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Abstract 

This article details the development of a 
teaming protocol designed to quickly build 
inclusive teams in academic and research 
contexts. We address a grand challenge 
directly–that of developing equitable and 
inclusive STEM education and workplaces. 
Such collaborative teams involve learning, as 
members of interdisciplinary teams learn from 
one another as they frame and solve 
problems. Such teams depend upon trust and 
psychological safety. Teams benefit when 
teammates value diversity, develop a 
collaborative mindset, develop closeness, 
establish team norms, and create a space in 
which all team members feel safe and 
empowered to express themselves. It is less 
clear how to intentionally create the necessary 
conditions to allow teams to collaborate 
successfully. Utilizing research from the fields 
of learning sciences, team science, sociology, 
psychology, and social justice, this paper aims 
to develop a compact teaming protocol that 
supports the development of successful teams 
with high levels of trust and psychological 
safety. The protocol draws from several 
different tools previously implemented with 
pairs and teams to rapidly develop team 
rapport, norms, and workflows. If successful, 
this intervention could be used to increase 
inclusion in student collaborative learning 
teams as well as in interdisciplinary research 
teams. 
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Introduction 
Teamwork is a common expectation in both professional settings and university coursework in 
STEM fields. However, when people with diverse backgrounds, expertise, and identities 
become a team, there are many barriers to effective teamwork. In turn, professional teams may 
produce suboptimal work, while student teams may learn less. Students’ approach to team 
formation can influence whether diverse individuals are included or excluded; teams that focus 
on similarities (e.g., we are all men) tend to ignore other diversity factors and fail to benefit from 
the rich experiences present among team members (Rodríguez-Simmonds et al., 2023). 
Exclusion is not just a student team problem; interdisciplinary research teams sometimes 
experience conflict between disciplines, creating power imbalances and a lack of understanding 
of the paradigmatic differences between them (Gardner, 2013). Differences in discipline, rank, 
demographics, and institutional support can all detract from a team’s ability to successfully 
address research problems together. This article aims to address the grand challenge of 
inclusive teaming in STEM education and workplaces, addressing UNESCO’s Sustainable 
Development Goals 4, “ensure inclusive and equitable quality education and promote lifelong 
learning opportunities for all” and 10, “reduce inequality within and among countries” (UNESCO, 
2015). 

Students often engage in collaborative learning in their university studies, particularly in 
engineering and other STEM fields, where they must learn to appreciate and integrate diverse 
perspectives. Interdisciplinary research is also a form of collaborative learning as team 
members from different disciplines learn to integrate the varied perspectives, methods, and 
terminology used across disparate fields of study (Lorenzetti et al., 2022). One key aspect of 
collaborative learning is negotiation (Dillenbourg, 1999), where team members discuss options 
and make decisions as a group. Teams that do not engage in critical or exploratory work are 
less able to conduct the negotiation necessary for learning (Janssen et al., 2009). 

ABET, an accrediting organization, requires that engineering students gain an “ability to function 
effectively on a team whose members together provide leadership, create a collaborative 
environment, establish goals, plan tasks, and meet objectives” (ABET, 2024, p. 6). Similarly, 
dozens of universities and private organizations across the United States and globally are 
supporting initiatives to tackle grand challenges–problems that require interdisciplinary 
approaches to impact society at local, national, and global levels. The National Science 
Foundation has long placed high priority on interdisciplinary research and has developed 
numerous resources and funding opportunities for such work (National Science Foundation, 
n.d.). The demand for people to work in teams across disciplinary boundaries continues to 
increase with time (Van Noorden, 2015; Vladova et al., 2025). 

