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Where are we?
Teachers in our school meet at least weekly in collaborative teams to discuss teaching and
learning.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Teachers are more comfortable working independently in our school.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Our school faculty has established agreements about how staff members treat one
another. 

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE

Teachers use structures and processes for making their collaborative work efficient and
productive.

STRONGLY AGREE AGREE NOT SURE DISAGREE STRONGLY DISAGREE
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C
ollaborative professional learning
teams are not a result of luck or
magic. Rather, they result from
discipline and commitment. A
team is a collection of individuals
who commit to working together
to accomplish a common goal.

Team members choose to share their individual knowl-
edge, talents, and expertise so that the team benefits.
Teams have systems to ensure that they are productive
and effective, engage in intentional team building, and
conduct regular assessments of their work and their
functioning as a team. On a good team, members make
the inner workings of the team seem invisible and
effortless, while below the surface structures and
processes are in place to ensure the smooth operation of
the team.

Teams, working collaboratively to advance profes-
sional learning and student success, often have set clear
agreements about the roles and responsibilities of their
members, routinize structures and processes to make
their work more effective and efficient, share leadership,
and value working collaboratively. This chapter identi-
fies tasks that generally help teams increase their effi-
ciency and effectiveness. These methods are: 
• Identifying roles and responsibilities; 
• Establishing agreements; 
• Sharing leadership; 
• Creating and maintaining a sense of team; and 
• Understanding stages of team development. 

Identifying roles and responsibilities
Teams, to be successful, require some structure.

One way teams reach success is to determine roles and
responsibilities for team members. Typical roles include

facilitator, recorder, timekeeper, and team member.
While other roles can be added, these are the most basic
and common. 

Team member. A team member is an active part
of the collaborative team. Members support the work of
the team by staying focused on the agenda, purpose,
and goal of the team. They actively engage in the team’s
work and monitor their own behavior(s) so that they
adhere to the team’s agreements. They assist the facilita-
tor and other team members to accomplish the work of
the team. They recognize that they have a responsibility
for the team’s success.

Facilitator. A facilitator is responsible for the
process of the meeting. Together with the team, the
facilitator sets the agenda and determines what design
for learning will be used to accomplish the team’s work.
She or he calls the team’s meeting to order, ensures the
agreements are honored, moves the team through the
agenda so that all items are addressed as planned, main-
tains the safety of the team for all members, and helps
team members stay focused on the agenda and the
team’s success. The facilitator remains neutral so that
she or he is open to all perspectives and ensures fairness
and equity in the team’s interactions. The facilitator
may become a member of the team if necessary. Where
this occurs, it is essential for the facilitator to state that
she or he is stepping out of the role of the facilitator to
assume the role of team member.

Recorder. The recorder maintains a record of the
team’s interactions and decisions. The recorder, with the
help of the team members, completes the team meeting
log. The team collectively decides how extensive its
record will be. In some cases, the record is a summary
of decisions and key points. In other cases, the record
includes more extensive description of the discussion
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and viewpoints presented. The recorder may opt to
serve as both a team member and as recorder if the
team is comfortable with this dual role and if she or he
can simultaneously maintain the record of the meeting
and participate. The recorder’s challenge is to use the
language of the team and to maintain neutrality in how
the team’s proceedings are logged.

Timekeeper. The timekeeper’s role includes
informing the team about the time. Agenda items may
have specific time limits. In this case, the time keeper
helps the team know how time is progressing and gives
a signal when time is running out. The team may
decide to table discussions that can’t be finished in the
allotted time or to extend the time for certain items
while adjusting it on other agenda items. When teams
work together over time, they become more efficient
with time usage; however, the role of the timekeeper
remains an important one to ensure the team’s success.

Establishing agreements
A major contributor to any team’s success is its

willingness to take time early on to establish clear agree-
ments about member behavior. Sometimes called
norms, these agreements are central to the team’s pro-
ductivity. 

