
 
 
 

 
How Effective Leaders Create 
Meaningful Team Agreements 

 
 

 
 

 
As a leader, you have probably found that tradi5onal command and control approaches are 
gradually being replaced by more collabora5ve, inclusive, and produc5ve methods.  
 
One such approach is co-crea5on, which acknowledges that teams are composed of diverse 
individuals with unique perspec5ves. By empowering team members to ac5vely par5cipate in 
cra@ing their own guidelines, co-crea5on cul5vates a sense of ownership, accountability, and 
teamwork.  
 
This guide for co-crea5ng team agreements and is a comprehensive guide for smart team 
leaders on how to facilitate a collabora5ve conversa5on that establishes clarity and 
commitment around how your people will interact. 
 
 
The Tradi)onal Unproduc)ve Approach: Command and Control 



 
Historically, managers would set forth a rigid set of rules and standards that teams were 
obligated to follow. These rules were o@en presented during mee5ngs and prominently 
displayed on team members' desks.  
 
While this method may yield compliance in some cases, it o@en leads to team members being 
perceived as rule-breakers, which can hinder overall team success. It's 5me to explore a more 
effec5ve and collabora5ve way of establishing team agreements. 
 
 
The Effec)ve Leader Approach: Involve and Empower Your Team 
 
Co-crea5on involves invi5ng team members to ac5vely contribute their insights and 
perspec5ves to address team-related issues and challenges.  
 
When team members' input is valued and incorporated into the development of solu5ons, they 
are more likely to embrace and take ownership of the resul5ng agreements. This approach 
places a premium on inclusivity and teamwork, crea5ng an environment where every team 
member feels heard and valued. 
 
Inves5ng 5me in team agreements is a strategic decision that can yield significant benefits for 
leaders and their teams. Firstly, it fosters increased ownership and accountability among team 
members, as they collec5vely define their roles, responsibili5es, and expecta5ons.  
 
This shared clarity empowers individuals to take ownership of their tasks, leading to greater 
accountability and overall team cohesion. Addi5onally, team agreements reduce 
misunderstandings and conflicts by establishing clear communica5on channels and resolving 
poten5al conflicts proac5vely – and they enhance alignment within the team, ensuring that 
everyone is working toward a common goal.  
 
Furthermore, these agreements facilitate ongoing improvement through regular review and 
adapta5on, allowing teams to stay agile and responsive to changing circumstances.  
 
Team agreements also serve as a source of inspira5on for other departments, encouraging them 
to create their own agreements and thereby fostering a culture of collabora5on and 
accountability throughout the organiza5on.  
 
An investment in team agreements is a key driver of both team and organiza5onal success. 
 
 
How Effec)ve Leaders Build a Meaningful Team Agreement 
 



As a team leader, it's vital to collaborate closely with your team and their respec5ve managers 
to facilitate the co-crea5on of a team agreement.  
 
It's essen5al to acknowledge that each team member, 
team, and manager brings their unique personality, 
perspec5ve, and work preferences to the table.  
 
Ini5ate the process by introducing the concept of a "team 
agreement" to all team members to ensure that everyone 
comprehends its purpose and the benefits it can bring to 
the team. 
 
 
 
How to Facilitate Your Team Agreement: A Co-Crea)on 
Mee)ng Session 
 
Crea5ng a team agreement is not always simple, as teams 
comprise individuals with diverse opinions and needs. 
Begin by iden5fying areas where team members already 
concur.  
 
For instance, focus on core team working hours or 
acknowledging the importance of fostering beOer 
interpersonal rela5onships within the team. 
 
Teams can also employ prac5ces like Teammate Opera5ng Instruc5ons to gain a deeper 
understanding of each other's values and perspec5ves.  
 
Addressing conflicts is another crucial facet of team agreements, and teams can incorporate 
conflict resolu5on expecta5ons into their agreements also... 
 
 
To facilitate the co-crea5on of a team agreement, follow these steps: 
 

1 - Before the Session: 
 
Introduce the concept of a team agreement to all par5cipants. 
 
Iden5fy the facilitator and inten5on for the session outcomes. 
 
 
 

https://www.dropbox.com/scl/fi/v1hff4zgzouag666zjuqn/TEAM-MEMBER-OPERATING-INSTRUCTIONS.pdf?rlkey=afmxssst0q1pafx841tff4gs1&dl=0


 
2 - During the Session: 

 
Begin with a connec5on or focus ac5vity to foster a posi5ve atmosphere. 
 
Introduce an issue that your team needs more clarity on to be more produc5ve: 
 - when are we “off the clock” and not responsible for replying to email? 
 - what plaTorm will we use for what communica5on needs? 
 - how quickly will we respond to emails, texts, or messages? 
 - how o@en will we meet and where? 
 - how will we communicate and contribute asynchronously? 
 - how will we deal with issues such as lateness or missed deadlines? 
 - how will we define progress and success as a group? 
 - how will we make decisions together? 
 - how will we ask for help if we need it? 
 
Conduct individual brainstorming to collect input from all team members. 
(ask them to write down ideas on an index card, then share their responses) 
 
Have each team member present their responses. 
 
Pose ques5ons aimed at deepening understanding and clarifying perspec5ves. 
 
Consolidate and categorize the responses into key themes and guidelines. 
 
Review the final agreement as a team. 
 
Sign the agreement as a symbol of commitment. 
 
 

3 - A6er the Session: 
 
Visually display the team agreement in a prominent loca5on. 
 
Refer back to the agreement whenever misunderstandings arise. 
 
When new team members join, share the agreement and get their feedback. 
 
Collabora5vely agree on any necessary updates to the agreement. 
 
 
 
 



 
 
 
 

 
 
 
Effec5ve leaders can transform their workplace culture by involving their en5re team in the 
crea5on of team agreements. This process begins with acknowledging past issues and 
undesirable behaviors, learning from them much like we learn from paren5ng mistakes.  
 
 
You completed team agreement should include the following: 
 
- A set of clear guidelines governing team collabora5on and communica5on. 
 
- Conversa5ons that include ac5ve contribu5ons by the en5re team. 
 
- Agreement on what the team collec5vely endorses ideas and standards 
 
- Invita5on to discuss any disagreements in a respecTul way to achieve consensus. 
 
- WriOen commitments that define communica5on and collabora5on protocols. 
 
- Clear steps for periodic revisions and upda5ng as the team learns and evolves. 
 
- A visual representa5on of the principles for mutual accountability. 
 
 
It is important to remember that the discussions and interpersonal dynamics that emerge 
during this process can be more crucial than the guidelines themselves. Team members should 



be encouraged to contribute their thoughts, and consensus should be sought to iden5fy 
overlapping behaviors.  
 
The final list should have a target of 5-7 guidelines emphasizing posi5ve behaviors. 
 
Individual commitment to these guidelines is essen5al for accountability, with regular self-
assessment enabling con5nuous improvement. It's important to recognize that respecTul 
disagreement is a sign of a healthy team, and these guidelines should be revisited when the 
team undergoes changes to ensure ongoing relevance and effec5veness.  
 
Co-crea5ng team agreements empowers teams to take ownership of their working guidelines, 
leading to improved collabora5on, reduced conflicts, and increased alignment.  
 
As a leader, embracing co-crea5on can enhance team dynamics and performance, fostering 
shared ownership and accountability, ul5mately crea5ng a more posi5ve and profitable 
workplace culture. 
 
 

     –     –     –     –     – 
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