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Team Charter for ________________ (agree to a name)			Date: __________

Instructions: This worksheet walks you, step-by-step, through the processes of creating or revisiting a team charter which forms the foundation of a high performing team, permanent and temporary. The dialogue among teammates, as they work through the charter worksheet, creates alignment, commitment, and cohesion among members while accelerating team development. 
Note: Delete the prompts after you complete the step.

Step 1: Build Relationships Based on Trust: Relationship building is a continuous process and teams need to purposefully create opportunities to allow members to build and/or maintain trust. Some activities to consider enhancing relationships include purposely planning formal and informal activities such as meals, attending a sporting event, etc.; sharing summaries of team members’ backgrounds and experience; conducting team training exercises to hone skills and enhance shared competence; having project kick-off or completion celebrations; and/or scheduling formal team building experiences, such as ROPES course.
· How will you purposefully invest time to build trust with all teammates and key stakeholders?
· How will you sustain relationships throughout the tenure of the team?
· How will we manage emotions within the team?
· Will we allocate time at each meeting for social engagement?
· Have we established a “buddy” system to promote support and accountability? 
· Have we established a teammate profile gallery with each member’s photo and biography outlining skills to enhance credibility? (Virtual team)

Insert the purposeful plan to enhance relationships between teammates throughout the team’s tenure.

Step 2: Create or Revisit the Team’s Purpose, Mission, Values and Vision 
Shaping a culture starts with jointly creating or revisiting, and codifying, the team’s purpose, mission, values, and vision. Doing so creates alignment and commitment, provides direction, assists in setting priorities, guides decision-making, and influences behavior in a positive way. 

A. Purpose: “Why do we exist?” – How does our team make a difference or add value to something greater than the team such as, the Organization, Customers, the Profession, or Society? 
Purpose inspires members’ hearts and taps into the human need to contribute to a greater cause and have a significant impact. Purpose is a unifying aspiration that connects with each team member’s work effort and bonds people together. The purpose should be 15 words or less and start with the word “To.”
Insert the team’s purpose. 

B. Mission: “What do we do and for whom?” – What does our team do to contribute to the organization’s (nesting) and the team’s purposes? 
The mission identifies the key task(s) the team must accomplish to achieve success. A mission statement should address the 5 W’s: Who, What, Where, When, and Why. A mission is linked to the organization’s strategic goals, provides focus, and creates alignment.
Insert the team’s mission. 

C. Values: “Who are we?” – “What do we hold as being most important?” 
Core values are the 3 to 5 essential and enduring tenets or guiding principles that define what is important to the team and guide members’ behavior. Keeping the core values to no more than 3 to 5 makes it easier to remember and put into practice. Be sure to provide a one to two sentence definition of each value to ensure clarity. Use bullets to define the values.
Insert the team’s values with a 1-2 sentence definition for each value. 

D. Vision: “Where are we going?” – Vision provides the direction for the team/organization, assists in focusing and aligning effort, and creates the inspiration to realize a better future. The vision should stretch the team, but still be obtainable and in a time period to which teammates feel they can contribute. 

Using bullet format, describe the team’s achievements, capabilities, and relationships in one, two, five, or ten years. Pick the future time that best fits the team’s mission and strategy.
Insert the team’s vision description or statement.

Step 3: Determine How We Will Accomplish the Purpose, Mission, and Vision 

A. Develop Team Goals 
· What do we need to accomplish to realize the team’s purpose, mission, and vision? Be sure your goals are specific, measurable, attainable, relevant, and time bound (SMART criteria).
· What are the goal priorities?
· What are the key metrics to measure our progress towards our team goals?
· Do we have teammates’ commitment regarding team goals?
Insert the team’s goals to achieve the vision and mission.


B. Discuss Members’ Individual Goal Expectations and Link Them to Team Goals
· Discuss what team members desire to get out of their experience with the team or involvement in the project/initiative. 
· Link the accomplishment of team goals to each individual’s goals, which addresses “what is in it for me?” (WIFM)
· Be sure to reframe unrealistic expectations and ensure that everyone is heard.

Step 4: Determine How We Want to Operate 
A. Norms: Norms define appropriate and inappropriate behaviors for the team. Norms influence member behavior and are most productive when accepted from the outset. The goals for creating norms are to: a) clarify shared expectations regarding member behavior, b) create a safe and open environment where people feel comfortable fully participating, and c) gain members’ commitment to abide by the shared ways of working. 