All teams have agreements that emerge over time.
When teams fail to establish explicit agreements,
implicit ones emerge. These agreements can either help
or hinder a team’s success. According to Daniel
Goleman, Richard Boyatzis, and Annie McKee (2002),
agreements or norms: 
• Provide psychological security within teams that

allows team members to feel interpersonal safety;
• Prevent problems that often interfere with a team’s

ability to be creative and fully functioning;
• Separate a loose collection of individuals from a

high-performing team;
• Maximize the team’s emotional intelligence;
• Contribute to the team’s ability to self-manage; and 
• Address two elements of a team’s emotional reality:

inclusion dynamics and members’ roles.
There are several areas in which teams might set

agreements. These areas include time, location, commu-
nication processes, and structures. Sample agreements
for each area are listed below:

Time:
• The meeting will start and end on time. 
• All members are ready, present, and prepared to

initiate their work on time.

Location:
• Team members will meet in each other’s classrooms

on a rotating basis. 
• Meetings will be in the library conference room

unless otherwise arranged.
Communication:

• Team members will listen with respect to all ideas.
• Team members will balance inquiry (search for

understanding) and advocacy (intent to persuade).
Members’ responsibilities: 

• All members will participate.
• Teams members are responsible for monitoring

their own and one another’s adherence to the
team’s agreements.
Decision making:

• We will make all decisions by majority (75%) after
all views have been aired.

Creating and maintaining a sense of team
When teams come together, they are merely a col-

lection of individuals. However, over time, as teams
work together with a clear purpose and with success,
they will develop a deep sense of interdependence. Team
members benefit from some basic understanding of how
teams develop and the stages of team development. This
latter topic is addressed in the next section. 

Creating a sense of team.
Teams develop over time. Initially, when people

form a team, they are a collection of individuals who
have their own perspectives, frames of reference, and
goals. Members’ interactions are characterized as con-
genial. Typically, in the early stage of team develop-
ment, members are polite to one another. Soon, howev-
er, these interactions shift as members begin jockeying
for recognized leadership or status within the group.
When this happens, conflicts emerge. Teams unfamiliar
with the stages of team development and unskilled in
working collaboratively will simply choose to leave the
team because their experience is uncomfortable. If
teams have some skills to resolve differences and have
persistence to work through difficult issues, they will jell
and become a genuine team. 

As they work together, team members develop a
shared perspective, experiences, and common goals.
However, the road from individuals to teams is not easi-
ly traveled. The best way to develop a sense of team is
to understand one another. 

Maintenance of a sense of team
Once agreements are set and an initial sense of
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team is built, another important part
of this work is to determine how to
maintain the team. To develop, teams
benefit from feedback about how
well they are functioning. Early in
the team’s work, it is helpful to take a
few minutes at the end of each meet-
ing to assess team members’ adher-
ence to the agreements. Then, over
time, teams may schedule opportuni-
ties for feedback. Tool 6.1 is a proto-
col to guide the development of
agreements. Tool 6.2 is a survey that
might be used to assess a team’s pro-
ductivity. 

Understanding stages of team
development

Teams essentially move through four stages of
development. Tuckman (1965) identified the four stages
as Forming, Storming, Norming, and Performing. With
some understanding, teams can accelerate their team’s
development by understanding these stages. Each stage
is described below. 

Forming: The first stage of team development
occurs when teams form. It can easily be represented as
a group of individuals who come together and who are
questioning their place within the team, the purpose of
the team, their contribution to the team, and their
commitment to the team’s work.

Storming: As the purpose, required level of com-
mitment, place, and needed contribution become clear,

reality sets in for team members.
Team members experience some dis-
agreement, even conflict, about their
individual influence in the team
and/or about beliefs related to and
direction of the work and the
processes they use to accomplish the
work, etc.  “Groups begin to change
[be productive] only when they first
have fully grasped the reality of how
they function, particularly when
individuals in the group recognize
that they’re working in situations
that are dissonant or uncomfortable”
(Goleman, Boyatzis, & McKee,
2002, p. 172).  

In some cases, as teams face the
storming stage, they lack the support, skills, or persist-
ence to work through these disagreements. When they
do commit to work through these challenges, they move
to the next stage of development.

