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ABSTRACT
A fundamental issue for Business School instructors is finding ways to maximize student learning in teams.  This article presents the team charter as an effective method to improve overall student learning resulting from team interactions.  The charter is designed to clarify the team purpose, anticipated outcomes, responsibilities, operating guidelines, boundaries, expectations and evaluation.  
INTRODUCTION
In a general sense, the team charter is an explicit form of a psychological contract among team members.  The use of team contracts is not new.  They tend to be viewed as a common agreement about team objectives and practices (Thompson, 2008).  The team charter includes these elements and builds upon them by codifying purpose, specifying a common vision, identifying boundaries, stating expectations and delineating evaluation standards.  Specifically, the team charter was designed to:  clarify why the team exists and what it is expected to do; create commitments to team purpose and goals that are stronger than individual interests; establish guidelines and norms that govern team and individual behavior; provide a baseline against which team outcomes can be measured; provide the team with a self-correction measure; maximize individual learning; and define the boundaries and limitations within which the team must operate  (McDermott, Brawley, & Waite, 1998; Fowler & Zigarmi, 1997).  Hence, it is based upon the psychological contract but expands it in a meaningful way. 
Elements of the Team Charter
The team charter consists of six main starting that are briefly described below.  Please note that the complete charter and instructions for its administration can be obtained by contacting any of the authors. 
Mission
A mission statement explains the purpose of the team and why it was formed. The process of purposing requires that the team asks itself why they are in the team and what do they want to accomplish (Aranda, Aranda, & Conlon, 1998).  Most teams do not spend enough time on these initial activities and later pay great consequences as the team struggles with accountability and acceptance of their ideas.  Unfortunately, the more the team needs to establish a clear purpose, the more difficult this task often becomes (Aranda, Aranda, & Conlon, 1998).  Obviously, without clear purpose and goals, it will be impossible for the team to achieve any modicum of success (Thompson, 2008). 
After the team has agreed upon its purpose, it should be written up as a mission statement to guide the rest of the charting process (McDermott, Brawley, & Waite, 1998).  
Defining a clear mission statement is not a panacea for all team issues, and purposing is not a one-time event.  Even with a clear mission statement, the team needs to deal with process problems.  But the mission statement puts process issues in context and allows the team to work on them in a constructive manner.  A team needs to revisit its mission statement frequently.  The more complex or controversial its charge and/or team composition, the more the team needs to examine its purpose.  
Vision
After agreeing to a purpose and mission statement, the next chartering step is to create a vision:  a clear concise statement of the ideal end state the team desires to achieve.  The vision should be expressed in terms of the people (for example – stakeholders) or entities that will be affected or served by the team’s outcomes.  An example vision statement might be, “At the end of this semester, members of this team will possess enhanced interpersonal competence that will enable them to develop and maintain high performing teams.”
Setting Boundaries
Boundaries are the limits within which a team can conduct its business and accomplish its objectives.   Boundary setting consists of generating clear, concise statements concerning policies, procedures, or values that cannot be violated regardless of the outcomes that are produced (Fowler & Zigarmi, 1997).  Boundaries define the team’s roles and responsibilities, its level of empowerment or authority, the areas that can be addressed by the team, and any areas that are off limits. These are typically practical considerations such as the maximum amount of time the team will spend in any meeting.  Just as team members need clarity on what the team’s purpose, they also need to be clear about those areas of responsibility that belong to others, as well as about issues that should be addressed by the team.  According to McDermott, Brawley, & Waite (1998), there are four boundaries that need to be addressed:  authority, task, identity and political.  All of these are defined by a series of questions that are included in the team charter.
Operating Guidelines, Norms and Expectations
Operating guidelines, norms/rules and expectations asks the team to focus on its expectations for how it will operate as a team, its processes and relevant rules or norms.  One of the expectations focuses on standards of performance.  It is critical for the team to share their values on issues such as level of preparation for team meetings, work quality, timeliness of team inputs, etc.  
Students are also required to address team leadership as well as communication. Leadership is important because of the “team paradox” phenomenon.  Specifically, leaders are often necessary for effective teamwork yet their very existence may threaten teamwork (Thompson, 2008).  Hence, a team can decide to appoint a leader, rotate leadership, and wait until a leader emerges or just not have a leader at all.  Since the charter was designed for use with student teams, which are inherently different from workplace teams (Ettington & Camp, 2002; Willcoxson, 2006), sharing explicit expectations about communication is considered critical.  
Evaluation and Discipline

The team charter explicitly requires the team to generate its own grading rubric.  They are empowered to generate criteria upon which individual grades for the team projects will be allocated.  Additionally, members are required to explicate consequences for violating team rules, norms and expectations.  Team-generated evaluation rubrics serve to mitigate the likelihood of social loafing or the free-rider.  Since every team member participates in developing the agreement, everyone knows the performance criteria.   
Charter Endorsement
Charter endorsement is the agreement among team members and the instructor that the charter is appropriate and grants permission for the team to function.  Student endorsement maximizes commitment to the agreement.   
Administration of the Charter
Several factors, which are relevant to the efficacy of the team charter, are involved in its administration and use.  First is the design of the projects upon which the teams will be working.  When the team charter is used in any class, can easily be tailored to meet the course and project requirements.  Secondly, the team composition must be carefully considered. Heterogeneity is sought to approximate what one might find in a global cross-functional team and to maximize the diversity of the team’s skill set. Thirdly, timing and clarity of instructions and coaching are critical. The teams are assigned and formally meet on the second day of class. It is during this class that the team charter is introduced.  Prior to actually putting anything on paper, the instructor ensures that each team has a clear understanding of the course requirements and grading criteria for each project.  The instructor’s job, at this point, is to act as a coach to be available to clarify, elaborate or gently guide.  At no time does the instructor suggest team structure, mission or norms.  Rather, if students are having difficulty coming up with a mission statement, for example, they are advised to either consult course materials or change their setting to facilitate the brainstorming process.  
Please note that the Team Charter, preliminary data on its evaluation and citations are available from any of the three authors.
PAGE  

