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CREATING A COLLABORATIVE 
CULTURE IS THE SINGLE 

MOST IMPORTANT FACTOR 
FOR SUCCESSFUL SCHOOL 

IMPROVEMENT INITIATIVES.  

Richard Dufour 
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The work we do in schools is both unquestionably life changing, and time
critical. The time students spend in our care is finite. Their time is not ours
to waste! Every moment counts, and it is incumbent upon everyone in the
school – teachers, leaders, and support staff to collaborate effectively to
deliver exceptional teaching and learning experiences to every student, in
every lesson, every day of their school lives so that they can flourish.

For high quality teaching and learning to occur, I firmly believe effective
collaboration is the key. As a school leader I have had to learn the hard
way that effective collaboration is less about good intentions, and more
about developing effective systems and processes, both within teams and
across the wider school.

I still remember being appointed to my first Principal position. In the first
few days I’d made a few discoveries. The first discovery was a pleasant
surprise, one-on-one the staff were lovely people with their hearts in the
right place. The second discovery however, had me questioning what I’d
gotten myself into, as I knew I was in for a very steep learning curve. You
see my new school, like many others had pre-existing cultural challenges.
These revealed themselves through declining staff wellbeing, a sense of
shared complacency around teaching and learning (a.k.a. we’ve always
done it that way…), a collective reluctance to invest additional effort into
improving student performance (a.k.a. our students do reasonably well
anyway, it’s fine), and less than optimal collaboration (a.k.a. meetings only
when someone in the team thought having a ‘group chat’ was necessary).

After discovering these issues, I knew what I urgently needed – some
practical, step-by-step strategies, backed by research, that I could
implement ASAP to improve school culture and collaboration as a
precursor to improving quality teaching and learning.

“The Beautiful Sits Upon The Foundation Of The Necessary”
- Ralph Waldo Emerson

Foreword
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As I wrestled with how best to address the school improvement
challenges I was facing, there were two events that set up my leadership
focus for many years to come:

1. The first event was the first executive leadership team meeting I held
at this school which took over 3 hours! We talked and talked with no
actionable outcomes. If we were going to become a Flourishing
School, then none of us had time for another meeting like that.

2. The second event was attending our first professional development
day for the year where Dr Pete Stebbins, PhD was running a
workshop on building High Performance Teams (HPTs). I had been a
long-time fan of Pete’s work but had never had the opportunity to
engage with it in a school context, so this day was important.

At the time, I had no idea that what I learned from those two events would
go on to help me establish the systems and processes which would
efficiently operationalise our school’s strategic agenda, help all our teams
(both teaching and non-teaching) become high performance teams,
improve staff wellbeing, and significantly reduce the cognitive load of
running a school for the whole executive leadership team, and for me as a
Principal.

Before working with Pete, I had a rudimentary understanding of cognitive
load, and I understood that decreasing this for staff (and students) would
increase learning and productivity and so the systems within HPT
appealed to me. I also had a keen interest in the neuroscience and
psychology of collaboration and leadership – again, HPT ticked these
boxes too. As a program, it was exciting that HPT included ALL staff
members, not only teaching staff and leaders, and I came to understand
that for systems of collaboration and teamwork to be effective in our
school, EVERY staff member must understand and work within these
systems. A huge bonus was our non-teaching staff were grateful to be
included in this and felt that their contribution to school improvement was
valued (which it absolutely is!).

As with any transformational change process within a school there were
always obstacles – sometimes these were old ways of working which
were hard habits to change – sometimes these were tired and stressed
people simply expressing their frustrations whilst they are in their own
‘learning pit’.
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As Principal, what I found most helpful about the HPT Program was that
when these blockers emerged, we could workshop each issue out with
Pete gently reminding us that ‘you’ve already got the systems in place to
manage that’. And Pete was right!

Before HPT, Professional Learning Teams were well established at our
school; however, purposeful collaboration was not. In introducing HPT,
our teams began to understand their individual personalities and how their
own strengths contributed to the team. Understanding and applying the
Platinum Rule (do unto others as they want it done unto them)
fundamentally shifted the way our teams collaborated and the
communication strategies across our school. We really began to
understand how to get the best out of our peers and of ourselves. Our
staff understood their role within the school improvement agenda, and the
HPT systems meant that everyone knew their role in their team, and the
broader school community. Finally, as we continued to support teams to
embrace and embed these systems, our use of the Staff Pulse System
provided the leadership team with a way of tracking, monitoring, and
responding to staff wellbeing in real time.

