
HPT Teaching 
Team Meetings

“Don't wish it was easier wish you 
were better. Don't wish for less 

problems wish for more skills. Don't 
wish for less challenge wish for 

more wisdom.” Jim Rohn

Name:__________________________
Contact No.:_____________________

Suitable For:
Primary: Cohort/ PLT Teams

Secondary: Faculty/ Sj. /Yr Lvl Teams
Special Ed: Sector/ Cohort Teams



Teaching Team Meetings
Meeting Strategies for High Performance 

Teaching Teams to Enhance Support & Focus

“Accomplishing the maximum impact on student 
learning depends on teams of teachers working 

together...”
John Hattie

High Performance Teams are the backbone of
all successful schools. Small groups of
supportive professional peers who face similar
challenges and opportunities and are
committed to bringing out the best in each
other and their students provide the right mix of
empathy and accountability to maximise quality
teaching and learning.

“I firmly believe in the age-old wisdom of the 
three imperatives for student success: (1) At 

least one teacher who cares for them; (2) 
Enabled to work and learn at their own level; 

and (3) A genuine friend at school.”
Kay Kirkman

Academically, we know that 30% of the variance
in student achievement depends upon the
classroom teacher (ref. Hattie). Relationally, we
know that every child needs at least one
teacher who cares for them, enabling them to
learn at their own level in order to succeed (ref.
Kirkman). We know that this one teacher’s (AKA
Unicorn Teacher) positive impact can last a
lifetime – yet we also know that the care and
insights that each student needs requires
tremendous empathy and focus from teachers
who are incredibly busy managing the
combined needs of 20-30 students as well as
the demands of a busy curriculum and
assessment cycle.

“Those teachers who are students of their own 
impact are the teachers who are the most 

influential in raising students’ achievement.” 
John Hattie

So how do we increase the chances of a Unicorn
Teacher for every student? How do we
maximise the 30% of the variance that the
teacher impacts upon in student achievement?
The answer to this question for teachers is to
positively influence the level of empathy and
professional focus each of your teacher
colleagues have for their students as part of a
High Performance Teaching Team.

Teachers & The Need For High Performance
Teams
At the most basic level, building High
Performance Teaching Teams begins by
addressing three foundational issues: (1)
ensuring the size of teams is optimal for
professional interactions; (2) ensuring that the
frequency of meetings is optimal for maximum
performance; and (3) ensuring the content of
meetings is optimal to maximise empathy and
professional focus.

1. Size of Teams: From an anthropological
social psychology perspective, 5+/- is the ideal
team size for groups who work together
regularly and/or share a common purpose in
their day-to-day work. Where groups have less
day-to-day contact or shared purpose they
would meet in larger gatherings.

2. Frequency of Team Meetings: There are
two key factors to consider in team meeting
frequency: (1) the amount of change the team
must manage (more change equals higher
frequency meetings) and (2) the amount of
risk the team must manage (higher risk equals
higher frequency). Teaching teams must
manage significant variability in student
behaviour and ongoing adjustments in
curriculum delivery to match student needs
which, if not managed appropriately, creates
long-term negative consequences from both a
student learning and behaviour perspective.
Such problems can emerge on a daily and/or
weekly basis. Thus, a weekly meeting (with
smaller huddles between meetings) seems
optimal.

3. Content of Team Meetings: After working
with a number of teaching teams across
primary, secondary and special education
schools over recent years there appears to be
an optimal recipe for maximising the empathy
and focus of teachers in subsequent classroom
interactions (AKA unicorn moments). This
recipe contains 2 parts: (1) a simple Update
Tool teachers fill out prior to the meeting and
refer to as an aide during various parts of the
meeting and (2) a 60 minute agenda that
primarily focuses on (a) managing reactionary
‘Hot Issues’ that need to be addressed to
prevent unwanted distractions and stress and
(b) peer mentoring, skills development and
problem solving through ‘The Council,’ ‘Quality
Spotlight’ or ‘Deep Dive Discussions’ which
enables deeper reflection on professional
growth challenges and/or student needs.
Importantly, this forum style teaching team
meeting provides the core cycle of peer
interaction to maximise empathy and focus.
Any other meetings or training activities
should be scheduled around this time as
opposed to replacing it.
In this QuickStart guide we’ll take you through
the basics of getting started with running 60
minute HPT Teaching Team Meetings.

