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F ŽƌŵŝŶŐ�Ă�ĐĂƉĂďůĞ�ĂŶĚ�ĞĸĐŝĞŶƚ�ƚĞĂŵ�ŝƐ�Ă�ŬĞǇ�ƚĂĐƟĐ�ĨŽƌ�ĐŚĂŶŐĞ�ŵĂŶĂŐĞŵĞŶƚ͘�/Ŷ�ĂĚĚŝƟŽŶ͕�ƚĞĂŵƐ�ƌĞͲ
ƋƵŝƌĞ�ƐƉĞĐŝĮĐ�ĚĞǀĞůŽƉŵĞŶƚ�ŝĨ�ƚŚĞǇ�ĂƌĞ�ƚŽ�ŽƉĞƌĂƚĞ�ĞīĞĐƟǀĞůǇ�ƚŽŐĞƚŚĞƌ�ƚŽ�ĂĐĐŽŵƉůŝƐŚ�ƚŚĞŝƌ�ŐŽĂůƐ͘�dŚŝƐ�

ƟƉ�ƐŚĞĞƚ�ƉƌĞƐĞŶƚƐ�ƐƚƌĂƚĞŐŝĞƐ�ĨŽƌ�ĨŽƌŵŝŶŐ�ĂŶĚ�ĚĞǀĞůŽƉŝŶŐ�ƚĞĂŵƐ͕�ƵƐŝŶŐ�ƌĞƐĞĂƌĐŚ�ĮŶĚŝŶŐƐ�ƌĞƐƵůƟŶŐ�ĨƌŽŵ�ĨŽͲ
ĐƵƐ�ŐƌŽƵƉ�ĚŝƐĐƵƐƐŝŽŶƐ�ĂŶĚ�ĐŽŶĨĞƌĞŶĐĞ�ĐĂůůƐ�ǁŝƚŚ�ƚŚĞ�EĂƟŽŶĂů�^ĐŝĞŶĐĞ�&ŽƵŶĚĂƟŽŶƐ�Z���ŐƌĂŶƚĞĞƐ͘�dŚĞ�
ƋƵŽƚĞƐ�ĨƌŽŵ�ƌĞƐĞĂƌĐŚ�ƉĂƌƟĐŝƉĂŶƚƐ�ŚŝŐŚůŝŐŚƚ�ƚŚĞƐĞ�ĮŶĚŝŶŐƐ͘��ŽŶƚĂĐƚ�ƵƐ�Ăƚ�ƌĞĚƉĂƌΛƌŽƐĞ-ŚƵůŵĂŶ͘ĞĚƵ�ĨŽƌ�
ĂĚĚŝƟŽŶĂů�ŝŶĨŽƌŵĂƟŽŶ͘� 

Bring Together Both the Key Players and Proven Leaders for the Change Project* 
dŚĞ�ƐŝǌĞ�ĂŶĚ�ƐĐŽƉĞ�ŽĨ�ŵĂŶǇ�ĐŚĂŶŐĞ�ƉƌŽũĞĐƚƐ�ƌĞƋƵŝƌĞ�ƚŚĞ�ĨŽƌŵĂƟŽŶ�ŽĨ�Ă�ƉƌŽũĞĐƚ�ƚĞĂŵ͘��^ĞůĞĐƟŶŐ�ǁŚŽ�
ƐŚŽƵůĚ�ďĞ�ŽŶ�ƚŚŝƐ�ƚĞĂŵ�ŝƐ�Ă�ĐƌƵĐŝĂů�ĮƌƐƚ�ƐƚĞƉ͘��:ŽŚŶ�W͘�<ŽƩĞƌ͕�ĂƵƚŚŽƌ�ŽĨ�>ĞĂĚŝŶŐ��ŚĂŶŐĞ�;ϮϬϭϮͿ͕�ƐƵŐŐĞƐƚƐ�
ƚŚĂƚ�ĐŚĂŶŐĞ�ĂŐĞŶƚƐ�ďƵŝůĚ�Ă�͞ŐƵŝĚŝŶŐ�ĐŽĂůŝƟŽŶ͟�ĨŽƌ�ƚŚĞ�ƉƌŽũĞĐƚ͕�Ă�͞ƉŽǁĞƌĨƵů�ĨŽƌĐĞ͟�ƚŚĂƚ�ŚĂƐ�ƚŚĞ�ƌŝŐŚƚ�ŵĞŵͲ
ďĞƌƐ�ǁŚŽ�ƐŚĂƌĞ�Ă�ůĞǀĞů�ŽĨ�ƚƌƵƐƚ�ĂŶĚ�Ă�ƐŚĂƌĞĚ�ŽďũĞĐƟǀĞ�ƚŽ�ĂĐĐŽŵƉůŝƐŚ͘�� 