Norming: Even though team members establish
agreements when they first come together, after they
move through the storming stage, it is helpful for them
to revisit those agreements, refine them, and extend
them to reflect what they have learned in the storming
stage. The norming stage brings the team together not
as a collection of individuals, but rather as a team with
shared vision, goals, and commitment. Team members
recognize the value of working in a team.

Performing: When teams reach this stage, they
become highly productive. This is because the effort to

Tool 6.1 Tool 6.2

Tool 6.4

Tool 6.3
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form a team can now be directed to
the work of the team. Because there is
synergy among team members, their
work is easier when done collabora-
tively, and they prefer to be in the
team because it is both personally
rewarding and highly productive.

Tool 6.3 is a brief article about
the stages of team development. Tool
6.4 is a survey to help teams assess
their current stage of development.
When team members know their
team’s present stage of development,
they can focus on developing their
team.

Tool 6.5 is a template that team
members might use to record the agreements they make
about teamwork and membership. For example, team
members might agree that a member who misses a team
meeting is responsible for talking  with another team
member to learn about the meeting. When the agree-
ments are finalized, team members also decide when
they will set aside time to revisit their agreements and
make desired revisions.

Once a team determines its stage of development,
Tool 6.6 offers suggested strategies for working with a
team at each stage of development. The notes section of
Tool 6.6 stresses what is most important to teams at
each developmental stage.

Successful teams are those that make a commit-
ment to their own development. When team members
invest energy and time into developing and maintaining
a sense of team, they will be more satisfied with their

work and produce better work. In The Wisdom of
Crowds, author James Surowiecki asserts that teams are
more successful than individuals in making decisions.
“Groups work well under certain conditions, and less
well under others. Groups generally need rules to main-
tain order and coherence, and when they’re missing or
malfunctioning, the result is trouble” (p. xix).
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TOOL 6.1

Protocol for developing agreements

Step 1. Individually identify recommendations for agreements by reflecting
about each member’s needs to feel comfortable as a team member.

Step 2. Share publicly individual recommendations. Eliminate duplicates.

Step 3. Clarify abstract agreements by asking what each looks like and sounds
like. 

Step 4. Consider what might be missing.  Review the sample agreements for
ideas.

Step 5. Ask for all members to express agreement or disagreement with the
proposed agreements.

Step 6. Seek commitment to the agreements from all members.

Step 7. Commit to give feedback periodically about how well the team honors
its agreements to each other. 

Step 8. Post agreements and review them frequently.
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Example 1

• Be open and honest — say what you think and feel during the meeting, not in the parking lot.

• Individual comments are confidential.

• Be aware of your level of participation.  Allow equal air time for each member so the discussion is fair

share.

• Treat each person as an equal.

• Have fun.

• Set vested interests aside.

• Focus on being a change agent.

• Assist each other to be productive team members.

• Listen to understand others’ perspectives.

• Respect others’ ideas and perspectives. 

• Speak directly to the appropriate person(s) when a need to confront, challenge, disagree, etc., occurs.

Example 2

I agree to place the interest of students at the forefront of all discussions and decisions.
I agree to share responsibility of making and supporting decisions.
• To take responsibility for contributing time and effort necessary to reach the best decision.
• To utilize a system ensuring that everyone gets a turn to talk.
• To participate without dominating.
• To be open and honest in a positive, constructive way.
• To share rationale for my perspective and/or decisions.

I agree to listen, honor, and respect all perspectives.
• To listen with respect, empathy, and an open mind.
• To try to understand all sides of an issue.
• To treat each other with dignity.
• To avoid judgmental comments.
• To honor the individuality of all community members.
• To try to understand and appreciate all the different roles in the school.
• To treat all staff members as equals.

I agree to handle conflicts as they arise in a responsible way.
• To find out what each member involved needs.
• To be willing to brainstorm different options or solutions.
• To set aside vested interests that interfere with solving the problem constructively and mutually.

I agree to be accountable for the decisions and assignments.
• To be accountable for and support the team’s decisions even if I do not agree with them.
• To follow through on agreed-upon assignments.

Tool 6.1     Protocol for developing agreements CHAPTER 6
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TOOL 6.2

Building effective teams

Members of effective teams are committed to group goals above and

beyond their personal goals and understand how the team fits into the over-

all business of the organization. Team members trust each other to honor

commitments, maintain confidences, and support team goals, and they feel a

sense of partnership with each other despite differences and disagreements.

