



Team Charter Process: The Foundation for Building a High Performing Team  
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. This process applies for both permanent and temporary teams. You are encouraged to work through each step and discuss with team representatives. The dialogue among teammates, as they work through the charter worksheet, creates alignment, commitment, and cohesion among members while accelerating team development.  Once you have worked through the prompts in each section, delete them.
_________________   Team
Step 1: Create or Revisit the Team’s Purpose, Values and Vision (shaping the team’s culture)
Team building starts with jointly creating or revisiting, and codifying, the team’s purpose, mission, values, and vision, which together solidify the culture. 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?” – What does our team do to make a difference or add value? Or, how does this project/initiative contribute to the greater good?
Purpose identifies the team’s reason for being and how it contributes to a greater good. The purpose inspires members’ hearts and taps into the human need to contribute to a greater cause and have a significant impact. Link the purpose to the team’s history so people feel part of a legacy. The purpose should be 15 words or less and start with the word “To.”

Insert the team’s purpose. 
B. Mission: “What critical tasks must we achieve to be successful?”
The mission statement outlines the “what” the team must do to be successful; whereas, the vision statement outlines the “why.”
Insert the team’s mission. 

C. Values (Team Identity): “Who are we?”  “What are our core values?” “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 its identity. They serve as a guide for 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.
One technique is to have each member identify 3 to 5 values he/she cares about and post them on a white board or flip chart. Find common values and discuss. Consider how you can nest similar values. Use bullets to define the values. Be sure to address how each value assists in accomplishing the purpose/mission.
Insert the team’s values and a 1-2 sentence definition. 
D. Vision: “Where are we going?” – Vision provides the direction for the team to accomplish its mission and realize its purpose. The vision statement assists in aligning effort, and creates the inspiration to realize a better future. The vision should stretch the team, but still be obtainable. The aspirational future state can be defined in weeks, months, or years or have no timeline depending on the team and operating context.

In 15 words or less, write the vision for the team.
Insert the team’s vision statement.

End-state Description: “How do we know when we achieve our vision?” - Using bullet points, describe in detail the ideal team end-state for vision achievement. This description should include team: capabilities, skills, talents, relationships, achievements, culture, etc. This end-state description outlines what success looks like when the vision is achieved.
Insert the end-state description for the vision.

Step 2: Determine What We Need to Do to Accomplish the Purpose, Mission, and Vision (collaboration and alignment)
A. Develop Team Goals: 
· What do we need to accomplish to realize the team’s purpose and move towards the accomplishment of the mission and vision? Be sure your goals are specific, measurable, attainable, relevant, and time bound (if applicable).
· What do we need to achieve to move the team to the next level of performance?

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. 
· Link the accomplishment of team goals to individuals’ goals, so what is best for the team is also best for individuals.
· Be sure to reframe unrealistic expectations and ensure that everyone is heard.
Insert the team’s common goals.
Step 3: Determine How We Want to Operate to Achieve Goals, Mission, and Vision (coordination)
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 the quality of our work and performance?
· What is the expected effort level for preparation and competition? 
· What are the key performance metrics that drive goal accomplishment (e.g., development of skills, improvement, wins-loses, recruiting and retention, team cohesion, etc.)?
Insert the team’s performance expectations.
2. Social Engagement Norms (e.g., respect, loyalty, honesty, voicing concerns, etc.)
· How are we going to interact with each other? 
· How do we create a psychologically safe team climate?
· How do we promote awareness to teammates’ feelings?
· How will we intentionally enhance relationships among teammates and staff?
· What is unacceptable social behavior in this team?
Insert the team’s social engagement expectations (i.e., how will we interact with each other and external stakeholders?).

3. Resource Allocation Norms  (if applicable)
· How will we allocate workload?
· How will we allocate time?
· How will we distribute resources such as use of facilities, equipment, money and supplies (e.g., equally, based on need, etc.)?
Insert the team’s resource allocation procedures and expectations.
4. Decision-Making Norms
· How will we make decisions? (e.g., head coach, head coach with input, etc.)
· How do we ensure all teammates’ or their representatives’ voices are heard?
Note: participative decision-making enhances team commitment and performance
Insert the team’s decision-making procedures and expectations.
5. Planning and Coordination Norms
· How do we plan and execute practice sessions?
· How do we develop and execute game plans?
· How will we coordinate athletes’ and staff members‘ work in real time? (e.g., GoogleDocs, master calendar, project timeline, weekly meetings, etc.)
· What is the schedule for meetings? Who must attend? 
Insert the team’s planning and coordination procedures and expectations.

