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R E P R O D U C I B L E

Figure 3.3: Protocol for Developing Team Norms

Step 1 Ask team members to take a few moments to individually record their concerns 
about collaborating, especially when it comes to sharing individual results about 
student performance in the classroom.

Step 2 Have team members share their individual concerns while someone records the 
responses so all members can see the list. Honor responses by noting them in 
the list and acknowledging the experiences and feelings of the members without 
debating the reality of those contributions.

Step 3 Have team members brainstorm ideas for team norms, writing each norm on its 
own sticky note, taking care to address the following.

• Necessary agreements for examining data (for example, preventing 
judgment or maintaining confidentiality)

• Guidelines for learning together (for example, presuming positive intent 
before responding, or probing when something needs further clarification)

• Processes for decision making

Step 4 Begin to gather and cluster sticky notes in like categories, giving each cluster a 
label that defines it.

Step 5 Have team members generate a norm for each cluster in the brainstormed list by 
looking at the cluster’s sticky notes and framing the norm that best represents the 
ideas on them.

Step 6 Create a final list of norms. Strive to keep the list manageable in number 
(approximately eight norms or fewer). Review the list to make sure it has 
addressed all key points.

Step 7 With the list posted in front of the team, clarify any soft terms (for example, 
respect, trustworthiness, or integrity). Provide examples and nonexamples until all 
members clearly understand the terms’ meaning.

Step 8 With the list posted at the front, move about the team in a round-robin fashion, 
asking each team member, “Is there any norm on this list with which you 
cannot live?”

For each norm that generates conversation, the team must rectify the difference. 
For example, if a team member confesses to struggling with a proposed norm that 
would not allow sidebar conversations, the team must then decide if it will keep 
the norm and require its members to modify behavior, or modify the norm to allow 
for the behavior. Without this step, the team will not have actionable agreements.

Step 9 Develop a strategy that will ensure the team holds itself accountable to its norms 
(for example, answering the question, “What will we do when someone is off 
norm?”). In the absence of a strategy to address this question, the team has 
generated a list of nice to knows that it may or may not fully implement.

Step 10 Document agreements, and share them with all team members. The team should 
regularly or, at a minimum, periodically monitor the norms.
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