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Part 1 - About this challenge

Build clear, meaningful team standards through participatory development that creates genuine
commitment and accountability

What this challenge covers

Learning Objectives:

e Assess current team norms landscape and identify gaps

« Design clear, meaningful expectations through participatory processes
e Build genuine team ownership and commitment to standards

» Create sustainable implementation and adaptation systems

Key Topics:

e Team norms assessment and gap analysis

e Participatory norm development processes

e Balancing individual and collective accountability

« Consistent enforcement with appropriate flexibility
« Sustaining norms through ongoing cultivation

Intended Audience:

Clinical leaders, supervisors, and program managers responsible for team culture

Prerequisites:

Leadership role with team management responsibilities

Related Content:

Team Chemistry modules ¢ Leadership Excellence workshops ¢« Communication resources
Building Clear, Meaningful Standards for Clinical Team Excellence

A transformative journey for leaders and clinical leaders in substance use disorder treatment

Welcome, Clinical Leader

Team norms are the invisible architecture of culture. They determine how decisions get made,
how conflicts are resolved, how people treat each other, and ultimately how effective your team
is at serving clients in recovery.

Yet many clinical teams operate with unclear, inconsistent, or unintentional norms - leading to
confusion, conflict, and diminished effectiveness. When expectations are implicit, people fill in the
gaps with their own assumptions, often creating friction and frustration.

This 30-day challenge guides you through intentional norm development - from assessing your
current state, through participatory design, to sustainable implementation. You'll create clear,
meaningful expectations that your team genuinely owns and commits to.

"Culture eats strategy for breakfast."
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- Peter Drucker

The best treatment protocols and clinical strategies fail when team culture doesn't support them.
Norms are the DNA of culture.

Seven Dimensions of Team Norms Challenges

Research identifies seven key dimensions where team norms commonly break down.
Understanding these helps target your development work.

Unclear Expectations & Standards
Team members operating without sufficient understanding of what constitutes appropriate
behavior or expected performance

Signs: Confusion about expectations, inconsistent performance, decision-making paralysis,
repeated 'what should | do' questions

Inconsistent Implementation & Enforcement
Applying team norms differently across situations, people, or time periods, creating perceptions
of unfairness

Signs: Different consequences for same behavior, standards changing with pressure,
enforcement varying with leader mood

Individual vs. Collective Accountability
Balancing individual performance management with shared responsibility for collective team
success

Signs: Exclusive focus on individual metrics, shared responsibility meaning no accountability,
recognition undermining collaboration

Participation & Buy-in Challenges

Ensuring team members are meaningfully involved in creating norms and genuinely committed to
following them

Signs: Resistance to standards not helped create, compliance without commitment, feeling input
wasn't valued

Flexibility & Adaptation Difficulties

Maintaining norms that evolve with changing circumstances while preserving core principles and
stability

Signs: Rigid norms, outdated standards, difficulty modifying expectations, organizational changes
making norms inappropriate

Communication & Transparency Issues

Ensuring norms are clearly articulated, consistently communicated, and regularly reinforced
through supportive dialogue
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Signs: Expectations only in informal conversations, inconsistent orientation, punitive rather than
supportive communication

Cultural & Contextual Misalignment
Norms that don't fit appropriately with organizational culture, team diversity, or work context

Signs: Conflict with organizational culture, doesn't accommodate different backgrounds, creates
barriers to goals

Which dimensions are most challenging for your team currently?

Your initial assessment of which dimensions need most attention...

Team Values Foundation
Use this space to develop and refine your team's core values throughout the challenge.

Our team's core values:

1.
2.

vk W

Norms Development Workspace

Use these sections to draft and refine norms in each category throughout the challenge.

Communication Norms

Draft communication expectations here...
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Accountability Norms

Draft accountability expectations here...

Collaboration & Support Norms

Draft collaboration expectations here...

Conflict & Problem-Solving Norms

Draft conflict resolution expectations here...

Decision-Making Norms

Draft decision-making expectations here...