After some trial and error, the HPT work we had done as a school to build
the foundation of our culture was now paying dividends – effective
collaboration was now the norm across the school. As a leadership team
we felt ready to build on this by implementing a whole school Quality
Teaching & Learning (QTL) program and HPT was a powerful enabler.
Pleasingly, when compared to peer schools I can say that we made
incredibly rapid progress and implemented the QTL program with great
fidelity. I attribute this achievement wholly to the commitment of my staff
and to the strength of the collaboration within each of our High
Performance Teams.
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Reading the above you might get the impression that this journey was
easy. It was not – there were a lot of things that I didn’t know before we
started but my personal mantra is ‘have a crack’, and it’s one that has
stuck at my school. I shared openly with staff that I wasn’t an expert on
HPT, nor our selected pedagogical approach, and so I was going to be in
the learning pit with them, learning alongside and with them, learning from
each other. Leading by example, I encouraged teachers to have a crack!

By having a crack and sticking to our systems we had everything we
needed to build our school community of learners, who believed that every
student could succeed, every teacher could teach, every leader could
lead, and everyone could flourish. Staying the course, being true to our
values we became one of the highest performing schools in our region.
HPT enabled our QTL, and this combined with our philosophy of ‘have a
crack’ put us on the fast track for extraordinary levels of student
improvement as well as staff satisfaction. Ultimately, the gold dust in this is
that every lesson, every day, for every student counts - the students who
we have the privilege to teach, have ownership over their learning and are
fully engaged to achieve their very best!

I’d like to encourage you to read on with an open mind, and most
importantly, to take action! Have a crack at implementing these well
researched and extensively tested tools and strategies that will enable all
schools to flourish!

Heidi McGlashan, Principal

10



INTRODUCTION

LLeeaaddiinngg  FFlloouurriisshhiinngg  SScchhoooollss::

CCuuppss,,  TToorrcchheess  &&  LLiigghhttbbuullbbss!!
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YOU CANNOT 
POUR FROM AN 
EMPTY CUP!

FLOURISHING
SCHOOL

ORDINARY
SCHOOL
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Leading Flourishing Schools: 
Cups, Torches & Lightbulbs!

“A Teacher Affects Eternity” – H. Adams

TThhee  LLeeggaaccyy  ooff   SScchhooooll::  HHeellppiinngg  oorr  HHiinnddeerriinngg  OOuurr  
AAdduulltt  LLiivveess......  

One of the greatest gifts we can receive from our time at school is the
discovery of the skills, attitudes and beliefs that underpin lifelong learning.
Yes, curriculum knowledge is important, but the impact on our lives from
knowing that the capital of Peru is Lima is far and away surpassed by
developing a love for learning and the knowledge of how to learn. Lifelong
learning is about resilience, creativity and the ability to adapt to an ever
changing and uncertain environment (no matter what may unfold) and
underpins all success in life.

This most precious of gifts is sparked and then cultivated by dedicated
educators, who know and care for their students. These educators not
only meet each and every student at their academic level, but they help
them push far beyond what they imagined they were capable of. We call
these very dedicated educators ‘unicorn teachers’ because they have
such a magical and monumental impact on the students in their care.
When you close your eyes and think of the teacher that had the biggest
positive impact on your career and life, that’s your unicorn teacher.

INTRODUCTION

13



TThhee  UUnniiccoorrnn  TTeeaacchheerr  EEffffeecctt
I am a firsthand witness to the transformative power that a dedicated
teacher can have on a struggling student, and when I close my eyes, I see
my Year 8 maths teacher, Dr Slade. In my time as a student, Dr Slade was
a rare blazing ray of light who, despite my learning difficulties and poor
behaviour, was able to completely engage with me and ‘boot camp’ me all
the way to the most unlikely of results, an ‘A’ grade – the high point of my
entire high school journey.

But sadly, for most, unicorn teachers are a rare occurrence. When some
people close their eyes to think of the teachers that had a significant
positive impact on their lives, they may not remember any, or if they’re
lucky, they may remember one or two at best. This is not because their
memories are failing them but rather because the way many schools
operate inadvertently block the potential for unicorn teachers to deliver
magic moments of learning to their students.
But it doesn’t have to be this way! As you will see in this book, if we make
simple changes to the way we run our schools, changes that do not
disrupt all the other essential activities and obligations, changes that can
be easily applied across different countries and cultural contexts, we can
increase the magic moments that unicorn teachers can provide their
students – transforming their lives for the better!
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TTeeaacchhiinngg  &&  LLeeaarrnniinngg  RReeqquuiirree  CCAAPPAACCIITTYY::  
YYoouu  CCaannnnoott  PPoouurr  ffrroomm  aann  EEmmppttyy  CCuupp!!  

In every school, each student, teacher and staff member arrives each day
with a baseline level of capacity (energy, focus, and beliefs) that directly
impacts the teaching and learning experiences that will occur. If you
imagine capacity like water in a cup some students, teachers and staff
have cups that are full to overflowing, while others have barely a few
drops.