1. Performance Norms
· What are the expectations regarding quality and timeliness of our work?
· What are the expectations for teamwork?
· How do we enforce mutual accountability for our work?
· What is unacceptable performance behavior?
Insert the team’s performance expectations.

2. Social Engagement Norms 
· How are we going to interact with each other to: facilitate effective communication, build positive working relationships, and create a psychologically safe and inclusive climate to increase effectiveness? 
· How do we promote awareness of teammates’ feelings?
· How will we ensure mutual accountability for social norms?
· What is unacceptable social behavior?
Insert the team’s social engagement expectations.

B. Identify, Discuss, and Clarify Roles and Responsibilities 
· What are the team leader’s responsibilities? 
· How does the team leader want to approach leadership of the team? (e.g., shared, participative, servant, etc.)
· [bookmark: _Hlk115356595]What is the most effective way to structure the team to accomplish the mission?
· Have we discussed each team member’s competing priorities and time constraints prior to assigning roles and responsibilities for new projects/initiatives?
· What are the key roles and corresponding responsibilities to ensure efficient operations, excellent performance, and successful project/initiative completion? (e.g., Team Leader, Operations Manager, Member, Communication Director, Chief Morale Officer, etc.)
· Have we confirmed that all teammates understand their roles and responsibilities? 
· Have we done a role and responsibilities crosswalk?
Insert the team’s roles and responsibilities.

C. Decision-Making Process
· How will we make decisions? (e.g., leader, leader with input from teammates, majority, and/or consensus)
· How do we ensure all teammates’ voices are heard?
· Will we use a “devil’s advocate” to challenge our assumptions and look for gaps in our thinking? If so, will we rotate who plays the “devil’s advocate” to enhance our development?
· How will we gain teammates’ commitment once a decision is made?

Note: Participative decision-making enhances team commitment and performance
Insert the team’s decision-making process.

D. Planning and Coordination Process

1. Workflow or Project Management
· How will we analyze a project/initiative to ensure all members understand the requirements?
· How will we get all teammates’ input on how best to accomplish the project/initiative?
· [bookmark: _Hlk115357054]How will we consider different courses of action and select the best one to accomplish the assigned project/initiative?
· How do we allocate sub-tasks and roles to teammates and ensure teammates understand their responsibilities?
· [bookmark: _Hlk115357120]Who creates the project/initiative timeline for sub-task completion?
· How will we coordinate teammates’ efforts and monitor sub-task completion? When and how do we post updates?
· How do we request assistance and/or resources?
· [bookmark: _Hlk115357174]How will we hold each other accountable for meeting deadlines on the project timeline?
Insert the team’s workflow or project/initiative management process. 

2. Team Meetings and Huddles
· What will be the team’s meeting and huddle rhythm to coordinate work? 
· Do we establish a purpose for each meeting and use it to determine who needs to attend?
· Who is responsible for setting the agenda, and sending out the pre-work for each meeting?
· Who is responsible for producing meeting notes and how do we share them?
· What is the connection guidance for teammates who are remote?
· Do we schedule meetings, so we share the pain with our remote teammates in different time zones?
Insert the team meeting procedures and expectations.
E. Communication Process: These guidelines assist in establishing a climate where it is safe to voice opinions, concerns, share information, and/or admit shortcomings.

1. Routine Communications
· What is the preferred method for communicating with teammates and the expected response time?
· How will we use communication technology?
· What do we share outside the team and how?
· How do we discipline the use of email (e.g., use of distributions lists, cc’d, and reply all)?
· How do we maintain work-life boundaries? (communications at night, weekends, and holidays)
Insert the team’s routine communication procedures and expectations.

2. Priority Communications
· What are the topics that warrant a priority communication?
· What is the preferred method to send priority communications?
· How do we designate a priority communication? (e.g., Urgent in subject line)
· What is the expected response time for priority communications?
· What are our guidelines for communicating with each other in a crisis?
Insert the team’s priority communication procedures and expectations.

F. Conflict Resolution Process: Understand conflict is natural in productive team operations and, if handled in a positive manner, promotes team growth. 

1. Individual-Level
· What is the agreed upon approach for handling conflict between individual team members (e.g., win-win or compromise)?
· Do teammates encourage members to resolve individual conflicts?
· What do individuals do if they cannot resolve the conflict?
· Does the team conduct an intervention to resolve conflict between individuals that they cannot solve on their own?
Insert the team’s conflict resolution procedures for individual-level conflicts.