Growth & Development Norms

Draft professional development expectations here...
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Part 2 - Week 1

Week 1: Assessment & Foundation: Understanding Your Team's
Current State

This week focuses on honestly assessing your team's current norms landscape, understanding
what's working, identifying gaps, and laying the foundation for intentional norm development.

Day 1: The Team Norms Audit

Today's Challenge:

Conduct an honest audit of your team's current norms - both explicit (documented) and implicit
(unwritten but understood). What rules actually govern how your team operates?

Clinical Context:

In SUD treatment settings, team norms directly impact client care. How staff handle crisis,
communicate handoffs, or support each other affects outcomes. Today, examine what norms
actually exist versus what you wish existed.

Reflection Questions:

« What explicit, documented norms currently guide your team's behavior?

Your reflection...

« What implicit, unwritten rules actually govern how people operate?

Your reflection...

« Where is there a gap between stated expectations and actual behavior?

Your reflection...

Action Step:
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Create two columns: 'Explicit Norms' (documented, discussed) and 'Implicit Norms' (unwritten but
operating). Be brutally honest about both.

Document your action step results...

Tip: The norms that actually govern behavior are often different from posted values. Observe
what actually happens, not just what's stated.

Day 2: Clarity Assessment: Where Confusion Exists

Today's Challenge:

Identify specific areas where team members may be unclear about expectations. Where do you
see confusion, inconsistent performance, or repeated questions about 'what should | do'?
Clinical Context:

In clinical settings, unclear expectations can lead to inconsistent client care, boundary violations,
or staff conflict. Today, map where clarity is needed most urgently.

Reflection Questions:

« What questions do team members repeatedly ask that indicate unclear expectations?

Your reflection...

« Where do you see inconsistent performance that stems from confusion rather than capability?

Your reflection...

« What conflicts have arisen from different assumptions about appropriate behavior?

Your reflection...

Action Step:
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List the top 5 areas where your team lacks clarity about expectations. For each, note specific
examples of how this confusion manifests.

Document your action step results...

Tip: Asking 'what should | do' repeatedly isn't a sign of incompetent staff - it's often a sign of
inadequate norm clarity.

Day 3: Consistency Check: Implementation Patterns

Today's Challenge:

Examine how consistently team norms are implemented and enforced. Where do standards vary
based on who's involved, what's happening, or who's watching?

Clinical Context:

Inconsistent enforcement creates toxic dynamics in treatment teams. When some clinicians face
consequences while others don't for similar behaviors, trust erodes quickly.

Reflection Questions:

« Where do you see different consequences for the same behavior depending on who performs
it?

Your reflection...

 How do enforcement patterns change when you're stressed, busy, or dealing with high
performers?

Your reflection...

« What exceptions have you made that may have undermined the credibility of your standards?

Your reflection...

Action Step:
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Identify 3 situations where you've enforced norms inconsistently. For each, note what drove the
inconsistency and what message it may have sent.

Document your action step results...

Tip: Inconsistency often stems from good intentions - wanting to be flexible or compassionate.
But perceived unfairness is more damaging than strictness.

Day 4: Accountability Mapping: Individual and Collective

Today's Challenge:

Assess how your team balances individual accountability with collective responsibility. Where
does focus on individual metrics undermine teamwork, or where does 'shared responsibility"
mean no one is accountable?

Clinical Context:

Treatment teams need both individual clinician accountability AND collective ownership of client
outcomes. Today, examine how your current accountability structures support or undermine this
balance.

Reflection Questions:

« How do your current accountability systems balance individual and collective responsibility?

Your reflection...

« Where do you see team members focusing exclusively on their own metrics while ignoring
collective goals?

Your reflection...

« Where has 'shared responsibility' become 'no one's responsibility'?

Your reflection...
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Action Step:
Map your current accountability structure. Identify where individual accountability is strong/weak
and where collective accountability is strong/weak.

Document your action step results...

Tip: The best teams have clear individual responsibilities AND shared ownership of overall
success. Weakness in either undermines effectiveness.

Day 5: Participation & Ownership Assessment

Today's Challenge:

Evaluate how much genuine participation your team has in creating and maintaining norms. Do
people comply because they must, or commit because they helped create standards they believe
in?

