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Part 1 · Overview
Team Norms & Expectations
Team norms are the invisible rules that govern how a team operates — what is acceptable, what
is celebrated, what is tolerated, and what is not. Intentionally establishing clear, shared norms is
one of the highest-leverage leadership actions for building team culture, performance, and
psychological safety.

Learning Slides
Norm development frameworks, expectation setting, and team culture construction.

Mind Map
Visual framework for team norm dimensions and implementation strategies.

Self-Assessment
Evaluate your team norms clarity and expectation-setting effectiveness.

Worksheet
Practical exercises for developing and implementing team norms.
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Part 2 · Slides
Team Norms & Expectations
Development & Maintenance

INTRODUCTION

Team Norms & Expectations
The Foundation of Collaboration
Effective team norms serve as the invisible foundation that enables predictable collaboration,
shared accountability, and collective success.

Creating predictability

Establishing accountability

Balancing structure & flexibility

Ensuring clarity

Cultural alignment

CORE DIMENSION

Clear Expectations
Eliminating Confusion
Teams need comprehensive, understandable expectations that all members can follow
consistently. Implicit norms create anxiety and conflict.

Explicit agreements

Defined acceptable behavior

Realistic & achievable

Guidance for ambiguity

Moving from implicit to explicit

CORE DIMENSION

Consistent Implementation
Fairness & Trust
Applying norms fairly and consistently across different situations, people, and time periods.
Inconsistency undermines credibility.

Predictable enforcement
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Avoiding favoritism

Addressing violations promptly

Maintaining standards under stress

Balancing flexibility & consistency

CORE DIMENSION

Accountability Balance
Individual vs. Collective
Creating appropriate balance between holding individuals accountable and fostering shared
responsibility for collective success.

Shared ownership

Individual responsibility

Team cohesion

Supporting each other

Addressing performance issues

CORE DIMENSION

Participation & Buy-In
Ownership & Commitment
Ensuring team members are meaningfully involved in creating norms and genuinely committed to
following them.

Collaborative development

Genuine commitment

Hearing all voices

Consensus building

Reducing resistance

CORE DIMENSION

Flexibility & Adaptation
Evolving Standards
Maintaining norms that can evolve with changing circumstances, team growth, and new
challenges while preserving core principles.
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Accommodating change

Updating outdated norms

Adapting to experience levels

Relevance to goals

Stability vs. rigidity

CORE DIMENSION

Communication & Transparency
Clarity & Dialogue
Ensuring norms are clearly articulated, consistently communicated, and regularly reinforced
through supportive dialogue.

Clear articulation

Supportive communication

Onboarding new members

Discussing violations constructively

Preventing misunderstandings

CORE DIMENSION

Cultural Alignment
Context & Fit
Ensuring norms align with organizational culture, accommodate team diversity, and fit the
specific work context.

Respecting diversity

Context appropriateness

Aligning with values

Inclusive standards

Supporting goals
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Part 3 · Mind Map
Team Norms Map
Map your team's agreements

Expectations

Clear and understandable standards.

Behavior agreementsPerformance criteriaClarity

Add example...

Add example...

Implementation

Consistent and fair enforcement.

FairnessPredictabilityFlexibility

Add example...

Accountability

Individual and collective balance.

Shared responsibilityIndividual metricsSupport

Add example...

Participation

Involvement and buy-in.
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CollaborationCommitmentInclusion

Add example...

Adaptation

Evolving norms with growth.

FlexibilityUpdatesRelevance

Add example...
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Part 4 · Assessment
Team Norms & Expectations Development
Self-Assessment

Part 1: Vulnerabilities

Questions 1-35

1. Team members seem confused about what constitutes acceptable behavior and performance.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

2. I struggle to articulate clear expectations that all team members can understand and follow.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

3. Our team operates with unspoken assumptions rather than explicit agreements about
behavior.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

4. Different team members appear to be following different standards for similar situations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

5. I find it difficult to determine what expectations are realistic and achievable for our team.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

6. Team norms are applied differently depending on the person or situation.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

7. I struggle to enforce expectations consistently without showing favoritism or bias.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

8. Some team members receive consequences for behavior that others perform without
comment.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

9. Our team standards seem to change based on current pressures or circumstances.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

10. I find it challenging to maintain expectations when doing so creates conflict or resistance.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always
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11. Team members focus primarily on individual performance rather than collective success.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

12. I struggle to create shared responsibility without eliminating individual accountability.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

13. Some team members avoid responsibility by claiming confusion about expectations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

14. Our team has difficulty balancing accommodation of individual needs with group standards.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

15. I find it hard to address individual performance issues without undermining team cohesion.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

16. Team members resist or ignore norms they didn't help create.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

17. I struggle to involve all team members meaningfully in norm development discussions.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

18. Some team members seem disconnected from or unaware of agreed-upon standards.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

19. Our team has difficulty reaching consensus about appropriate expectations and behavior.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

20. I find it challenging to gain genuine commitment rather than just compliance with norms.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

21. Our team norms feel rigid and unable to accommodate changing circumstances.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

