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Activity for Creating Team Agreements with Youth or Site-Staff Team 
 

In order to establish a positive team environment, it is important to set clear 
expectations by establishing agreements for how staff team members or young people 
will work together. 
 
Step 1: Generate Team Agreements: Create a list of 4 – 8 agreements for what you 
can expect from each other. You may ask: What agreement do you need in order to 
bring yourself fully here and be a positive team member? Do a brainstorm, get 
clarification on the definitions and select the strongest ideas as a group.  Remember to: 

• State the agreement in positive terms  
• Describe the behavior, attitude or quality you want to see 

 
You may also choose to offer agreements that others can build on such as: 

Team Agreements: 
Be Respectful 
Be Responsible 

Participate 
Have Fun 

 
Step 2: Bring the Agreements to Life: What do these look, feel and sound like?  
Break the team up into pairs or small groups.  Give them one of the team agreements. 
Invite them to do a 30 second role play of what the agreement looks like when it is not 
working/it is not being upheld. Then have them repeat the role-play for what it looks 
like when it is being upheld.  The facilitator can then debrief for each agreement: 
• What behaviors, attitudes or qualities did you see that make up this agreement? 

What does it mean to this small group to uphold the agreement they were given?  
CHART the answers or indicators of what this agreement looks/feels/sounds like 

• Once all of the groups have gone, ask everyone if they can agree to uphold the 
agreements you have examined. 

 
Maintaining Group Accountability: As a leader your job includes holding the 
team accountable. Strategies for use with youth (or adults) include: 
 
Review the agreements: 
• Build in opportunities in each session or activity to bring up and discuss the 

agreements.  You might have everyone check in on what agreement they are 
working on that day based on how the rest of their day went.  

• The agreements should be visibly posted where they can be seen and referred to as 
needed. 

• When an agreement is difficult for everyone, discuss strategies to have better 
success in following them. 
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• Support everyone in respectfully reminding and encouraging each other to keep the 
agreements. 

• Be a role model and carefully follow the agreements.  Keep a positive tone yourself! 
 
Teach the agreements: 
• In the sessions or weeks immediately after the group creates the agreements it is 

critical to spend time on being clear as to their meaning.  Adults often assume 
others have the skills, discipline or alternative strategies that would allow them to 
follow an agreement.  To help create clarity and to make sure everyone is on the 
same page you may do some of the following: 
• Pick one agreement and discuss what it means to each person.  What behaviors 

or attitudes does everyone want to see or want to get rid of? 
• Play team building games which require some of the same skills the agreements 

require such as focus, concentration, team work, verbal support, problem solving, 
waiting for your turn, etc. 

• Do role-plays to show how the agreements might get broken.  Then do it again 
to show an alternative way for dealing with a situation. 

 
Address the agreements: 
• Ideally, after the group generates the agreements they then take part in deciding 

what to do to uphold them.  They should discuss whose responsibility it is to make 
sure the agreements are followed?  Everyone’s?  Does anyone have more 
responsibility? 

• Address a broken agreement as soon as it occurs.  Let the agreements be the focus: 
how the group treats each other, i.e. upholds the agreement, is equally if not more 
important than the activity that is happening at the time 

• Consequences: the group may come up with a clear set of consequences when 
agreements are broken or disrespected.  These could include warnings, missing an 
activity or event, losing points or taking a break from the program or team. 

• It is important for the group to come up with consequences that match the 
transgression.  It is also important for the consequence to connect to the broken 
agreement: if the person does not respect the space or equipment then he/she is 
not allowed to use it for a period of time. 

 
Celebrate the agreements: 
• The staff or youth leaders need to consistently highlight the moments they observe 

when the agreements are upheld.  They can reflect for or with the group to notice 
the progress individuals or the group is making 

• Some recognition can be formal involving public presentations, awards or prizes. 
• Ideally the program builds in rituals or events that occur throughout the year that 

allow the children and staff to celebrate the strength and success they have in 
building a positive community. 
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DEBRIEFING: A KEY PART OF EXPERIENTIAL LEARNING 
 
Experiential Learning starts with “doing” and is ideally followed by opportunities to 
process or reflect on what happened. The role of the facilitator is to engage ateam or 
staff in experiential learning. By doing team building or games that are active and 
hands-on, experiential activities get people communicating, moving and hopefully having 
fun. Once the activity ends, reflection allows the group to notice how they were 
engaged as individuals or as a group.  This reflection process involves asking a few key 
questions once the actual game or activity ends.  These questions seek to support adult 
learners in making the activity relevant to them, tying in their own knowledge or 
experience and examining how this reflection can apply to their daily life. 
 
A simple way of debriefing is to work with the outline of 3 key questions: 
 
What?  Simply start by having the group notice what they or others did or felt. You 
may ask one or two questions to surface at this level: What did you notice when…. or 
what did you feel when…. or what was happening….   
 

So, what?  The second layer of questions seeks to name the immediate impact on the 
individual or group - what skills or strategies were utilized, and what happened to the 
group process or dynamic.  
 

Now What?  This level supports the participant to apply the learning beyond this 
specific experience. You want them to apply this learning, skill or insight to their work 
or life outside of the meeting or training.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