Clinical Context:

Clinicians who helped create documentation standards follow them differently than those who
had standards imposed. Today, assess the difference between compliance and commitment on
your team.

Reflection Questions:
e Which current norms did team members help create, and which were imposed from above?

Your reflection...

» Where do you see compliance without genuine commitment to standards?

Your reflection...

e How do team members respond when asked to contribute to norm development?

Your reflection...
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Action Step:

Rate each major team norm: 'Imposed' (top-down), 'Consulted' (input gathered but decision made
above), or 'Co-Created' (genuine collaborative development).

Document your action step results...

Tip: People support what they help create. Norms developed without genuine participation rarely
achieve true commitment.

Day 6: Flexibility & Adaptation Review

Today's Challenge:

Assess how well your team norms adapt to changing circumstances, different experience levels,
and new challenges. Where have standards become outdated or overly rigid?

Clinical Context:

SUD treatment evolves constantly - new regulations, evidence-based practices, client
populations. Today, examine whether your norms help or hinder adaptation to change.

Reflection Questions:

e Which team norms feel rigid and unable to accommodate reasonable exceptions?

Your reflection...

« What standards have become outdated as your team or circumstances have changed?

Your reflection...

« How do your norms accommodate different experience levels within the team?

Your reflection...

Action Step:
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Identify 3 norms that may need updating. For each, note what's changed that makes the current
standard less appropriate.

Document your action step results...

Tip: Core principles should remain constant while specific practices may need adjustment. Know
the difference on your team.

Day 7: Week 1 Integration: The Current State Portrait

Today's Challenge:

Synthesize your week's assessment into a comprehensive picture of your team's current norms
landscape. What's working? What needs attention? What are the priorities?

Clinical Context:

Before building new norms, you need a clear picture of where you're starting. Today, create a
baseline assessment that will guide your development work.

Reflection Questions:
e What surprised you most about your team's current norms landscape?

Your reflection...

« What are the 3 most urgent areas needing attention?

Your reflection...

« What strengths can you build on as you develop clearer expectations?

Your reflection...

Action Step:
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Write a 'Team Norms Assessment Summary' - a one-page overview of current state, key gaps,
strengths to leverage, and priority development areas.

Document your action step results...

Tip: This assessment isn't about blame - it's about clarity. Understanding current state is essential
for effective change.

Week 1 Reflection

What was your most significant insight this week?
Your key insight...

How has your approach to team norms evolved?
Your reflection...
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Part 3 - Week 2

Week 2: Designh & Development: Creating Clear, Meaningful Norms

This week focuses on the intentional design of team norms - creating clear, meaningful
expectations through participatory processes that build genuine buy-in and commitment.

Day 8: Values Foundation: What Matters Most

Today's Challenge:

Before creating specific norms, clarify the core values that should underpin all team expectations.
What principles are non-negotiable for how your team operates?

Clinical Context:

In SUD treatment, values like client dignity, ethical practice, and staff wellbeing should inform all
norms. Today, articulate the values foundation for your team's expectations.

Reflection Questions:

« What core values should guide every expectation and norm on your team?

Your reflection...

» How do these values connect to your treatment philosophy and client care mission?

Your reflection...

« Where have norms been created that don't align with stated values?

Your reflection...

Action Step:

© The Recovery Files Page 14



Embrace, Empower & Evolve - 30-Day Challenges Team Norms & Expectations Excellence

Draft 5-7 core team values that will serve as the foundation for all specific expectations. For each,
write a brief statement of what it means in practice.

Document your action step results...

Tip: Values without specific behavioral expectations are empty. Specific norms without values
foundation feel arbitrary. You need both.

Day 9: Communication Norms Development

Today's Challenge:

Design clear expectations for team communication - how information flows, how feedback is
given and received, how difficult conversations are handled.

Clinical Context:

Communication failures are a leading cause of treatment errors and team conflict. Today, create
norms that support clear, respectful, timely communication.

Reflection Questions:

« What are the specific expectations for how team members communicate with each other?

Your reflection...

« How should feedback - both positive and constructive - be delivered?

Your reflection...

« What are the norms for escalating concerns or addressing conflicts?