Knowledge integration—the synthesis and combination of diverse forms of knowledge—is 
necessary to both collaborative learning and interdisciplinary research. However, teams may 
experience structural, interpersonal, communication, and value-based barriers to this necessary 
component of teamwork (Misra et al., 2024). For instance, university instructors overseeing a 
first-year, project-based team learning program in an engineering department noted that student 
knowledge tended to stay compartmentalized, making it difficult for the team to synthesize 
information needed to complete the project (Alves et al., 2016). Knowledge integration is a 
social process (Love et al., 2022); team members need to leverage social relationships in order 
to develop shared or common knowledge among the team. 
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Many existing interventions aim to address one social aspect of teaming, such as closeness or 
psychological safety, while others encourage teams to create guiding documents such as team 
charters, which are often abandoned after they are created. There is a need for an intervention 
that both encourages the development of social relationships in a team and provides teams with 
a living charter document that is re-visited and even revised throughout the project. In this 
article, we outline key research surrounding both the social and structural features of teams, 
examine some existing interventions, and finally propose a new teaming protocol. This new 
protocol combines several research-backed interventions into a single, hourlong activity that 
begins the process of developing social relationships and the creation of a living team charter 
that teams revisit and update as the demands of the project and needs of the team members 
evolve over time. We begin by exploring challenges and potential solutions to inclusive teaming. 

Background 
Among the challenges to inclusive teaming are issues related to marginalization. For instance, 
engineering students with disabilities experience marginalization and negative treatment that 
persists into their careers (Cech, 2023). Students from racial and ethnic groups and genders 
that are minoritized in engineering are more susceptible to stereotype threat and experience 
more stress than their white, male counterparts (Jensen & Cross, 2021). Women are more 
negatively impacted by cross-gender social exclusion than men, leading to outcomes such as 
lack of perceived support and engagement (Cyr et al., 2021). All of this points to the need to 
make collaborative learning in engineering more inclusive. 

Psychological safety—the “shared belief that the team is safe for interpersonal risk taking” 
(Edmondson, 1999, p. 354)—is a requirement in order for teams to engage in learning, which 
then impacts the team’s performance. When psychological safety is not present, both learning 
and performance are negatively impacted. Psychological safety correlates with the production of 
good ideas (Cole, Marhefka, et al., 2022). Good communication, task coordination, and 
cooperation all contribute to the development and maintenance of psychological safety in 
student teams (Cole, O’Connell, et al., 2022). Psychological safety in professional science 
teams helps team members feel safe to ask questions, challenge ideas, and share perspectives 
(National Academies of Sciences, Engineering, and Medicine [NASEM], 2025). However, 
research has demonstrated that Black, African-American, Asian, Hispanic/Latino, and 
international students experience less psychological safety than their peers in classroom teams 
(Beigpourian & Ohland, 2024). This points to the need to teach team members how to 
communicate effectively, take responsibility for their part of the project, and to be open to others’ 
ideas. 

Stronger team closeness ties (using friendship as a proxy for closeness) correlate to better team 
performance in a computer science course (de Montjoye et al., 2014). Similarly, friendship and 
fun networks correlate with collaborative publication networks within interdisciplinary research 
teams (Love et al., 2022), and advice and mentoring networks correlate with interdisciplinary 
teams’ scientific productivity networks (Love et al., 2021). Social relationships within student and 
interdisciplinary research teams enable more collaborative work in both settings. 

Social closeness has been shown to increase student satisfaction with collaborative learning 
experiences (Feng et al., 2022), reflecting the notion that “trust is based on social relationships” 
(Levi, 2020, p. 101). Social sharing can increase trust and closeness (Brudner et al., 2022). For 
instance, an activity involving mutual self-disclosure increased closeness between individuals in 
laboratory settings (Aron et al., 1997). Likewise, in a study of first-year engineering teams, some 
teams invested little time in team formation, focusing instead on superficial commonalities like 
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perceived work ethic, while others built deeper, inclusive relationships that supported them to 
negotiate conflict productively (Rodríguez-Simmonds et al., 2023). As students become more 
familiar with one another, they may be more comfortable disagreeing with teammates, which 
can lead to the team to adopt critical positions instead of simply seeking consensus (Janssen et 
al., 2009), thereby achieving the negotiation required for successful collaborative learning. 
Interventions to enable social closeness show promise as one way to improve collaborative 
learning and interdisciplinary team experiences. 

Students working in teams do not always realize the benefits of collaborative learning; one study 
found that first-year engineering students felt they were much more responsible for their own 
learning than the learning of their peers (Ayish & Deveci, 2019). Key to this is encouraging 
students to approach the team project with curiosity, transparency, and to agree on how the 
team will accomplish its work (Bennett, 2024). Interventions that teach both how and why to be 
a good team member may be another effective means of encouraging positive teamwork 
experiences. 

