Establishing a Virtual Team Norms — Key Questions 
Instructions for using the Establishing Virtual Team Norms – Key Questions: 

On the following pages you will find key questions and tips related to establishing virtual team norms. 

Establishing a Virtual Team — Initial Meeting

Meetings 

· How often should the team meet as an entire team (pre-scheduled or ad-hoc)?

· How will team members be notified of meetings?

· How should team members prepare for meetings (e.g., always check email prior to meeting, always review agenda, read materials)?

· Is attendance mandatory? For all people, in all time zones?

· Who will run the meetings? Will this vary?

Tip: Providing structure and clarifying expectations for team meetings enables all the team members to know what will occur during typical meetings and will make the meetings more productive.

Communication

· What are the preferred forms of communication for the team on an on-going basis?

· How will emergency information be communicated?

	Media
	Used for What Purpose(s)?
	Expected Reply Time

	Phone; voicemail
	
	

	Instant messaging/chat
	
	

	Email
	
	

	Fax 
	
	

	Mail
	
	

	Teleconference
	
	

	Videoconference
	
	

	
	
	


In establishing the team’s preferences, consider the following:

· What technology is available to the team? 

· What are the technology capabilities of team members? What are the technology capabilities and their availability to team members in other locations or who travel?

· What media do team members currently use most frequently?

In establishing reply time, consider the following:

· What is a reasonable amount of time to expect a reply to a message/request? To acknowledge receipt?

· How should reply times be reinforced?

Tip: By establishing “norms” for the timing and the medium used for communications, you can prevent misunderstandings due to individual preferences or communication styles. Team members know when to expect a response – even if it’s just “I’ve received your question and I’ll get back to you with an answer soon.” It keeps team members from ignoring communications.

Keeping Up-to-Date

· What’s the best way to keep everyone informed of what the team or individual team members are doing (e.g., circulating written notes/summaries, posting information to a common website, telecoms, videoconferences)? 

· How often should this occur?

· Who’s responsible for status updates?

Tip: It’s important to strike a balance between keeping team members informed and not inundating them with information. Time your updates appropriately and keep them brief.

Defining “Priorities” or Urgency of Communications

It will be important to clearly define what the team means by “high priority” to enable all team members to determine the appropriate urgency of requests for information or assistance. Each team member should be expected to clearly identify high priority items that need other team members’ attention.

High Priority/Urgent Means:

___________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

In determining the degree of urgency, consider the following decision criteria:

	· Requires action before other tasks can be completed
	· Originally set as high priority by team
	· Who needs the info (e.g., upper mgt)

	· Deadline looming


	· Requires a reply
	


Tip: Over time the team should form a common frame of reference or shared mental model about what “urgency” means but it’s important to establish a common understanding as soon as possible to minimize misunderstandings.

Collaboration/Shared Work Tasks (Information)

Shared work tasks are those that require effort by more than one individual to complete. Identify how the team will work on shared work tasks by selecting one of the options below (or creating your own):

· Anyone can edit/work on anything 

· Designated individuals will work on specific tasks (e.g., Mary will always work on any finance related task)

· Individuals will be assigned tasks

· Individuals can volunteer for tasks

Tip: Identify how the team will collaborate on shared work tasks, in general. Then establish exceptions for specific tasks that arise over time. Having these parameters will ensure better collaboration by team members.

Some questions to consider:

· Do individual changes to information/tasks need to be “tracked”? If so, how will that be done?

· Who has final say on the product/information?

· How will timing requirements for information sharing be communicated (e.g., will you use the “high priority/urgent” system, will you indicate deadlines or when you need information back/tasks completed)?

· Will everyone receive a copy of the final work product(s)?

· Who maintains the final product(s)? Where is information stored? Who has access?

Tip: If multiple team members work on a shared work task it’s important to identify who has final control of the product(s) and how they are stored or maintained. Consider establishing a central repository for information that the entire team should be able to access.
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