Your reflection...

Action Step:
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Draft 5-7 specific communication norms for your team. Make them behavioral and observable,
not just aspirational.

Document your action step results...

Tip: Good communication norms are specific: 'Respond to colleague messages within 4 hours
during workdays' is clearer than 'communicate promptly.'

Day 10: Accountability Norms Development

Today's Challenge:

Create clear expectations for individual accountability and collective responsibility. How will you
balance personal ownership with team support?

Clinical Context:

In treatment teams, clinicians need individual accountability for their caseloads AND collective
responsibility for program outcomes. Design norms that support both.

Reflection Questions:

e What are individuals accountable for on your team, and how will this be measured?

Your reflection...

« What is the team collectively responsible for, and how will you foster shared ownership?

Your reflection...

« How will accountability conversations be handled when expectations aren't met?

Your reflection...

Action Step:
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Draft norms covering individual accountability (specific responsibilities) and collective
accountability (shared outcomes). Include how accountability conversations will occur.

Document your action step results...

Tip: Accountability norms should include both what's expected AND how deviations will be
addressed. Without the latter, standards mean little.

Day 11: Collaboration & Support Norms Development

Today's Challenge:

Design expectations for how team members collaborate, support each other, and share
resources. What does healthy interdependence look like on your team?

Clinical Context:

SUD treatment is inherently collaborative - clinicians depend on each other for coverage,
consultation, and support. Create norms that formalize healthy collaboration.

Reflection Questions:

« What are the expectations for how team members support each other during high-stress
periods?

Your reflection...

« How should knowledge and resources be shared across the team?

Your reflection...

« What collaboration is expected versus optional?

Your reflection...

Action Step:
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Draft 5-7 collaboration and mutual support norms. Include expectations for consultation,
coverage, knowledge-sharing, and peer support.

Document your action step results...

Tip: Collaboration norms prevent the 'everyone for themselves' dynamic that can develop in
stressed treatment teams.

Day 12: Conflict & Problem-Solving Norms Development

Today's Challenge:

Create clear expectations for how conflicts are addressed and problems are solved. How will
disagreements be handled constructively?

Clinical Context:

Treatment teams face constant disagreements - about client care, scheduling, approaches.
Today, create norms that turn conflict into productive problem-solving.

Reflection Questions:
« What are the expectations for how team members address disagreements with each other?

Your reflection...

« When and how should conflicts be escalated to leadership?

Your reflection...

« What problem-solving processes should the team use for recurring issues?

Your reflection...

Action Step:

© The Recovery Files Page 18



Embrace, Empower & Evolve - 30-Day Challenges Team Norms & Expectations Excellence

Draft norms for conflict resolution and problem-solving. Include expectations for direct
communication, escalation paths, and structured problem-solving approaches.

Document your action step results...

Tip: Good conflict norms don't eliminate disagreement - they channel it into productive resolution
rather than avoidance or escalation.

Day 13: Growth & Development Norms Development

Today's Challenge:

Design expectations around continuous learning, professional development, and performance
improvement. How will your team normalize growth and learning from mistakes?

Clinical Context:

In SUD treatment, we expect clients to embrace growth while sometimes creating punitive
cultures for staff errors. Create norms that support genuine professional development.

Reflection Questions:

« What are the expectations for ongoing professional development on your team?

Your reflection...

» How should mistakes and learning opportunities be handled?

Your reflection...

« What role do team members play in each other's professional growth?

Your reflection...

Action Step:

© The Recovery Files Page 19



Embrace, Empower & Evolve - 30-Day Challenges Team Norms & Expectations Excellence

Draft norms for growth and development including expectations for learning, handling errors, and
supporting colleagues' development.

Document your action step results...

Tip: Growth norms should create psychological safety for admitting mistakes while maintaining
high standards for learning and improvement.

Day 14: Week 2 Integration: The Draft Norms Document

Today's Challenge:

Compile your week's work into a comprehensive draft norms document. This will serve as the
foundation for participatory refinement with your team.

Clinical Context:

Having a thoughtful draft enables productive conversation. Today, organize your work into a
cohesive document ready for team input.