Dr Pete Stebbins, PhD



!

!!!!"#$%&'()!"#$*!+##,'()!-)#(.$!/012!

!
!
!
!

!"#$%&
&
&
&
&
&
'($)*"(+&

!"#$%&%'()$*%%%
+,"(-*%%
./0$-"#/-*%%
1(2$%3/#$4*%%
56/7/8($4*%
!"#$%&'&()&*+,&-(.$/*'&()""%(0(1&23&45(.$/*'&()&*#(6*'*(7*%%(

"#$%&'(')!
*+,#+!(#!-(.+(!

!"#

,-$.&/&
!"#$%&'(")*!

9$7:/)$!
•! 8+,""%(9:-$";&(0()&*#(9:-$";&<(
•!=&&'3>?(9:-$";&(0(@:'+"#&;<(
•!="/&-*'"-(!*-/;(0(A-":>/(1:%&;(((

"/.,+! $#%&'#

,-$.&0&
+%,,(-.)*!

9"-);<6%=+,$:>%?@AB!
01'23#+)!4.+#$'('+!5!6/.+'!7!6899'66!.1)!7!9/.&&'1:'!;+#$!8%).('!(##&!BC'&*#;(
%*-?&-(',*>(DE(;$%3'(3>'"(;#*%%&-(?-":$;("F(GHIJ!

<&&! (#%&'#

,-$.&1!
/-(0#.'12)*)
&

C1'%C#"DD%<60"#$*%E$2($F%&%+/))$@#4%G%69+#&&!(/+#8:/!&.('6(!-=>!6(.;;!8%).('!
9#1;,+$,1:!.&&!/.?'!+'.)@!=,?'!1#('!.1A!9#$$'1(6!#+!;'')4.9B!;#+!-=>@!CD#!.)),(,#1.&!
),69866,#1!.(!(/,6!%#,1(!,1!(/'!$''(,1:@E!
K32&(L"'&;M(

<&&! )#%&'#

,-$.&2&
&
/-(0#.'12)3)

H/#%?44I$4!F!;#986!#1!).A2(#2).A!#%'+.(,#1.&!,668'6!
•! *.,+!5!-/.+'!>#%!G2H!I668'6!F!J+,('!#1!3/,('4#.+)!.1)!K':.6!?#('!CL!(,9B6!%'+!
%'+6#1E!CG!$,16E!2!>#%!G!(#%,96!6'&'9(')!

•! 7!$,1!F!'&.4#+.('!M!7!$,1!F!9&.+,;A!M!H!$,16!F!),69866!M!7!$,1!(.B'.3.A6!
K32&(L"'&;M((

<&&!5!=')!4A!
1#$,1.(')!
,1),?,)8.&!

*(#%&'+#

,-$.&3&
&
+.-0.24'#)*))

1$"0$-J4%<60"#$K%'$")%LI74$K%!"4,M/"-0%&%5:#(/@%L7"@%=+N:7$A%
•! N#1(/&A!>'.$!*8&6'!J'&&4',1:!-9#+'9.+)!O,69866,#1P!#+!
•! O.6/4#.+)!Q'?,'3!5!<9(,#1!*&.1!R%).('P!#+(
•! -'1,#+!='.)'+6!R%).('!.1)!S5<!(

K32&(L"'&;M(

<&&!5!=,1'!
N.1.:'+!