On effective teams, everyone has a role and participates in achieving

consensus on action plans, and every effective team has a clear purpose,

established communication methods, agreed-upon ways of dealing with

problems, planning procedures, regular meetings, and meeting agendas

and minutes.

The following survey can help team members analyze strengths and

challenges, plan staff development to address critical issues and celebrate

the team’s progress in becoming more effective.

Reprinted from School Team Innovator. (Adapted from material prepared by the
South Carolina State Department of Education and presented at the 1995
NSDC School Team Conference by Ann Ishler and Deborah Childs-Bowen.)
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We need
help with
this.

We’re
making
progress.

We have
reasons to
celebrate.

1. The team includes members with varied teaching styles, learning
styles, skills, and interests.

2. Members respect and trust each other.

3. Members agree on the team’s mission.

4. Members consider the team’s mission as workable.

5. The team has an action plan.

6. The team has drawn up timelines describing project steps.

7. Team members understand what resources are available to help
meet team needs and goals.

8. The team meets regularly.

9. The team meets at times convenient for all members.

10. Team meeting places are convenient and comfortable.

11. Agendas are prepared and distributed before meetings.

12. Written minutes are distributed shortly after meetings.

13. The team has formally assigned roles.

14. Members understand which roles belong to one person and which
roles are shared.

15. Each team member takes an active role in discussions.

16. Team members listen attentively.

17. The team has procedures for resolving conflict and reaching
consensus.

18. The team has established ways to communicate with the entire
school community.
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Tool 6.3     Transform your group into a team CHAPTER 6
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Tool 6.5     Team agreement template CHAPTER 6

TOOL 6.5

Team agreement template
TEAM

DATE

MEMBERS

TEAM AGREEMENTS

DATE TO REVISIT AGREEMENTS
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Tool 6.6     Becoming a productive team CHAPTER 6

If your
team is ...

Consider these strategies Notes

Forming • Use team building activities that encourage members to
share something about their personal and professional
interests beliefs;

• Take time at each meeting for checking in with one another
e.g. How are you? What's on your mind? What do you want
to share?

• Suggest a social activity;
• Highlight one member at each meeting and invite that

member to share with the team what he or she is interested
in, values, etc.

It is important that all members
feel safe and valued. 
Use structures and processes to
eliminate dominance by any one
person or faction. 

Storming • Revisit norms;
• Establish new norms;
• Use structures to hold difficult conversations;
• Use conflict resolution strategies;
• Engage in formal conflict resolution;
• Teach members about conflict resolution;
• Invite a neutral facilitator to help discuss issues;
• Use dialogue;
• Suspend actions temporarily until all members can be heard;
• Ensure all voices are given equal value;
• Conduct team assessments.

Teams that are progressing into
high-performing teams will have
conflict. When conflict occurs,
acknowledge it and handle it
productively and constructively
rather than ignore it. Provide a safe
forum for disagreements to occur.
Celebrate that conflict means
progress and movement toward
becoming a more effective team.

Norming • Revisit the norms;
• Create some new ones that are more focused on how people

interact with one another;
• Keep the work in focus;
• Celebrate successes;
• Take time out from the work to talk about how the team

works;
• Conduct team assessment;
• Take on increasingly more challenging work;
• Encourage individual members to reflect on their own

behaviors and contributions to the team;
• Encourage team members to give feedback to one another

privately;
• Use dialogue to address assumptions, values, and beliefs.

Teams at the norming stage are
ready to open up more, share their
feelings and beliefs, and are more
comfortable with disagreeing. They
want to work well together and are
willing to talk about what will
make them more productive as a
team.

Performing • Celebrate success;
• Periodically assess the team's work and its procedures;
• Review norms;
• Continue to focus on maintaining the productivity and

effectiveness of the team because it can wane.

High-performing teams gain a
tremendous personal as well as
professional benefit from working
together and they prefer to work
together than alone. They are also
very efficient and effective together.
They also enjoy one another.
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