Students can also learn to appreciate the value of diverse perspectives in team projects. A 
group of researchers showed engineering students a short video on diversity and its impact on 
team problem solving, which resulted in students learning to value listening to others and their 
diverse perspectives as a means to more effective problem solving (Hedayati-Mehdiabadi et al., 
2019). Another group of researchers found that students who participated in a first-year 
engineering design elective that provided training in teamwork skills were rated as being more 
effective team members in their capstone course years later, compared to those who had not 
participated in the first-year course (Nuñez-Thompson et al., 2023). 

Establishing group norms via a team charter or other document can be beneficial because they 
support “fairer communication, maintain respect among members, and distribute power to 
weaker members of the group” (Levi, 2020, p. 49). Team charters are written documents that 
outline the team’s mission and how the team will accomplish it (Wilkinson & Moran, 1998). 
There are many ways to write a team charter and there are numerous templates and guides 
available in research and online. Researchers provided students with a brief training on 
leadership styles and then asked them to create and sign a team agreement outlining group 
rules and promoting responsibility. They found that students in groups that used team 
agreements had “reduced the conflict rate, improved group communication and indirectly 
improved satisfaction, responsibility and motivation in teams, consequently improving the 
students’ overall academic performance, both as a group and individually” (Pertegal-Felices et 
al., 2019, p. 65089). 

Similar to a team charter, community agreements are another form of written norms. Community 
agreements are often aligned with anti-racist pedagogy and make explicit “a set of cultural 
norms that reflect the bodies, minds, experiences, and histories of those present in the learning 
space” (Marquart et al., 2022, p. 30). The aim of the community agreement is to create guiding 
principles that enable a brave space where all learners are empowered to share their thoughts, 
opinions, and values courageously (Arao & Clemens, 2023). Brave spaces differ from safe 
spaces by moving away from privileging comfort (we agree to disagree) towards a “controversy 
with civility” framework where students seek to understand diverse perspectives and work 
towards common ground solutions (Arao & Clemens, 2023, p. 144). One university honors 
program uses this perspective to train student mentors to “openly, rationally, and civilly discuss 
challenging topics through a shared commitment to curiosity and community, thus leading us 
closer to genuine inclusion and belonging” (Horton et al., 2021, p. 116). Therefore, a written 



Wenzl and Svihla 

 

Open/Technology in Education, Society, and Scholarship Association Journal: 2026, Vol. 5(2) 1-18  5 

agreement that includes both logistics and team member expectations with explicit efforts 
around social justice and equity may further enable the development of psychological safety 
within the team. 

Given all of the above, it is clear that careful attention to team development can impact the 
success of any team. Attention to team building can help members understand and value each 
others’ perspectives and engage in collaborative learning (NASEM, 2025). Building team 
science competencies sets up team members to contribute, collaborate, and allows teams to 
function effectively (NASEM, 2025). 

Precedent 
The Experimental Generation of Interpersonal Closeness (Aron et al., 1997) 
Researchers in social psychology developed a set of 36 questions designed to create social 
closeness in an experimental context. The questions aimed to elicit mutual self-disclosure 
between paired individuals. The 36 questions were organized in three sets of 12 questions, with 
the level of self-disclosure increasing within each set as well as progressively increasing across 
the three sets of questions. 

Student volunteers in a large university-level psychology class completed a pre-questionnaire 
that measured attachment style and disclosed their existing relationships in the class. Pairs of 
students without prior relationships were created by researchers; the pairs were then seated 
together at moderate distance from other pairs. The students were told the study was on 
interpersonal closeness and their task was to get close to their partner. They were provided with 
either the 36 questions or a small-talk activity that did not require much self-disclosure. Students 
were given 15 minutes per set and asked to alternate asking, with both answering every 
question. After 45 minutes, the pairs immediately separated and completed post-activity 
questionnaires, which included two instruments to measure closeness. The researchers found 
that the students who did the 36 questions requiring self-disclosure developed more closeness 
with their partners than the students who participated in small talk. They further reported that 
students enjoyed the activity based on survey responses, and that some students maintained 
relationships with their new friends weeks after the activity. 