,#%&'+#

,-$.&4&
&
+.-0.24'#)3)

1$"-@(@8%?@#$@4(2$%=OP%F$$>%:N:7$A%G%;#986!#1!%+#;'66,#1.&!:+#3(/!5!6%'9,;,9!6(8)'1(!
68%%#+(!1'')6!BNOC(P'&#(P>;'-:+'3">;(3>()&*+,3>?()&*#(Q:3+R;'*-'(6"4>%"*/J%

•! ',$%+/I@:(7%=577%.$)M$-4AB%
•! !$$6%!(2$%Q%
•! RI"7(#N%'$":,(@8%C6/#7(8,#%S&

"##$!%!&'!(#)*+!,!-#.#/)0!12)33!4##25.6! "##$!7!(#)*+!8!92#*!7,!:#)/.5.6!9.2#.+5;#!

"##$!<!(#)*+!8!92#*!7!,!=)2)!()0$+! "##$!>!(#)*+!8!92#*!7!,!4'?#/)25'.!9!@!

"##$!A!(#)*+!8!!92#*!7!,!!B9C!C/5'/52D! "##$!E!(#)*+!8!92#*!7,!4'?#/)25'.!99!@!

"##$!F!(#)*+!8!!92#*!7!,!:#)/.5.6!9.2#.+5;#! "##$!G!8!&'!(#)*+!HC)/#.2!4##25.6+I!

"##$!J!&'!(#)*+!,!-#.#/)0!12)33!4##25.6! "##$!%K!8!(#)*+!8!92#*!7!,!:#)/.5.6!9.2#.+5;#!
!"#$%&'()*$+","-$%.&"/'&01$'2"1&&2"/'*$'!

K32&(L"'&;!%

!""#$%#
&$'(&)*+,#
-%+.+&*+%/.!

!"#$%&'#

,-$.&5&
5##(%".06$2)!

+7/4$%=+,$:>%TI#A%=T.+#$'('+P!>.B'.3.A!<9(,#16!%'+!%'+6#1EP!
N#)'+.(#+!U'')4.9BV!!0%'11'66!C69#+'E!MLP!T.&.19')!)'4.('!MLP!"#$%'('19A!ML!I668'6!
U#986!MLP!<99#81(.4&'!<9(,#16!ML!D'W(!$''(,1:!,$%+#?'$'1(!;#986V!!!
3$U#%.$$#(@8%!"#$K'()$*!!!
!,*3-M((((((((((((((((((((((="/&-*'"-M(((((((((((((((((((K32&(L"'&;M(((((((((((((((((((((P'&#(D(9%*>M(

"/.,+!5!
N#)'+.(#+!

V%)(@%

!"#$%&'($)*+',-#&*"./#"'$+0%1'(*&'2."&3'4*))#5'2."&'.+'+01%.)'/#'26.0"7!
!"#$%&''&((#)#*+,(-0#!"#$"#%&'()*+&,)-+&.&/0*1)**0(2*&3(44&5+1(567&80$"&3(2&$"+&5+1(567&6(1)%+2$+6&02&90:+&;($+*!
."#/010'2&3#4&50-&#0#,+*<+1$02=&>($"&*06+*&(4&$"+&#5=)%+2$&#26&#--(802=&60:+5*0$?&(4&:0+8*@!
6"#789%&-&'2:#8;&+#<81&#0#,+*<+1$02=&$"+&3:#-)+7&(4&$"+&<+5*(27*&(<020(2&5+=#56-+**&(4&$"+05&3*$#$)*7@!
="#>((,&(#8;&+#?&+(8'01@-@&(#0#A$#?02=&30**)+*7&4(1)*+6&#26&2($&-+$$02=&<+5*(2#-0$0+*&(:+5<(8+5&$"+&#=+26#@!
A"#B228,'-051&#B2-@8'(#)#71&0+#$,-289&(#0B+02=&1(2*$5)1$0:+&02&4++6>#1C&#26&(44+502=&#&*(-)$0(2&4(1)*+6&
C"#4&;@2&(#<,1&D##D2-?&04&2++6+6&80$"&!"#05*&E+5%0**0(2&.&D2&F#*C&D2&F(<01G#!