Reflection Questions:

« How do your drafted norms connect to and support your core team values?

Your reflection...

« Are your norms specific enough to be actionable and observable?

Your reflection...

« What gaps remain that need team input to address?

Your reflection...

Action Step:
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Create a 'Draft Team Norms Document' organizing all your developed norms by category. Include
your values foundation and specific behavioral expectations.

Document your action step results...

Tip: This is a draft, not a final document. The goal is having something concrete for collaborative
refinement, not a finished product.

Week 2 Reflection

What was your most significant insight this week?
Your key insight...

How has your approach to team norms evolved?
Your reflection...
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Part 4 - Week 3

Week 3: Participation & Refinement: Building Genuine Buy-In

This week focuses on involving your team in refining norms, building genuine ownership, and
creating the commitment that comes from authentic participation in standards development.

Day 15: Preparing for Participatory Process

Today's Challenge:

Design the process you'll use to involve your team in refining the drafted norms. How will you
create genuine participation, not just token input?

Clinical Context:

Clinicians can spot fake participation immediately. Today, design a process that truly incorporates
team perspectives and builds authentic ownership.

Reflection Questions:
« How will you create psychological safety for honest feedback on drafted norms?

Your reflection...

« What process will ensure all voices - including quieter team members - are heard?

Your reflection...

« How will you balance efficiency with genuine participation?

Your reflection...

Action Step:
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Design your participatory process - specific meetings, formats, timelines, and decision-making
approaches for involving the team in norm refinement.

Document your action step results...

Tip: Authentic participation requires adequate time, structured processes for input, and visible
impact of that input on final norms.

Day 16: Launching Team Discussion

Today's Challenge:

Begin the participatory process with your team. Share the draft norms document and create
space for initial reactions, questions, and concerns.

Clinical Context:

Initial reactions reveal a lot - what resonates, what concerns people, what feels missing. Today,
launch the conversation and listen more than you talk.

Reflection Questions:

« What was your team's initial reaction to the draft norms document?

Your reflection...

« What questions or concerns were raised?

Your reflection...

« What norms resonated most strongly, and which generated resistance?

Your reflection...

Action Step:
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Conduct your first team discussion on draft norms. Document reactions, questions, and concerns
without becoming defensive or rushing to explain.

Document your action step results...

Tip: Resistance often contains wisdom. When team members push back, explore the concern
rather than defending the draft.

Day 17: Gathering Specific Feedback
Today's Challenge:

Move from initial reactions to specific feedback. What changes, additions, or modifications does
the team recommend for each norm category?
Clinical Context:

General reactions need to become specific suggestions. Today, facilitate detailed discussion of
what should change in the draft norms.

Reflection Questions:

« What specific modifications did team members recommend for each norm category?

Your reflection...

« What norms need to be added that weren't in the draft?

Your reflection...

« What norms should be removed or substantially revised?

Your reflection...

Action Step:
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Gather specific, actionable feedback on each norm category. Document suggested changes and
the reasoning behind them.

Document your action step results...

Tip: Ask 'what would make this norm more useful to you?' rather than 'do you agree with this?'
The former generates specific improvement suggestions.

Day 18: Addressing Resistance & Concerns

Today's Challenge:

Directly address the resistance and concerns that emerged. Where are team members skeptical,
worried, or pushing back? What legitimate issues need addressing?

Clinical Context:

Resistance in treatment teams often reflects real concerns - past experiences with punitive
standards, worry about flexibility, fear of micromanagement. Honor these concerns.

Reflection Questions:

« What are the most significant concerns or resistance points that emerged?

Your reflection...

» Which concerns reflect legitimate issues that need addressing in the norms?

Your reflection...

« Where is resistance based on misunderstanding that requires clarification?

Your reflection...

Action Step:
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List the top 5 resistance points from team feedback. For each, determine whether it requires
norm modification, process change, or clarification.

Document your action step results...

Tip: Taking concerns seriously - even when you ultimately don't change the norm - builds trust
and buy-in.

Day 19: Incorporating Diverse Perspectives

Today's Challenge:

Ensure that diverse perspectives - different roles, experience levels, backgrounds, and working
styles - are genuinely incorporated. Whose voice might be missing?