Using Team Contracts to Minimize Conflict Situations (Pertegal-Felices et al., 2019) 
Students participating in a required fourth semester module in a computer engineering program 
worked in teams of four to six members on a project. The project had two phases and each 
phase had two parts. In the first part of a phase, students worked individually to learn the skills 
they would need to implement in the second part of the phase in collaboration with their teams. 
Teams were either part of the control or experimental groups. The experimental group received 
training on leadership styles and management models, and established team rules (e.g., 
member responsibilities, how performance issues would be managed) via a team contract for 
each of the four parts of the project. The control group did not receive training and did not 
participate in team charter creation. Students in the experimental condition earned higher post-
test scores than the students in the control condition, which researchers attribute to increased 
student motivation and responsibility within their teams. They attribute both differences to the 
team charter, which they observed to reduce conflict and improve group communication. 

Developing Classroom Community Agreements (Fernández, 2024) 
Jesica Siham Fernández (2024) uses classroom community agreements in her university-level 
courses to support experiential learning opportunities that enable dialogue, reflection, and 
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connection in classroom interactions. She begins her process with the class by asking students 
to reflect on their classroom experiences and to imagine a classroom that is affirming and 
humanizing for them. She then assigns some readings on safe and brave spaces and asks 
students to write a reflection piece. She follows this with group and full-class discussions about 
safe, brave, and critical spaces, noting that their “critically reflexive dialogues focus on 
classroom environments we have experienced as caring or nourishing of our learning” 
(Fernández, 2024, p. 19). Each class then has the opportunity to co-create a classroom 
community agreement specific to their needs and desires. These agreements often evolve, and 
the class revisits them every quarter. 

Fernández notes that the agreements enable students to take time to consider what and how 
they want to share, increasing their understanding of their own needs as listeners, speakers, 
and learners. The activity, she writes, allows students and teachers to “engage mindfully in 
critically reflexive dialogues about the practices that will help us learn in wholesome and 
humanizing ways (Fernández, 2024, p. 23). 

While the above-noted interventions can all improve team dynamics, implementing them all 
separately would likely be too much of a time requirement in both STEM classrooms and 
interdisciplinary research teams. Therefore, there is a need for a more compact intervention that 
can be implemented within a short timeframe that lays the groundwork for inclusive 
collaboration. 

A Rapid Teaming Protocol 
Our protocol incorporates elements of many of the resources discussed above (see Appendix). 
It begins with a brief reading on being a good teammate that is adapted from Bennett’s 2024 
blog post, “Mindset Matters for Interdisciplinary Teams: Choose a Collaborative One.” This work 
is grounded in the science of team science and is a part of the Integration and Implementation 
Insights (i2insights, n.d.) blog that aims to provide tools and resources for researchers working 
in scientific teams on some of the large-scale issues facing society and the environment 
(i2insights, n.d.). We selected this reading to help members of newly formed teams understand 
and develop the mindset necessary for successful collaboration. Once the individual team 
members are prepared for teamwork, we move to the collaborative parts of the protocol. 

Next, teams participate in a 15-minute shortened version of Aron and colleagues’ (1997) 
closeness protocol, which encourages self-disclosure within the team and aims to build 
closeness among members. The seven questions selected and adapted for team use were 
chosen to surface member values that may be applicable to the team’s work. Here we aim to 
facilitate team members’ self-disclosure in an activity that is likely to be similar to icebreaker 
activities individuals may have encountered in other group settings. The prompts give 
individuals the agency to decide what and how much to share and provide the opportunity for 
team members to find common ground and better understand each individual in the group.  

After this, the remaining 40 minutes are spent on four parts of a basic team charter (Appendix 
B). They begin with a community agreement, with starter prompts adapted from Arao and 
Clemens (2023). After getting to know each other, we have teams decide on the guiding 
principles they will use in their team meetings to create an environment of inclusivity and 
openness. This design choice aims to set teams up for success by asking them to immediately 
consider how they will show respect and curiosity for each other’s ideas.  
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Following this activity, the teams decide on their team members’ roles and responsibilities, how 
they will divide and share labor, how they will communicate with one another, and what each 
member and the team as a whole will deliver. Finally, the activity concludes with the 
development of a plan to resolve conflict within the team. Thinking through the team’s major 
activities and decisions in advance prepares teams to work together, achieve self-designated 
milestones, and mitigate negative impacts from conflict and missed deliverables by having a 
plan to deal with such situations up front.  