!"#
$%

&!'



Teacher Update Tool*
*Complete Prior To Faculty/ Cohort Meetings and 1:1 Meetings With Supervisor

Last
week
Next
week
Last
week
Next
week
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Key Meeting Items Unpacked I
The Forum Council
What & Why? The Forum Council is a group discussion and 
feedback protocol to enable all members to benefit from 
group brainstorming over a professional  growth challenge  
they each wish to nominate. Forum Council Guidelines 
NOTE: Time is managed so ALL members present an issue. 
*The Council groups size 5 max then split into 3s and 4s. 
Cycle times are 5px = 1/1/3/1 4px= 1/1/4/1 3px=1/1/5/1
Step 1: The petitioner gets 1 minute to explain their 
challenge to the Council. 
Step 2: The Council gets 1 minute to ask yes/no/short 
answer questions of the petitioner.  No short answer may 
exceed 15 seconds.
Step 3: The Council has 5 minutes* (pending group size) to 
respond to the petitioner’s challenge.
Every member of the Council needs to discuss the issue. 
Discuss the petitioner’s problem while the petitioner listens 
and takes notes (the petitioner cannot participate in this 
discussion – no eye contact).If you finish then sit with the 
silence (studies show that the greatest ideas often come in 
the wave after the initial silence has passed).
Step 4: The petitioner summarises their understanding of 
what the Council has had to say and thanks the Council for 
their advice. This is kept to 1 minute.
Return to Step #1

Deep Dive Discussions
Deep Dive Discussions are vital to keep the big picture 
strategy in focus to enable staff to “see the forest from 
the trees,” and work towards longer-term 
improvement. However unlike ‘Hot Issues’ which are 
spontaneous, ‘Deep Dives’ need to be planned for as 
they should focus on the  team’s most important 
strategic issues or the “5% questions” – “how do we 
solve the unsolvable?” OR “how do we do the 
impossible and change the world?”

Preparing a Deep Dive is challenging. Because of this 
we recommend using a template such as the one 
shown in the example above and working in pairs so 
that the ‘presenter’ can be coached by their partner to 
fast-track and quality assure the process. Through 
preparing a probing question, outlining what is known 
about the issue, and what is already been tried to 
resolve it, a Deep Dive focuses the group to move 
beyond the obvious and greatly improves the quality of 
ideas and solutions shared among the team. 

With proper preparation, the presentation of even the 
most complex issues can usually be done within the 7-
minute allocation and the subsequent 7-minute 
brainstorming session (noting key points on a 
whiteboard as discussion progresses) can create 
powerful insights and solutions to solve previously 
impossible problems!

Excerpts From Level 
Up Team Guidebook

Hot Issues
In order to make efficient use of time and to focus on issues 
truly relevant to the wider team (as opposed to those issues 
raised by staff with the loudest voices) get staff to complete a 
quick pair and share, then write two or three hot issues (per 
pair) on the whiteboard. Then allow each person to place 5 x 
ticks on the whiteboard to vote for the topics they wish to 
focus (Vegas Vote) on – democracy at its finest! (see below)

Next, select the issue that garnered the most votes, allow the 
individual who raised the issue to give a brief outline (1 
minute), the group to ask brief questions to clarify 
understanding of the issue (1 minute), discuss the issue in a 
solutions focused way (3 minutes), and finally allow the 
individual who initially raised the issue to address the group 
with their summary of the discussion and key takeaway (1 
minute) – repeat on as many issues as time allows.



Key Meeting Items Unpacked II…

Quality Teaching Spotlight

Excerpts From High 
Performance Teaching 
Teams Vol 2.

What knowledge and 
skills do we need?



Deep Dive Presentations: Presenters Worksheet 
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