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LEADERSHIP EFFECTIVENESS: TEAM CULTURE AT THE TOP 
All teams have norms -- not to be confused with gnomes! 

We found this great definition of team norms in an article on a career website (link below) “Norms are a set 
of rules or guidelines that a team establishes to shape the interaction of team members with one another 
and with employees who are external to the team. Team norms can be developed during an early team 
meeting, preferably the first meeting, and more norms can be added as the team deems necessary.”  

The tricky thing is that “norms” are often created without intention or accountability.  Teams just form 
them and then its “norms” sometimes, and often tragically, lead to a less than high-performance team.    

On the other hand, senior leadership teams that devote time to being conscious and accountable about 
their “norms”—for example through the Strategic Team Coaching® process—are able to intentionally 
direct behavior. When individuals are held accountable for being functional team members, there are 
higher levels of performance, trust, collaboration, and candor. How can your team foster an intentional set 
of norms that will deliver the desired behavior and create the right culture? 

In 2015, we wrote about a methodology to quickly communicate to a colleague about a behavior that is 
outside of your team cultural norms – What's Inside Your Orbit? In three years of using that model, here is 
what we have learned. Leaders and team members who use this concept report results such as: 

1. Higher levels of trust on the teams. 

2. More satisfaction of team members; improved morale, and connection to the team and the 
organization. 

3. Increased retention of top performers.   

In a recent HBR article, 3 Ways Senior Leaders Create a Toxic Culture, Ron Carucci identifies scattered 
priorities, unhealthy rivalries, and unproductive conflict as the toxins. He recommends written norms to 
neutralize these toxins. We agree.  

I love the imagery Carucci uses in making the point that a leadership team’s behavior has an outsized effect 
on an organization’s culture: “Having your 
actions play out publicly, as if on a Jumbotron, 
is a huge responsibility, and unfortunately too 
many teams don’t take that responsibility as 
seriously as they should.” Norms are a good 
way to be intentional and accountable about a 
leadership’s behavior. 

The Model 

Here are examples of what teams we have 
worked with have written Inside and Outside 
the Orbit. 

http://www.executivecoaching.com/leadership-effectiveness-whats-inside-your-orbit/
https://hbr.org/2018/05/3-ways-senior-leaders-create-a-toxic-culture
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Three steps you can take to help create a high performing team that lives your values and stays inside its 
norms “orbit” are: 

1. Come to agreement as a team and write down what is Inside and Outside the Orbit for your team. 

2. Review these norms often as a team. 

3. Refresh the norms periodically—keep them relevant. 

Has your team defined a culture that pays off for the team and the organization?  Do you have a way to 
describe behaviors that are consistent or not in a way that is quickly understood by teammates? 
Citations: 
www.thebalancecareers.com/how-and-why-to-create-team-norms  
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