Clinical Context:

Treatment teams are diverse - different credentials, cultural backgrounds, recovery status.
Today, ensure norms work for all team members, not just the vocal majority.

Reflection Questions:
« Whose perspectives may not be adequately represented in the current draft?

Your reflection...

» How do the norms accommodate different working styles and experience levels?

Your reflection...

» What cultural considerations need attention in the norms?

Your reflection...

Action Step:
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Identify 3 perspectives that may be underrepresented. Seek specific input from these individuals
or groups on how norms could better serve them.

Document your action step results...

Tip: Norms that only work for senior staff, or only for one cultural style, create exclusion. Seek out
the edge cases.

Day 20: Building Consensus & Commitment

Today's Challenge:

Move from feedback gathering to commitment building. Where is there genuine consensus?
Where are there remaining disagreements that need resolution?

Clinical Context:

Consensus doesn't mean everyone loves every norm - it means everyone can live with and
commit to them. Today, identify where you have consensus and where you don't.

Reflection Questions:

¢ Which norms have genuine consensus support from the team?

Your reflection...

« Where are there remaining disagreements that need resolution?

Your reflection...

e How will you handle norms where full consensus isn't possible?

Your reflection...

Action Step:
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Create a 'consensus map' showing which norms have strong agreement, which have reservations
but willingness to try, and which have significant remaining concerns.

Document your action step results...

Tip: Perfect consensus is rare. The goal is sufficient agreement that people will genuinely try to
follow the norms.

Day 21: Week 3 Integration: The Refined Norms Document

Today's Challenge:

Incorporate team input into a refined norms document that reflects genuine participatory
development. This becomes the foundation for implementation.

Clinical Context:

The document that emerges from genuine participation is fundamentally different from an
imposed one - even if the content is similar. Today, finalize your participatory process.

Reflection Questions:

« How does the refined document differ from your original draft?

Your reflection...

« What did you learn from the participatory process that changed your thinking?

Your reflection...

« What commitment level do you believe exists for the refined norms?

Your reflection...

Action Step:
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Create the 'Refined Team Norms Document' incorporating team input. Document what changed
and why based on participatory feedback.

Document your action step results...

Tip: The refinement process itself builds commitment. Even if changes are modest, the act of
genuine participation transforms ownership.

Week 3 Reflection

What was your most significant insight this week?
Your key insight...

How has your approach to team norms evolved?
Your reflection...
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Part 5 - Week 4

Week 4: Implementation & Sustainability: Making Norms Real

This final week focuses on implementation strategies, maintaining consistency, adapting over
time, and creating sustainable practices that keep norms alive and effective.

Day 22: Creating Implementation Strategy

Today's Challenge:

Develop a clear implementation strategy. How will you roll out the new norms? What
communication, training, and support will ensure successful adoption?

Clinical Context:

Norms on paper don't change behavior. Today, plan the specific steps to move from document to
lived practice on your treatment team.

Reflection Questions:
e How will you communicate the finalized norms to ensure everyone understands expectations?

Your reflection...

« What training or skill-building is needed to help team members meet new expectations?

Your reflection...

« What timeline and milestones will guide your implementation?

Your reflection...

Action Step:
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Create a detailed implementation plan including communication strategy, training needs,
timeline, milestones, and success metrics.

Document your action step results...

Tip: Implementation is where most norm development efforts fail. Invest as much thought in
rollout as you did in development.

Day 23: Establishing Consistent Enforcement

Today's Challenge:

Design systems for consistent, fair enforcement of norms. How will you ensure standards are
applied equally while maintaining appropriate flexibility?

Clinical Context:

Inconsistent enforcement destroys credibility faster than anything else. Today, create structures
that support fair, predictable responses to norm adherence and deviation.

Reflection Questions:

« What specific responses will follow norm adherence? Norm deviation?

Your reflection...

« How will you ensure consistent application regardless of who's involved?

Your reflection...

« What flexibility is appropriate, and how will you distinguish flexibility from inconsistency?

Your reflection...

