. Of
course, they were scored dnf for that race and thereby lost the championship. Later on that
evening at the club bar, the husband was overhead saying”you know, I really learned something
out that I’ll never forget…” and as everyone leaned in to finally hear him admit he’d been wrong
for treating his wife so poorly, he said: “If I ever get married again, I’m going to find a woman who
can’t swim.”
This is a funny story and I hope the woman don’t take personally, the reality is that people’s habits
and attitudes are difficult to change and that’s includes our bad habits on the race course.

Hi, I’m Stefano Cigui. Now I’m Sport psychologist and a Optimist Coach but in the past i was also a
sailor and 420 as crew. I did a lot of years with differents helmsmen. Everyone was different, in the
first time i was with my brother and then with 2 guys, the first one very excited, the second one
very calm. So the relationships between them was different, sometimes difficult and of course my
coach tried to recognise and resolve the problems but now, after about 20 years I’ve understood
that some informations in this field may be relevant to keep the team together. For me of course
the teamwork is very important and today i want to give you some advices.

I want to start to illustrate an experiment, this social experiment is called The Ringelmann Effect.
Ringelmann was a Franch agricoltural engineer. He researches the animal’s and men’s work
efficient. In his research Ringelmann had partecipants pull horizontally on a rope for 5 seconds.
Individually, then in group of 7 or 14. During this time the maximum pulling effort was recorded via
dynometer. The results show that as group increased the average force exerted individually
decreased. Group of 2 perform at 91% of their potential and group of 3 at 82% of their potential.
In a second study Ingham wanted to determine if the losses resulting from increased group size
were attributable to poor coordination or reduced motivation. How? Testing only one partecipant
at a time, blindfolding the partecipant and having trained helpers pretend to pull the rope
(partecipants thought the other members of the groups were pulling on the rope although they
were not). Any decrease in performance was the primarly attributed to a loss motivation. The
results was almost the same
This phenomenom is called “social loafing” occours across a wide variety of tasks not only phisical
but also cognitive and this is important for our sport.

This is the demostration that the sum is more than the sum of its parts.

A champion team will always beat a team of champions



Now we will see how to reduce social loafing and increased the efficency of teamwork.

Teamwork doesn’t appear magically just because someone mouth the words. It doesn’t thrive just
because the presence of talent or ambition. It doesn’t flourish just because a team has tasted the
success.

Goal setting. The main difference between a group and a team is that a team has shared
objectives.

A great example of goal setting concerns an American swimmer called John Naber. At the 1972
Olympics Mark Spitz won 7 gold medals with 7 world records. This provide the inspirationf or John
to decide that he wanted a gold medal for himself and that he would get one in 1976. To win he
has to improve his personal best by four seconds. 4 seconds in swimming is monumental, a very
huge task. So he started thinking. I’ve got 4 years so it’s 1 second per year, still a lot. If i train ten
months is one tenth (1/10) of a second per month. that equates to 1/300th of a second per day. I
swim 4 per day so it’s 1/1200th of a second  every time i get in the pool.

And in 1976 he did it, he won not only one, he won 4.

In this story he have all: the dream, the long term, medium and short goals. We start from the
dream to arrive at the dayling session.

The same did Phelps, his coach Bob Bowman created a program of 1068 days. Exactly the days of 4
years.

So to be sure that the goals are the same.

Focus for success.

Key elements: the sailors have to find them. Someone prefers a short list someone would be more
precise.

Importance: from now to 3 months . how important each of the key element is for the next
training period (normally 3 months).

Excellence: this rapresents the best score that you could ever achieve or hope to aspire to and if
we lived in a perfect world would normally be 10 out 10 on each item.

Actual: how you rate yourself at this point in order to achieve your longer term goals.

Discrepancy: the difference between excellence and actual.
Focus: sum of the score in the discrepancy column multiplied by the figure in the importance
column.

The scores that you enter into actual and importance columns need to be a collaborative and team
decision. Discuss each item.



Remember always that goals have to be SMART.

Communication:

It is quite common to find many sailors, even at the highest level, have major communication
difficolties; they may never sit down and talk about anything other than race tactics, boat tuning or
travel arrangements.
In the present we have also one new big enemy: the phone. The athlete talk less to each other and
the communication channels are different and less direct. My personal opinion is that the phone
can be useful if it’s used with the right timing but the eye contact and open and honestly talk can
still make a difference.
Unless communication is wide-ranging, open and honest, suspicious and paranoia are the almost
inevitable result. Nobody is a mind reader; on the contrary most people easily misinterpret the
actions of the others.
The athletes stay along socially maybe have different habits. Sometimes the habits of the other are
not accepted or disliked, it’s good but your view has to be aired. Of course before put yourself in
his shoes.

People vary a lot in sensivity to words but everyone has a “crumple button”which reacts to very
specific taunts. . Example of my experience “stay calm” but my helm doesn’t understand the
importance of a cue word. Or maybe “good luck today”…

In the boat:

try to use a minimal language, with everyone aboard knowing what words are going to be used in
particular situation, by whom and what they mean. There is no surplus of words, no ambiguity, just
clear concise communication.  Of course the actual words used will vary from boat to boat.
Who says what and when

Example:

helm: stand by to drop the spi.
Crew: ok, I’m ready
Helm: 3,2,1, drop!

Poor communication:

helm: stand by to drop the spi
crew: no, it’s too early
Helm: an early drop will prevent us being pushed wide
Crew: a late drops means we get an inside overlap
Helm: just get id down, now!

By this time of course it’s all too late and the mark rounding has gone well and truly pear shaped.
This situation could have been avoided if the helm and crew both knowing the situation that is
going to be a busy leeward mark rounding.

Possible good communication:



helm: possible trouble ahead, well’do an early drop and focus on a tidy rounding.
Crew: I’m ready.
Helm: stand by, 3,2,1,, drop!

In this example the crew is aware of developing situation but knows that the call will come from
the helm.

An exercise very useful that i’ve seen is take the vhf or phone or radio in the boat so the coach can
hear all the communication and gives (if it’s necessary) advices. Then ashore, during the briefing
they can discuss the words, the feelings and the changes from situation to situation.

Agreeing roles:

Getting roles sorted out is not just about who sits where in the boat. It is also about knowing what
the other wants from you – calling out opposition position, windshifts or compass headings;
keeping up a continous stream of positive comments about this performance. Being the joker who
keeps the atmosphere sweet. Whatever it may be, being clear and confident about one’s role in
the boat is very important. Sometimes you find that somebody is good at one thing but wants do
another.

Some example of Off water rules:

- Who gets the cover off the boat
- Who decides what time you reach the boat park
- Who does the cooking
- Can you each spend equal amounts of time on training, working on the boat and racing?
- Raise sponsorship
- Book travel

Developing an understanding of each other’s strenght and weaknesses can also have a huge
impact on role clarity, role definition and role acceptance.

Exercise:

Write down your strenghts and weaknesses, then do the same thing of your mate.
Now compare the lists: do you agree each other? If you do it’s great, otherwise discuss the
differences to resolve any outstanding issues, being frank and honest.