͞/�ƚŚŝŶŬ�ƚŚĞƌĞΖƐ�ĂĚǀĂŶƚĂŐĞƐ�ĂŶĚ�ĚŝƐĂĚǀĂŶƚĂŐĞƐ�ƚŽ�ƚŚĞ�ƚĞĂŵ�ĂƌŽƵŶĚ�ƚŚŝƐ�ƚĂďůĞ�ďǇ�ŚĂǀŝŶŐ�ƚŚĞ�ĚĞĂŶ�ĂŶĚ�
ĐŚĂŝƌƐ�ďĞ�ƚŚĞ�W/Ɛ͘�KŶ�ƚŚĞ�ŽŶĞ�ŚĂŶĚ͕�ŝƚ�ŐŝǀĞƐ�ƵŶƚĞŶƵƌĞĚ�ĨĂĐƵůƚǇ�ƚŚĞ�ĐŽŵĨŽƌƚ�ŽĨ�ŬŶŽǁŝŶŐ�ƚŚĂƚ�ƚŚŝƐ�ŝƐ�Ă�
ǀĂůƵĞĚ�ĂĐƟǀŝƚǇ�ĂŶĚ�ŝĨ�ƚŚĞǇ�ƉĂƌƟĐŝƉĂƚĞ͕�ŝƚ�ǁŝůů�ďĞ�ƌĞǁĂƌĚĞĚ�ĂŶĚ�ĂƉƉƌĞĐŝĂƚĞĚ�ŝŶ�ƚŚĞŝƌ�ƚĞŶƵƌĞ�ƉĂĐŬĞƚ͘�/ƚ�
ĂůƐŽ�ŵĞĂŶƐ�ŝƚΖƐ�ƌĞĂůůǇ�ƚŽƉ�ĚŽǁŶ͘͟�΀Z���WƌŽũĞĐƚ��Ž-W/΁ 

TIP: Recruit individuals who possess position power on your campus.  This power may be reflected in their roles, 
titles, or other markers.  Team members with position power can use their positions to ensure that progress is 
not stalled or blocked.  The team should also consist of proven leaders who have demonstrated that they can 
drive the change process.  The team should be respected by others in the institution so that the teams’ ideas 
and changes will be taken seriously. Membership in the coalition can also offer those new to major change pro-
jects the opportunity to cultivate their experience and build campus credibility. 

Invest Time to Cultivate Trust Among Team Members  
dĞĂŵƐ�ǁŚŽ�ĂƌĞ�ĞŵďĂƌŬŝŶŐ�ŽŶ�ĐŚĂŶŐĞ�ƉƌŽũĞĐƚƐ�ŽŌĞŶ�ŐĞƚ�ƚŽ�ǁŽƌŬ�ƋƵŝĐŬůǇ�ƚŽ�ĂĐĐŽŵƉůŝƐŚ�ƚĂƐŬƐ͘��dŚĞǇ�ĨƌĞͲ
ƋƵĞŶƚůǇ�ŶĞŐůĞĐƚ�ƚŽ�ŝŶǀĞƐƚ�ƚŚĞ�ƟŵĞ�ŶĞĞĚĞĚ�ƚŽ�ĐƵůƟǀĂƚĞ�ƚƌƵƐƚ�ĂŵŽŶŐ�ƚĞĂŵ�ŵĞŵďĞƌƐ�ǁŚŽ�ŵĂǇ�ŶŽƚ�ŚĂǀĞ�
ǁŽƌŬĞĚ�ƚŽŐĞƚŚĞƌ�ďĞĨŽƌĞ͘����ƚĞĂŵ�ŵĂǇ�ĮŶĚ�ŝƚ�ďĞŶĞĮĐŝĂů�ƚŽ�ĞŶŐĂŐĞ�ŝŶ�ƐŽŵĞ�ŝŶŝƟĂů�ĂĐƟǀŝƟĞƐ�ƚŚĂƚ�ŚĞůƉ�ƚĞĂŵ�
ŵĞŵďĞƌƐ�ŐĞƚ�ƚŽ�ŬŶŽǁ�ŽŶĞ�ĂŶŽƚŚĞƌ͕�ƐƵĐŚ�ĂƐ�Ă�ƉƌŽũĞĐƚ�ƌĞƚƌĞĂƚ�Žƌ�ǁŽƌŬƐŚŽƉ͘�/Ĩ�ƚŚĞ�ĂĐƟǀŝƟĞƐ�ƚŚĞ�ƚĞĂŵ�ĞŶͲ
ŐĂŐĞƐ�ŝŶ�ĞŶĐŽƵƌĂŐĞ�ƌĞƐƉĞĐƚ�ĂŶĚ�ŵƵƚƵĂů�ƵŶĚĞƌƐƚĂŶĚŝŶŐ͕�ƚŚĞŶ�ǇŽƵ�ŚĂǀĞ�ƉƌŽǀŝĚĞĚ�ƚŚĞ�ƚĞĂŵ�ŽƉƉŽƌƚƵŶŝƟĞƐ�ƚŽ�
ďƵŝůĚ�ƚƌƵƐƚ͘ 