Action Step:
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Create an 'Enforcement Guide' that outlines responses to both positive norm adherence and
deviations. Include guidance on consistent vs. flexible application.

Document your action step results...

Tip: Pre-deciding responses prevents in-the-moment inconsistency. When you've already
determined 'this is what happens when...', you're less likely to vary by person or mood.

Day 24: Building Accountability Structures

Today's Challenge:

Create specific structures that support accountability - both for individual norm adherence and
collective ownership of team culture.

Clinical Context:

Accountability without relationship is punitive. Relationship without accountability is permissive.
Today, design structures that balance both.

Reflection Questions:

e What regular check-ins or reviews will monitor norm adherence?

Your reflection...

« How will you create peer accountability without surveillance culture?

Your reflection...

« What role do team members play in holding each other accountable?

Your reflection...

Action Step:
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Design accountability structures including regular reviews, feedback processes, and peer
accountability mechanisms that support rather than undermine team culture.

Document your action step results...

Tip: The best accountability comes from team members holding each other accountable, not just
leadership enforcing rules.

Day 25: Creating Feedback Loops
Today's Challenge:

Design ongoing feedback mechanisms that help you understand how norms are working in
practice and where adjustments are needed.

Clinical Context:

Norms need regular evaluation - what's working, what's creating problems, what needs
adjustment. Today, create feedback loops that surface this information.

Reflection Questions:

« How will you gather ongoing feedback about how norms are working in practice?

Your reflection...

« What indicators will tell you when norms need adjustment?

Your reflection...

« How will you create safety for honest feedback about norm effectiveness?

Your reflection...

Action Step:
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Design feedback mechanisms - regular surveys, check-ins, open forums - that will provide
ongoing information about norm effectiveness.

Document your action step results...

Tip: If people can't safely say 'this norm isn't working,"' you won't know until it's created significant
damage.

Day 26: Planning for Adaptation & Evolution

Today's Challenge:

Create processes for norm adaptation over time. How will you maintain core stability while
allowing appropriate evolution as circumstances change?

Clinical Context:

Treatment environments change constantly - new regulations, staff turnover, program changes.
Today, plan for how norms will adapt while maintaining consistency.

Reflection Questions:
e What process will you use to evaluate and modify norms over time?

Your reflection...

« How will you distinguish between core principles (stable) and specific practices (adaptable)?

Your reflection...

e How frequently should norms be formally reviewed?

Your reflection...

Action Step:
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Create a 'Norms Review & Adaptation Process' - scheduled reviews, criteria for modification, and
decision-making processes for updating expectations.

Document your action step results...

Tip: Build in regular review cycles (quarterly, annually) rather than waiting for crisis to prompt
norm examination.

Day 27: Onboarding & Integration
Today's Challenge:

Design processes for integrating new team members into established norms. How will newcomers
learn and embrace team expectations?

Clinical Context:

New staff are particularly vulnerable to confusion about expectations. Today, create onboarding
processes that communicate norms clearly and build early commitment.

Reflection Questions:

« How will new team members be introduced to team norms?
Your reflection...

« What mentoring or support helps newcomers understand unwritten expectations?
Your reflection...

« How will you assess new member understanding and integration of norms?
Your reflection...

Action Step:
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Create a 'Norms Onboarding Guide' for new team members, including how norms are
communicated, who provides guidance, and how integration is supported.

Document your action step results...

Tip: New team members often see norms violations that veterans have normalized. Create space
for their observations as valuable feedback.

Day 28: Leadership Modeling & Commitment

Today's Challenge:

Examine your own role in modeling and supporting team norms. Leaders who don't follow their
own standards undermine the entire system.

Clinical Context:

Clinical leaders set the tone. If you expect clinicians to follow documentation timelines but don't
complete your own paperwork promptly, norms lose credibility.

Reflection Questions:

e Which norms require particular attention to your own modeling?

Your reflection...

 Where might you be most vulnerable to violating expectations you set for others?

Your reflection...

« How will you remain accountable to the same standards you expect from your team?

Your reflection...

Action Step:
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Identify the 5 norms where your personal modeling matters most. Create specific commitments
for how you will demonstrate these expectations.

