Creating Team
Working Agreements

® “Co-created, living document of shared
behavioral norms for communication
and collaboration

® “Reduces friction, eliminates ambiguity,
and replaces unspoken assumptions
with explicit commitments

® “Distinct from a team charter
(mission/goals) and company policy
(compliance rules)

® “Learners leave with a facilitation plan, 3= N = ‘, A
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The Hidden Cost ,
of Implicit Norms |

WHAT WE SEE
P .y Friction, delays,
C\ - Unspoken assumptions and confusion
create friction, delays, and Ry > & :
confusion

OO0 - Remote and hybrid work
) : :
make written norms essential

ﬁ - Signs: recurring conflict,
unclear availability, decision

bottlenecks A |

A WHAT WE DON'T SEE

Unspoken
assumptions

@ - Explicit norms improve trust,
performance, and team

well-being




@ - Communication channels,
response times, and
meeting norms

- Decision-making processes
and work availability
standards

- Replace vague aspirations
with observable, specific
behaviors

selel - Use RACI, DACI, and
consent-based decision-making
frameworks

@ - Clear norms build
psychological safety for
feedback and mistakes




® Send a clear invitation with
goal, agenda, and pre-work
several days ahead.

® Each member completes a
personal "user manual":

I © I hours, location, commes,

feedback style.

® | eader drafts starter
communication channels
and escalation paths to
focus the session.

® (Gather recent pain points
% from retros or anonymous
input to ground the
conversation.

and do our best work together.

YOU'RE INVITED

Let's align, collaborate,




—_

Running the Workshop: From Brainstorm to Draft

1. Brainstorm 2. Cluster 3. Translate 4. Vote 5. Kill Switch

Silent brainstorm: Consolidate via Translate themes Reach consent with Use the kill switch:
"What slows us down, Bingo Facilitation or into observable, Roman Voting or remove deadlocked

and what specific silent affinity camera-testable Fist of Five; aim for items to revisit
behavior would fix it?" clustering behaviors "l can commit" later

h



From Draft to a Living Document

® Socialize the draft and invite
revisions; genuine commitment
comes from co-ownership, not
a single workshop.

® Make the agreement visible
and accessible every day: pin
it in Slack, embed it in
Confluence, or post it on the
team wall.

® Set a regular review cadence,
e.g., quarterly, and specific
triggers for revision: new team
members, reorgs, or persistent
violations.

® Define a neutral enforcement
protocol, such as 'working
agreement check,' to make
violations discussable without

blame.
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Common Pitfalls and How to Avoid Them

- Keep it to 5-8 specific,
observable behaviors
addressing real friction

- Leaders must model the
norms; exemption is the
#1 failure factor

- Treat the agreement as
a living artifact; review
it quarterly

- Use pre-work and
discussion to surface
diverse communication styles

- |f the agreement becomes
a weapon, reset focus to
shared goals
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Hybrid teams: Explicit
in-office vs. remote
equity norms; one
remote, all remote.

Cross-functional teams:
Shared language, clear
decision rights, centralized
documentation.

Short-life projects: Include
scope, stakeholder
communication. Long-

standing: Focus on rhythms.

Tailoring Agreements for Your Context

External partners: Define
applicable agreement
sections and review
participation.



~ Quick-Start Tem
platiiegnd Real-World Examples

e Minimal viable
template: channels,
core hours, meeting
norms, decision-
making, feedback

¢ Annotated examples:
Agile, remote-first,
cross-functional, and
hybrid teams

Observable WORKING AGREEMENT

we can see
enin We agree to the following ways of working to collaborate
+this ka?P 3 with trust, clarity, and respect.
a

PURPOSE
This agreement helps our
so we can achieve our goals.

team align on how we work together

QObservable:
o~ use these

channels

COMMUNICATION
We use our agreed channels for different types of

communication and aim for clear, concise, and timely updates.

CORE HOURS Visibl

\We overlap during core hours to collaborate in real time &~ sl j-

and respect focus time outside those hours. shared core
hours

Eﬂfﬂ:{“ﬁ MEETING NORMS
follow tnese | e have purposeful meetings with
meeting : S

on time, and limit attendees to tho

agendas, start and end
se who add value.

norms
DECISION-MAKING o Observabl'e,: j
We clarify who decides, how decisions are made, and how clear ownership
and metho

we document and communicate decisions.

Enforceable: FEEDBACK

ractice We give and seek feedbac!
feedback and commit to continuous improvement.

regu!urfy

k regularly, assume good intent,

REVIEW AND ENFORCEMENT A

We will review this agreement regularly and adjust as needed.
If we're not following this agreement, We will raise it, reset,
and recommit.

Has a review
&« date and

8nforcemenf

phrase

Next review on
our agreed date

¢ 90-minute workshop
r‘un-of-show: prompts,
timing, and facilitator
notes

e Readiness checklist:
observable, enforceable
visible, has a review ’
date and enforcement
phrase
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Building Commitment and Handling Resistance

%

-

Frame as a tool to reduce their
pain, not a top-down mandate

Address "We already know” or
“This is bureaucratic” with
real pain points

SHARED
Use pre-work data to show

hidden costs of implicit norms

Make participation voluntary
and let the team modify
the process

Leaders must participate as
equals, not exempt themselves



Measuring Whether It's Working

Q) Are violations raised openly
Y ¥ without blame?

@
@ Do meetings start and end ‘\.
on time?

o Violations Raised Meeting Start Time

15  Aredecisions made without O
ﬂ r) repeated escalations?

752 ) Use Keep, Modify, Kill in retros
e to assess each norm. /

@ If a norm is ignored, adjust it — Decision Escalations Confusion Incidents
don't enforce blindly.

____________




Your First 30 Days: Action Plan

® Week1: ® Week 2: ® Week 3: ® Week 4: ® Ongoing:
Send pre-work Run workshop, Post visibly, model Conduct first Embed review into
template, schedule draft agreement, behaviors, use review retro — quarterly retros and
the 90-minute set first review date enforcement keep, modify, or new member

workshop phrase if needed kill each norm onboarding
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Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/6097b0ed/public
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