The teaming protocol is best used synchronously; while the initial reading can be done 
individually, the getting to know you and team charter building activities will benefit greatly from 
real time participation, whether in person or on a video call. It may be possible to conduct these 
activities asynchronously using a discussion board, but the familiarity of team members may not 
develop as quickly, and negotiation between team members may not happen to the degree it 
would in real time conversation.  

The team charter may benefit from being kept in an online, shared document; the technological 
affordances this provides include the ability for numerous team members to access and edit the 
document all at once. For classroom use, it may also be helpful for the instructor of the course 
to maintain read access to all of the team charters to monitor progress and changes as they 
occur; the trade off here is that students may feel less compelled to innovate, knowing that their 
charters are potentially being judged by an authority figure. However, instructor access to the 
charters could potentially reveal early warning signs for teams having communication or 
participation issues.  

Feedback and Revision 
We sought feedback through a World Cafe-style event at the OTESSA Santa Fe Conference 
(2025) that enabled us to further refine our protocol. Our discussion prompts included: 

• How can we ensure teams create a living document that they refer back to regularly? 

o Suggestions included designs that required teams to re-visit the charters. One suggestion 
was to have teams review their charters to assure it still worked for their purposes and 
encourage them to revise the charters if needed. Another was to give teams sections to 
build as the team project went on.  

• What cultural or demographic considerations need to be addressed in the protocol? 

o It was suggested that we provide examples of what that could look like; for example, 
clearly outlining expectations around what “on time” for a meeting means, or 
understanding that a team member may not be available during certain times or dates for 
religious practices.  

• If we treat the teaming protocol as data, what other forms of data should we collect to 
understand teaming and outcomes? 

o Team member sentiment could be collected via survey or interviews. Capturing things 
like how close team members felt, or how much psychological safety was present in the 
team, could potentially inform us on how well the team charter worked to support the 
team’s activities. Interviews or surveys might also capture information about individual 
contributions that might not be visible in group-generated artifacts.  

• How could a study of the teaming protocol shed light on team issues, such as reducing 
slacking or non-participation? 
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o The team’s approach to conflict management might prove telling in that the specifics of 
what happens if a team member does not contribute to the project should be outlined 
here. The details of that section might tell us something about what the team expected 
they might see, and if the conflict management section was edited later in the project, it 
might also be an indication that adjustments were being made to address a specific 
situation.  

Following the OTESSA convening, we additionally sought feedback from the Science of Team 
Science research team at our university, as they are a part of the team who will use the charters 
as research data in a broader study of team formation processes. They helped develop 
revisions to the team charter that will be used in the grand challenges program in 2025-2026.  

Use of the Protocol 
We are conducting a pilot test of our teaming protocol in the grand challenges program at a 
university in Fall 2025, where six newly formed teams will complete a yearlong training program 
to help them learn to work in interdisciplinary research teams. The design of the program will 
require the teams to revisit and update their team charters numerous times across the academic 
year. The teams will be tasked with developing a team vision and mission, a three-to-five-year 
research road map, and a funding plan to support their work beyond the one-year training 
program. We have incorporated these sections into the team charter templates and have 
aligned the planned monthly training session topics to guide the development of each additional 
section. We have created blank team charter documents online in Google Docs, allowing us to 
assign each team a document while maintaining access to see what they develop and how (or 
if) they use it across the project period. 

We also intend to pilot the protocol in engineering courses, including a recently designed first-
year course. This course, initially designed and taught in 2024, will be taught annually, with 
plans to scale it to the entire School of Engineering in 2026. Students complete design projects 
in teams. In its first version, we used a team charter activity integrated with design problem 
framing activities. We asked students to set rules/norms for situations when a member misses 
class, is late with their work, as well as other situations they want to avoid. We asked students 
to share “skills you learned in formal settings” and “things you know about or are good at 
because of hobbies, your home experiences, and your interests.” We were surprised by how 
many students shared hobbies like arts, cooking, and crafting. However, we still encountered 
student concerns about tailcoat-riding, and noticed that when setting norms, some teams 
planned to simply inform the instructors, rather than trying to solve the problem. We will explore 
refinements and additions to help students tune into the expectations for teamwork. 