Document your action step results...

Tip: Your team watches what you do more than what you say. Inconsistency between your
behavior and stated expectations is the fastest way to undermine norms.

Day 29: Creating Sustainability Practices

Today's Challenge:

Design ongoing practices that keep norms alive and relevant rather than forgotten documents on
a shelf. How will you maintain active engagement with expectations?

Clinical Context:

Many teams create great norms documents that are ignored within weeks. Today, create
practices that sustain ongoing attention and commitment.

Reflection Questions:
¢ What regular practices will keep norms visible and actively considered?

Your reflection...

» How will you celebrate norm adherence and positive culture?

Your reflection...

« What will prevent norms from becoming forgotten documents?

Your reflection...

Action Step:
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Create a 'Norms Sustainability Plan' including regular touchpoints, celebration practices, and
strategies for maintaining active engagement with expectations.

Document your action step results...

Tip: Norms that are only referenced during problems become associated with punishment.
Regular positive engagement maintains healthy culture.

Day 30: Integration & Commitment

Today's Challenge:

Review your 30-day journey of norm development. Celebrate your work, acknowledge remaining
challenges, and commit to ongoing cultivation of healthy team culture.

Clinical Context:

Developing clear, meaningful norms is a significant leadership accomplishment. Today, honor
your work while recognizing that norm cultivation is ongoing, not complete.

Reflection Questions:

e How has your understanding of team norms evolved through this 30-day process?

Your reflection...

« What's your most important insight from this journey?

Your reflection...

« What ongoing commitment do you make to your team regarding expectations and culture?

Your reflection...

Action Step:
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Write a personal leadership commitment statement regarding your ongoing role in creating and
maintaining healthy team norms and expectations.

Document your action step results...

Tip: Norm development isn't a project with an end date - it's an ongoing leadership practice. What
you've built here is a foundation for continuous cultivation.

Week 4 Reflection

What was your most significant insight this week?
Your key insight...

How has your approach to team norms evolved?
Your reflection...

Implementation & Sustainability Plan

Develop your comprehensive plan for implementing and sustaining team norms over time.
Implementation Plan:

Communication Strategy:

Training & Skill-Building Needs:

Timeline & Milestones:

Accountability Structures:

Feedback Mechanisms:

Review & Adaptation Schedule:

Leadership Modeling Commitments:

Congratulations, Clinical Leader!
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You have completed the 30-Day Team Norms & Expectations Challenge

You've completed the comprehensive work of assessing your current state, designing meaningful
norms through participatory process, and creating sustainable implementation plans.

Your team now has a foundation of clear expectations developed through genuine collaboration.
This is leadership that transforms culture.

My commitment to ongoing team culture development:
| commit to...

Resources for Clinical Leaders

Recommended Reading:

e "The Culture Code" - Daniel Coyle

» "The Five Dysfunctions of a Team" - Patrick Lencioni
e "Crucial Conversations" - Patterson, Grenny, et al.

» "Radical Candor" - Kim Scott

e "The Fearless Organization" - Amy Edmondson

e "Primal Leadership" - Daniel Goleman

Key Concepts:

« Psychological safety as foundation for effective norms
« Participatory development builds ownership

« Consistency in enforcement creates trust

¢ Norms need regular review and adaptation

« Leadership modeling is essential

« Celebration reinforces positive culture

Implementation Support:

Remember that norm development is an ongoing practice, not a one-time project. Schedule
regular reviews (quarterly recommended), maintain open feedback channels, and model the
expectations you set. When challenges arise, treat them as opportunities to strengthen your
team culture rather than failures of the system.

Remember This Truth

Clear expectations are a gift to your team. When people know what's expected, they can focus
their energy on excellent work rather than guessing about what's appropriate. Clarity reduces
anxiety and increases performance.
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Norms developed together are followed together. The participatory process may take more time
upfront, but it builds the genuine commitment that makes standards actually work in practice.

Your team serves clients in recovery. The culture you create affects how clinicians show up, how
they support each other, and ultimately how effectively they serve people seeking help. This work
matters.

Part of the "Transforming Teams, Transforming Lives" Leadership Development Series
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