TIP: Invest time building trust within the team.  Change projects require that team members take risks and invest 
their own credibility on campus.  Team members must trust one another enough to engage in risk-taking, know-
ing that their team will back them up.  Schedule a workshop or project retreat that contributes to the development 
of the team.  It may be the case that team members need to build their group expertise on a particular dimension 
of the change project.  A learning environment like a workshop can allow team members to do that.    

͞^ĞǀĞƌĂů�ŽĨ�ƵƐ�ŚĂĚ�ŶŽƚ�ǁŽƌŬĞĚ�ƚŽŐĞƚŚĞƌ�ŽŶ�Ă�ƌĞƐĞĂƌĐŚ�ƉƌŽũĞĐƚ�ďĞĨŽƌĞ͕�ďƵƚ�ǁĞ͛ǀĞ�ďĞĞŶ�ĐŽůůĂďŽƌĂƟŶŐ�
ĨŽƌ�Ă�ůŽŶŐ�ƟŵĞ͘�tĞ͛ǀĞ�ǁŽƌŬĞĚ�ŽŶ�ŽƚŚĞƌ�ƉƌŽũĞĐƚƐ�ƚŽŐĞƚŚĞƌ͘�tĞ�ŚĂǀĞ�ŝŵŵĞŶƐĞ�ƌĞƐƉĞĐƚ�ĨŽƌ�ĞĂĐŚ�ŽƚŚĞƌ͘�
�ǀĞŶ�ŝĨ�ǁĞ�ĚŝƐĂŐƌĞĞ͕�ǁĞ�ĚŝƐĂŐƌĞĞ�ƌĞƐƉĞĐƞƵůůǇ͘͟�΀Z���WƌŽũĞĐƚ�W/΁ 