Conclusions and Implications 
People with diverse backgrounds, expertise, and identities are often brought together to 
approach problems in teams in STEM education and workplaces. These teams experience 
numerous barriers, including issues stemming from power dynamics, which makes knowledge 
integration incredibly difficult to accomplish. The tendency for people to privilege similarities and 
seek consensus over leveraging diverse viewpoints via negotiation further negatively impacts 
collaborative learning. Some of these issues can be mitigated through the development of 
stronger social relationships, focusing on the development of closeness and psychological 
safety within teams. Further, written documents including community agreements and team 
charters have been demonstrated to reduce conflict, leading to more effective teamwork. 
Therefore, our protocol provides tools for teams to quickly develop closeness by creating 
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documents that help teams work more effectively together, enabling collaborative learning and 
knowledge integration. Our protocol aims to address the grand challenge of inclusive teaming in 
STEM education and workplaces. Through this work, we address UNESCO and Sustainable 
Development Goals 4, “ensure inclusive and equitable quality education and promote lifelong 
learning opportunities for all” and 10, “reduce inequality within and among countries” (UNESCO, 
2015). 

Our work has implications for instructional design and technology (IDT) professionals and 
faculty developers, who may adapt the teaming resources for use in their own design contexts 
(see Appendix). The team charter template can be modified or expanded to fit a variety of team 
contexts, from classrooms to professional settings. The protocol is designed to be adaptable to 
many different team contexts. The timing of each activity and the entire protocol can easily be 
adjusted depending on the amount of available class or work time, though it is unlikely that it 
can be done in less than one hour. Given how many people IDT professionals and faculty 
developers work with, they can be a critical piece in the puzzle of addressing the grand 
challenges of equity and education (George et al, 2016), including by being better prepared to 
incorporate inclusive teaming supports into their work and designs.  
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Appendix 
Teaming Protocol 

 
ACTIVITY 1: Understand what makes a good teammate (5 minutes) 
Adapted from Bennett (2024) 

To be a good teammate, it is helpful to develop a collaborative mindset. This approach to 
teamwork values openness, transparency, and curiosity. Teams that have a collaborative 
mindset: 

● Build trust and psychological safety – foundational for the team 
● Set expectations – without them, accountability is not possible 
● Create a shared vision – for their task at hand and the team relationships 
● Learn to engage in productive conflict (have difficult conversations successfully) 

To achieve this, team members must develop a collaborative mindset, which includes:  

● Transparency and curiosity (build and sustain trust and psychological safety) 
● Reliability (make expectations clear to everyone, in every role, for every activity) 
● Agree on how you will work together (create a document that outlines your plan) 
● Develop and record your team’s specific process for having a difficult conversation or 

making decisions 
● Learn to be simultaneously direct and caring; use data, and ask questions 

The rest of these activities are structured to help your team build relationships, create a guiding 
document called a team charter, and set your team up for success. Thank you for your 
willingness to participate in these activities with curiosity and an open mind!  

Why are we doing this? 
Diverse teams generate more innovative ideas but can then struggle to make decisions about 
which ideas to implement (Chamorro-Premuzic, 2017). One study found that diverse teams may 
fail to develop positive interpersonal relationships, which reduces team members’ motivation to 
build on and combine ideas from across the team (Harvey, 2013). It is important that you 
develop good relationships with your teammates so you can all benefit from each other’s ideas, 
knowledge, and experience.   
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ACTIVITY 2: Get to know your teammates! (15 minutes) 
In your new teams, take turns asking and responding to the following questions. Everyone, 
including the asker, should answer each question. Ask and respond to as many questions as 
you can in the 15-minute period – you may not finish them all and that’s okay! The following 
questions were adapted from Aron et al. (1997): 

● If you could wake up tomorrow having gained any one quality or ability, what would it be? 
● If a crystal ball could tell you the truth about yourself, your life, the future or anything else, 

what would you want to know? 
● Is there something that you’ve dreamed of doing for a long time? Why haven’t you done it? 
● What is the greatest accomplishment of your life? 
● What do you value most in a friendship? 
● If you were going to become close friends with your teammates, please share what would 

be important for them to know. 
● Tell your teammates something that you like about each of them already. 