6. Communication Norms These norms assist in establishing a climate where it is safe to voice opinions, concerns, share information, and/or admit shortcomings.
a. Routine Communications
· How will the team members communicate with each other for routine matters?
· What is the expected response time for routine communications?
· When do we need person-to-person communications in the form of routine meetings?
· Will the “why” or purpose for a communication be stated up front?
· What is the procedure for a team member to share an idea or voice a concern?

b. Priority Communications
· What are the topics that warrant a priority communication?
· What medium (e.g., e-mail, phone, text, voicemail) will a team member use to send a priority communication?
· How do we identify a priority communication?
· What is the expected response time for a priority communication?
Insert the team’s communication procedures and expectations for both routine and priority communications.

7.  Conflict Resolution Norms 
Understand conflict is natural in productive team operations and, if handled in a positive manner, promotes team growth. 
a. Individual Level
· What is the agreed upon approach for handling conflict between individual team members (e.g., win-win or compromise)?
· What do individuals do if they cannot resolve the conflict?
· Does the leader or team conduct an intervention to resolve conflict between individuals that they cannot solve on their own?
b. Team Level
· What is the agreed upon approach to resolving conflict within the team?
· What is the procedure members should follow if they cannot resolve team conflict?
Insert the team’s conflict resolution procedures and expectations for both individual and team conflicts.

8. Appearance Norms
· What is acceptable dress for practice, travel, games, etc.?
· How should we present ourselves when we are in public, but not in an athletic setting?
Insert the team’s appearance expectations.
B. Identify, Discuss, and Clarify Role Responsibilities (e.g., head coach, assistant coaches, captains, position leads, etc.)
· What are the key roles and corresponding responsibilities to ensure efficient operations and performance? Be sure to address the scope of authority for each role such as goal and priority setting, work allocation, resource distribution, and/or decision-making authority.
· How do we determine who fills the key athlete roles? Do we rotate or keep roles fixed?
· Have the captains been empowered?
Insert the team’s roles and responsibilities.
C. Team Learning Procedures (adapt and learn)
1. Team Check-ins. Purpose of a team check-in is to assess how the team is functioning and make recommendations for improvement.
· How often will we conduct check-ins to review the team’s functioning and processes?
· Who will lead the check-in?
· What is the procedure to ensure everyone provides feedback to improve the team?

2. After Action Reviews (AARs)
· Will the team conduct After Action Reviews following each practice, weight lifting session, and game to enhance team learning?
· Who will lead AARs?
· What is the procedure to ensure insights from the AARs are implemented to enhance the team’s future performance?
Insert the team’s learning procedures.

D. Build Relationships Based on Trust. Relationship building is a continuous process and enhances social cohesion. Purposefully invest time (ideally before the start of the task work) to allow members to socialize and start building and/or maintaining relationships. Trust amongst members is the cornerstone that high performing teams are built upon. If members trust each other, they will willingly place themselves in positions of risk by relying on each other to complete assigned responsibilities and go beyond expectations to uphold the trust others place in them. Competence, character, and caring are three important components to building trust. Some activities to consider to enhance relationships include: purposely plan 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 a project kick-off celebration, and/or scheduling formal team building experiences, such as ROPES course.

Insert the intentional plan to enhance relationships between teammates and coaching staff.

Step 4: Socialize the Team Charter (gain commitment)
A. Athletes
· Ensure athletes have time to review and discuss the team charter.
· Hold another meeting to gain every team member’s commitment to the charter (recommend captains lead this meeting).
B. Coaches
· Listen to athletes’ input.
· Ensure the team’s values are aligned with the Athletic Department’s values.
· For sustainment, ensure the team charter is covered during the onboarding process of new athlete members.
· Model the expected behavior outlined in the charter.

Insert the plan to socialize the team charter with athletes and staff to gain their buy-in.

Step 5: Assess, Review, and Update the Charter
· Besides team check-ins, how will we know the charter is effective?
· When will we periodically schedule a review and update to the charter to enhance the functioning of the team – this is a living document?
· Ensure athletes and staff have input on all changes.

Insert the date for the first team charter review.

Note: Yellow highlight indicates effective team behaviors from Google’s Project Aristotle
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