Develop Norms to Facilitate Team Governance and Decision-Making  

�ƚ�ƚŚĞ�ĞĂƌůǇ�ƐƚĂŐĞƐ�ŽĨ�ƚŚĞ�ĐŚĂŶŐĞ�ƉƌŽũĞĐƚ͕�ŝƚ�ŝƐ�ŝŵƉŽƌƚĂŶƚ�ƚŽ�ĞƐƚĂďůŝƐŚ�ƚĞĂŵ�ŶŽƌŵƐ͕�ƚŚĞ�ƐĞƚ�ŽĨ�ƌƵůĞƐ�ĨŽƌ�ĐŽŶͲ
ĚƵĐƚ�ƚŚĂƚ�ĂƌĞ�ŵƵƚƵĂůůǇ�ĂŐƌĞĞĚ�ƚŽ�ďǇ�ƚŚĞ�ŵĞŵďĞƌƐ�ŽĨ�ƚŚĞ�ƚĞĂŵ͘��:ŽŶ�Z͘�<ĂƚǌĞŶďĂĐŚ�ĂŶĚ��ŽƵŐůĂƐ�<͘�^ŵŝƚŚ͕�
ĂƵƚŚŽƌƐ�ŽĨ�͞dŚĞ��ŝƐĐŝƉůŝŶĞ�ŽĨ�dĞĂŵƐ͟�;ϮϬϬϱͿ͕�ƐƵŐŐĞƐƚ�ƚŚĂƚ�ƚŚĞƐĞ�ƌƵůĞƐ�ĂĚĚƌĞƐƐ�ŵĞĞƟŶŐ�ĂƩĞŶĚĂŶĐĞ͕�ĚŝƐĐƵƐͲ
ƐŝŽŶ͕�ĐŽŶĮĚĞŶƟĂůŝƚǇ͕�ĂŶĚ�ĐŽŶƐƚƌƵĐƟǀĞ�ĐŽŶƚƌŝďƵƟŽŶƐ͘��Ǉ�ĞǆƉůŝĐŝƚůǇ�ƐĞƫŶŐ�ĞǆƉĞĐƚĂƟŽŶƐ�ĞĂƌůǇ�ŝŶ�ƚŚĞ�ƉƌŽũĞĐƚ͕�
ǇŽƵ�ĐĂŶ�ĞŶƐƵƌĞ�ƚŚĂƚ�ƚŚĞ�ƚĞĂŵ�ǁŝůů�ŶŽƚ�ďĞ�ĚĞƌĂŝůĞĚ�ďǇ�ŵŝƐƵŶĚĞƌƐƚĂŶĚŝŶŐƐ�ĂŶĚ�ŵŝƐĐŽŵŵƵŶŝĐĂƟŽŶ͘�� 

TIP: Invite team members to engage in the process of writing a Team Contract, the rules that will govern their 
conduct while they on the team. These rules clarify how each team member will contribute to the project work, 
what the decision-making process will be, and how accountability will be assessed. The Team Contract should 
be revisited periodically throughout the life of the project, with each team member given the opportunity to sug-
gest revisions.  This is particularly important when new members of the team are added.   

Z�ǀŽůƵƟŽŶŝǌŝŶŐ�ĞŶŐŝŶĞĞƌŝŶŐ�ĂŶĚ�ĐŽŵƉƵƚĞƌ�ƐĐŝĞŶĐĞ��ĞƉĂƌƚŵĞŶƚƐ�WĂƌƟĐŝƉĂƚŽƌǇ��ĐƟŽŶ�ZĞƐĞĂƌĐŚ 

�ŶǇ�ŽƉŝŶŝŽŶƐ͕�ĮŶĚŝŶŐƐ͕�ĂŶĚ�ĐŽŶĐůƵƐŝŽŶƐ�Žƌ�ƌĞĐŽŵŵĞŶĚĂƟŽŶƐ�
ĞǆƉƌĞƐƐĞĚ�ŝŶ�ƚŚŝƐ�ŵĂƚĞƌŝĂů�ĂƌĞ�ƚŚŽƐĞ�ŽĨ�ƚŚĞ�ĂƵƚŚŽƌƐ�ĂŶĚ�ĚŽ�ŶŽƚ�
ŶĞĐĞƐƐĂƌŝůǇ�ƌĞŇĞĐƚ�ƚŚĞ�ǀŝĞǁƐ�ŽĨ�ƚŚĞ�EĂƟŽŶĂů�^ĐŝĞŶĐĞ�&ŽƵŶĚĂƟŽŶ͘ 

'ƌĂŶƚ�EŽƐ͘�ϭϲϰϵϯϳϵ�ĂŶĚ�ϭϲϰϵϯϭϴ 

*Material for this Tip Sheet is drawn from John P. Kotter’s Leading Change (Boston, MA:  Harvard Business Press, 
2012), and Jon R. Katzenbach and Douglas K. Smith’s “The Discipline of Teams” (Harvard Business Review, July/
August 2005). 
 
Cite as: Center for Evaluation & Research for STEM Equity and Rose-Hulman Institute of Technology (2019). Form-
ing and Developing Teams: A Tip Sheet from Revolutionizing Engineering Departments (RED) Participatory Action 
Research. Retrieved from http://depts.washington.edu/cerse/research/current-research/ 

Check out other REDPAR Tip Sheets that can help, available at academic change.org/   

· Communicating Change 

· Creating Shared Vision 

· Creating Strategic Partnerships 

 