Why are we doing this? 

Social closeness increased satisfaction with collaborative learning experiences (Feng et al., 
2022). “Trust is based on social relationships” (Levi, 2020, p. 101). Social sharing has been 
shown to increase trust and closeness (Brudner et al., 2022). Similarly, the adapted activity 
involving mutual self-disclosure you just participated in has been shown to increase closeness 
between individuals in laboratory settings (Aron et al., 1997). 
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ACTIVITY 3: Create a team agreement (40 minutes) 
1.  Outline how you will engage with one another while honoring everyone’s values and 

experiences (15 minutes) 

Community agreements are a written set of norms that guide how individuals will interact 
respectfully and are often aligned with anti-racist pedagogy. The aim of the community 
agreement is to create guiding principles that enable a “brave space” where all participants are 
empowered to share their thoughts, opinions, and values courageously (Arao & Clemens, 
2013). Arao and Clemens present five common ‘rules’ as a starting point: 

• Controversy with civility - an alternative to “agree to disagree,” the aim is continued 
engagement through conflict. Agreeing to disagree often privileges the majority position, 
but approaching disagreements with civility strengthens diverse communities.  

• Own your intentions and your impact - being aware that your words or actions can 
cause harm also provides the opportunity to understand how and why your position 
might negatively impact others. It is a chance to hear diverse perspectives and seek 
solutions that benefit everyone.  

• Challenge by choice - team members will decide for themselves if and how they will 
participate in a given conversation or activity, and this choice will be respected and 
honored by others. It provides an opportunity for critical reflection on privilege and 
oppression, where team members can consider whether their participation (or non-
participation) will harm them or members of a particular community.  

• Respect - while this one may seem obvious, showing respect may look different to 
different people. As such, statements related to interrupting, spending more time 
listening than speaking, or specific cultural or religious expectations among team 
members may be appropriate.  

• No attacks - another statement that may seem obvious but invites the opportunity for 
team members to discuss the differences between a personal attack and a challenge to 
an individual’s statement. 

Spend 15 minutes drafting, as a team, a set of guiding principles that will serve as your 
community agreement. As the name implies, all team members should agree to treating each 
other fairly and with integrity. Please add your community agreement to the team charter 
template (see template on last page). 

2. Team membership and structure (7 minutes)  

Spend a few minutes outlining the team’s structure. Does your class or organization require any 
specific roles (e.g., team leader, note taker)? If not, would your team find any particular roles 
useful? Are there sub-groups of people who will work on a specific piece of the project?  

3. Division of labor & deliverables (8 minutes)  

Now that you’ve decided on specific roles within the team’s structure, spend some time outlining 
the specific work each team member will do. What deliverables have you been tasked with 
producing, and who will take responsibility for their completion? Include responsibility and 
process for team communications in this section as well.   
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4. Conflict resolution (10 minutes)  

Everyone hopes their team will be conflict-free, but that does not reflect the reality of working 
collaboratively. People will get sick, overwhelmed with other work, and may drop the ball on 
their part of the team’s work. What happens if someone doesn’t do their part? How will you 
resolve disagreements?  

Why are we doing this? 

Team norms distribute power more evenly across the team members, enable more fairness in 
communication, and assist members with maintaining respect for one another (Levi, 2020). 
Student teams that used team agreements had “reduced the conflict rate, improved group 
communication and indirectly improved satisfaction, responsibility and motivation in teams, 
consequently improving the students’ overall academic performance, both as a group and 
individually” (Pertegal-Felices et al., 2019, p. 65089).  

You will be asked to revisit your team agreement at points throughout the project and are 
encouraged to revise and add to it at any time, whether prompted or not. 
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Team charter sample template 

 
Team name: 

Team mission/task: 

A. Community agreement 

B. Team membership and structure  

C. Division of labor and deliverables  

D. Conflict resolution process 
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