22. I struggle to adapt expectations for different experience levels while maintaining overall
standards.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

23. Team standards seem outdated or irrelevant to current challenges and opportunities.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5
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Never · Always

24. I find it difficult to modify norms without creating confusion or perception of inconsistency.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

25. Our team has trouble evolving expectations as members develop new skills and capabilities.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

26. Team members claim they weren't aware of expectations when performance issues arise.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

27. I struggle to communicate norms in ways that feel supportive rather than punitive.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

28. Important expectations exist only in informal conversations rather than formal agreements.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

29. New team members receive inconsistent information about team standards and expectations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

30. I find it difficult to discuss norm violations without creating defensiveness or conflict.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

31. Our team norms don't align well with organizational culture or broader company expectations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

32. I struggle to create norms that respect different cultural backgrounds and work styles.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

33. Team expectations seem inappropriate for our specific work context or industry standards.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

34. Individual team members' values conflict significantly with established team norms.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

35. Our norms create barriers rather than support for accomplishing team goals and objectives.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

Part 2: Strengths
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Questions 36-70

36. I establish comprehensive, understandable expectations that all team members can follow
consistently.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

37. Our team operates with explicit, well-articulated agreements about behavior and
performance.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

38. Team members demonstrate clear understanding of what constitutes acceptable and
unacceptable behavior.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

39. I regularly clarify expectations to ensure continued understanding and alignment.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

40. Our standards provide clear guidance for decision-making in ambiguous situations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

41. I apply team norms fairly and consistently regardless of the person or circumstances.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

42. Team members can predict how expectations will be enforced based on established patterns.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

43. I address norm violations promptly and consistently while maintaining positive relationships.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

44. Our team maintains standards even during periods of stress or competing priorities.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

45. I balance flexibility in application with consistency in core expectations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

46. I create shared responsibility for team success while maintaining individual accountability.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

47. Team members support each other in meeting established expectations and standards.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5
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Never · Always

48. Our norms accommodate individual differences while ensuring collective effectiveness.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

49. I address performance issues in ways that strengthen rather than undermine team cohesion.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

50. Team members take collective ownership for maintaining and improving team standards.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

51. I involve all team members meaningfully in creating and refining team norms.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

52. Team members demonstrate genuine commitment to standards they helped establish.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

53. Our norm development process ensures all voices are heard and valued.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

54. I build consensus around expectations while maintaining decision-making efficiency.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

55. Team members actively support and reinforce established norms with each other.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

56. I adapt team norms appropriately to accommodate changing circumstances and growth.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

57. Our standards evolve with team development while maintaining core principles.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

58. I modify expectations for different experience levels while preserving overall team
effectiveness.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

59. Team norms remain relevant and supportive of current goals and challenges.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

60. I balance stability in core expectations with flexibility in specific applications.
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○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

61. I communicate team norms clearly and in ways that feel supportive of member success.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

62. All team members receive consistent, comprehensive information about expectations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

63. I address norm violations through constructive dialogue that promotes learning and growth.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

64. New team members are thoroughly oriented to team standards and expectations.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

65. Our team regularly discusses and clarifies expectations to prevent misunderstandings.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

66. I ensure team norms align with organizational culture while reflecting our team's unique
needs.

○ 1 ○ 2 ○ 3 ○ 4 ○ 5
Never · Always

67. Our standards respect and accommodate different cultural backgrounds and work styles.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

68. Team expectations support rather than hinder accomplishment of our goals and objectives.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

69. I balance individual values with collective team norms to create inclusive standards.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

70. Our norms enhance team effectiveness within our specific work context and environment.
○ 1 ○ 2 ○ 3 ○ 4 ○ 5

Never · Always

Scoring guide
Team Norms and Expectations Development

High Vulnerability: Significant risk for dysfunction and conflict. Immediate action needed.

Moderate Vulnerability: Notable challenges creating confusion or conflict.
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Mild Vulnerability: Good effectiveness but room for strengthening.

Low Vulnerability: Excellent awareness and effective norm management.

Strong Effectiveness: Robust foundation for team performance.

Developing Effectiveness: Established capabilities with opportunities to grow.

Basic Effectiveness: Beginning to implement practices but need development.

Limited Effectiveness: Insufficient foundation for team success.

High Resilience (>1.5): Capabilities substantially outweigh vulnerabilities.

Healthy Balance (1.26-1.5): Good foundation for clarity and accountability.

Moderate Balance (1.0-1.25): Capabilities slightly outweigh vulnerabilities.

High Risk (<1.0): Vulnerabilities outweigh capabilities. Requires attention.
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Part 5 · Worksheet
Team Norms Worksheet
Norms Profile

Which norm dimension affects your team most?

What specific challenges have you noticed?

How have norms evolved over time?

Strategy Development

Approaches for effective norm development:

Balancing structure with flexibility:

Role of participation:

Action Planning

Priority Area 1
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Specific Challenge

E.g., Unclear Expectations

Measurable Goal

Action Steps

Timeline

Accountability

Priority Area 2
Specific Challenge

Measurable Goal

Action Steps

Timeline
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Accountability