Recognize and Value the Expertise of Team Members  

�Ǉ�ďƌŝŶŐŝŶŐ�ƚŽŐĞƚŚĞƌ�Ă�ĚŝǀĞƌƐĞ�ĂŶĚ�ĐƌĞĚŝďůĞ�ŐƌŽƵƉ�ŽĨ�ŝŶĚŝǀŝĚƵĂůƐ�ĂƐ�ƚŚĞ�ŐƵŝĚŝŶŐ�ĐŽĂůŝƟŽŶ͕�ǇŽƵ�ŚĂǀĞ�ƚŚĞ�ŽƉͲ
ƉŽƌƚƵŶŝƚǇ�ƚŽ�ůĞǀĞƌĂŐĞ�Ă�ďƌŽĂĚ�ĂƌƌĂǇ�ŽĨ�ƐŬŝůůƐ͕�ŬŶŽǁůĞĚŐĞ͕�ĂŶĚ�ĂďŝůŝƟĞƐ�ƚŽ�ĂĐĐŽŵƉůŝƐŚ�ŐŽĂůƐ͘�/ƚ�ŝƐ�ŝŵƉŽƌƚĂŶƚ͕�
ƚŚĞƌĞĨŽƌĞ͕�ƚŽ�ŝŶǀĞŶƚŽƌǇ�ƚŚŝƐ�ĞǆƉĞƌƟƐĞ�ĂŶĚ�ƚŽ�ĂĚĚƌĞƐƐ�ĂŶǇ�ŐĂƉƐ�ƚŚĂƚ�ŵĂǇ�ŝŵƉĂĐƚ�ƌĞƐƵůƚƐ͘ 

TIP: Engage individuals who bring a wide range of relevant points of view and skill sets.  This will allow the team 
to make decisions based on the best available practices, information, and data.  An inventory of the team mem-
bers’ skills can help identify any gaps that should be addressed early in the project.  Taking time to value this 
expertise explicitly builds respect among team members.  Remain open to recognizing gaps in expertise on the 
team as the project progresses and add team members appropriately.  

͞/�ĚŝĚŶ͛ƚ�ƌĞĂůŝǌĞ�ŚŽǁ�ŵƵĐŚ�ǁĞ�ŶĞĞĚĞĚ�Ă�ƉƌŽũĞĐƚ�ŵĂŶĂŐĞƌ�ƵŶƟů�ǁĞ�ŚĂĚ�ŽŶĞ͘�KƵƌ�ŽǁŶ�ƚĞĂŵ�ŚĂĚ�ƐĞƌŝŽƵƐ�
ŝƐƐƵĞƐ�ǁŝƚŚ�ĐŽŵŵƵŶŝĐĂƟŽŶ͕�ǁŝƚŚ�ƟŵĞ�ŵĂŶĂŐĞŵĞŶƚ͕�ǁŝƚŚ�ƉƌŝŽƌŝƟǌĂƟŽŶ͕�ĂŶĚ�ŝƚ͛Ɛ�ďĞĐĂƵƐĞ�ŶŽƚ�Ă�ƐŝŶŐůĞ�
ƉĞƌƐŽŶ�ŽŶ�ƚŚĞ�ƚĞĂŵ�ŚĂƐ�ďĞĞŶ�ƚƌĂŝŶĞĚ�ƚŽ�ĚŽ�ƚŚĂƚ͕�ĂŶĚ�ŝƚ͛Ɛ�ŶŽƚ�ŶĞĐĞƐƐĂƌŝůǇ͕�/�ŵĞĂŶ�ŝƚ͛Ɛ�ŶŽƚ�ŽƵƌ�ƐƚƌŽŶŐ�
ƐƵŝƚ͘�tĞ͛ƌĞ�ƌĞƐĞĂƌĐŚĞƌƐ͘�͘�͘�EŽǁ�ƚŚĂƚ�ǁĞ�ŚĂǀĞ�Ă�ƉƌŽũĞĐƚ�ŵĂŶĂŐĞƌ͕�/͛ŵ�ŬŝŶĚ�ŽĨ�ǁŽŶĚĞƌŝŶŐ�ŚŽǁ�ĐŽƵůĚ�ǁĞ�
ŚĂǀĞ�ĞǀĞƌ�ĞǆƉĞĐƚĞĚ�ƚŽ�ďĞ�ƐƵĐĐĞƐƐĨƵů�ǁŝƚŚŽƵƚ�ŽŶĞ͍͟��΀^ŽĐŝĂů�^ĐŝĞŶƟƐƚ͕�Z���WƌŽũĞĐƚ�dĞĂŵ΁ 