2. Team-Level
· What is the agreed upon approach to resolving conflict within the team?
· What procedure do members follow if they cannot resolve team conflict? (e.g., use mediation)
Insert the team’s conflict resolution procedures for team-level conflicts.

G. Individual Development, Feedback, and Coaching Process
· [bookmark: _Hlk115358149]Will we use individual development plans (IDPs) with input from each team member?
· When will the team leader provide each individual teammate performance and development feedback (e.g., once a month, once a quarter, etc.) and in what form? 
· How can we leverage peer coaching to develop each other’s skills?
· Will teammates provide each other individual development feedback? If so, in what form (e.g., face-to-face, 360-degree assessment, anonymous, etc.)?
· What are the learning resources available for individual development?
Insert the team’s process for individual development, feedback, and coaching
H. Team Learning System 

1. [bookmark: _Hlk115358271]Team Check-ins: Purpose of a team check-in is designed to assess how the team is functioning by looking at team processes and teamwork.
· How often will we conduct check-ins to review the team’s functioning and processes?
· What is the procedure to ensure everyone provides feedback to improve the team?
· Who will lead our team check-ins?
· Who and when will the team charter be updated based on team check-in feedback?
Insert the team’s check-in procedures.

2. [bookmark: _Hlk115358338]In-Process Reviews (IPRs) and After-Action Reviews (AARs): Purpose of the in-process review (IPR) and the after-action review (AAR) is to reflect and gain insight into what the team can do to improve its performance.
· When will the team conduct in-process reviews (IPRs) and after-action reviews (AARs) for projects/initiatives? 
· Will IPRs and AARs be included on project/initiative timelines?
· What are the ground rules to ensure our IPRs and AARs are learning focused?
· What format will we use for IPRs and AARs?
· Who will lead the IPRs and the AAR? Do we rotate responsibility between teammates?
· How will we track to ensure insights gained from the IPRs and AAR result in changes to improve the team’s performance?
Insert the team’s In-Process Review (IRP) and After Action Review (AAR) procedures.

I. [bookmark: _Hlk115358417]Recognition and Reward System
· How will we recognize each member’s contribution to the project/initiative?
· What are the potential rewards the team leader can use to recognize outstanding performance?
· How will the team leader inform key external stakeholders of each member’s contribution? (Important for cross-functional teams)
· Does the potential recognition and rewards consider cultural differences?
Insert ways the team leader can provide credit, recognize, and reward team members performance

J. [bookmark: _Hlk115358686]Outside Support Process
· Who are the key external holders whose support is critical for the team to accomplish its mission effectively and efficiently?
· Who should approach them and what is the best way to secure their support? (Cross-functional teams)
· Have senior leaders issued their guidance to the team? (Cross-functional teams)
· Do we have funding to secure outside resources such as software, etc.? If so, what is the procedure to request outside resources? (Cross-functional teams)
Insert outside support procedures.

Step 5: Socialize the Team Charter and Gain Members’ Commitment
· [bookmark: _Hlk115358880]Ensure teammates have time to review and add their comments to the charter.
· Schedule time for teammates to discuss the charter and make refinements all agree to.
· Gain public commitment from all teammates to follow the team charter by having them sign it.
Insert the plan to socialize the team charter with teammates and gain their buy-in.


Step 6: Hold People Accountable and Update It
· [bookmark: _Hlk115358797]Members’ commitment to the team charter becomes the accountability mechanism to ensure all are abiding by the expectations.
· Encourage teammates to hold each other accountable on a daily basis
· What are the consequences for violating the team charter?
· Use check-ins to provide teammates feedback on upholding the charter
· Ensure time is scheduled on the calendar to revisit and update the charter – this is a living document
· Use the Team Charter as an onboarding tool for new members
Insert plan to hold members accountable and to update the charter


I have read and commit to following our Team Charter:

1. _________________________________	Date: __________
2. _________________________________	Date: __________
3. _________________________________	Date: __________
4. _________________________________	Date: __________
5. _________________________________	Date: __________


 WAKE FOREST UNIVERSITY        COPYRIGHT 2025        ALL RIGHTS RESERVED        CLC.BUSINESS.WFU.EDU
2

image1.jpeg
Wake Forest University
School of Business

@Hegacy Center for Leadership and Character