“You cannot pour from an empty cup.” – Deborah King

Returning to Dr Slade, although I couldn’t put my finger on it at the time,
there was something very different about him compared to my other
teachers. My other teachers had written me off as a ‘lost cause’. My report
cards were full of teacher comments like: “I am most disappointed in
Peter…”, “He lacks the will to work hard…”, “He can’t control his
behaviour and talkativeness…”, “He needs to show greater effort and
concentration…”
But Dr Slade was different. Despite all my difficulties, he gave me his
attention and offered both words and deeds of encouragement. Despite
my protests and acts of sabotage, he took no offence and persevered. I
can still remember Dr Slade giving up his lunch breaks for an entire term
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to make sure that I completed my homework and learned to my fullest.
Despite my outbursts of frustration and self-doubt he would sit with me
and firmly yet calmly repeat “Pete, you can, and you will, work through
these equations, let’s start from the top”, until all the work assigned was
completed correctly.
As I look back now, it is with tremendous gratitude as well as decades of
experience working to improve the education sector, that I realise the thing
that separated Dr Slade from all my other teachers. It was Dr Slade’s
incredible CAPACITY to focus on my needs (and the needs of the other
students) that gave me a sense of confidence in my own ability to learn –
lifting my CAPACITY as a student to work at a deeper level and try harder
than I ever imagined was possible! I now know that the key to unlocking
the potential of Unicorn Teachers to create magic moments in the
classroom is CAPACITY!

WWhhaatt  iiss  aa  FFlloouurriisshhiinngg  SScchhooooll??
Quality teaching and learning requires high levels of capacity in both
teachers and students with school culture being the linchpin in the
preservation or depletion of capacity. In schools with a low capacity
culture (characterised by ill-defined and inconsistent support systems for
staff and students) tremendous amounts of energy are burned across the
school on navigating competing priorities, uncertain relationships and poor
communication (see diagram below). This leaves little to no energy for
quality teaching and learning. In short, schools with a low capacity culture
drain the cups of students, teachers and support staff alike, and you
cannot pour from an empty cup.
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In stark contrast, schools with a high capacity culture (characterised by
clearly defined and consistent support systems for staff and students) help
staff and students to preserve tremendous amounts of energy to engage
in quality teaching and learning because priorities are clear and known,
relationships are supportive, and comprehensive communication
enhances performance and support across the school (see diagram
below). In short, schools with a high capacity culture help all staff and
students to flourish by keeping their cups as full as possible.

HHiigghh  CCaappaacciittyy SScchhooooll  CCuullttuurree::
SSyysstteemmss  MMaatttteerr  MMoorree  TThhaann  IInnfflluueennccee

–– TThhee  LLiigghhttbbuullbb  vvss..  TThhee  TToorrcchh  
Creating a high capacity culture where all staff and students can flourish is
THE MOST important thing that a school leader can do to ensure the
success of their school. Throughout the world there are some
extraordinarily dedicated school leaders who have taken it upon
themselves to use their individual influence and personal effort to shine
the light of improvement. But while admirable, individual influence and
personal effort isn’t sufficient for this most important of tasks.
Just like the narrow beam of light from a torch (see diagram on next
page), the impact of a leader’s individual influence and personal effort is
narrow. Thus, where the leader’s focus is maintained, excellence is
guaranteed. However, an individual leader cannot focus everywhere all
the time. When leaders rely solely on their influence and personal effort
not only will performance be skewed to reflect their own areas of focus but
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also the risk of burnout will be exponentially magnified as the size of the
school increases.

To achieve ultimate success in creating a high capacity culture, school
leaders need to broaden the effects of their influence from the narrow
beam of torchlight to the all encompassing glow of the lightbulb. For
ultimate success, school leaders need schoolwide systems that are
understood and practised by everyone.
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HHiigghh  CCaappaacciittyy SScchhooooll  CCuullttuurreess::  
TThhee  ‘‘BBIIGG  44’’  SSuuppppoorrtt  SSyysstteemmss  

As you can see in the diagram below, there are 4 key support systems
that need to be embedded in a school in order to facilitate a high capacity
culture:

1. The system to Maximise Whole School Wellbeing;
2. The system to Collaborate In The Goldilocks Zone;
3. The system to Communicate Using the Platinum Rule; and
4. The system to Build High Performance Teams.

Flourishing 
School 

= 
HIGH 

CAPACITY
Culture

Teachers
= 

High Collective Efficacy 
=

Increase in CAPACITY 
to be able to reach and 

teach ALL of their 
students.

Students
= 

High Self-Efficacy
=

Increase in CAPACITY 
to learn at their 

maximum potential.

The Big 4

Maximise Whole School Wellbeing

Collaborate In The Goldilocks Zone

Communicate Using The Platinum Rule

Build High Performance Teams

In the chapters that follow we’ll unpack each of these four support
systems and show you how you can practically embed these across your
school, to create a High Capacity School Culture where all your staff and
students can flourish!
Dr Pete Stebbins, PhD

19



• School is important: It helps or hinders our adult lives!

• Teaching & learning require energy: You cannot pour from an
empty cup!

• High Capacity School Culture: Systems matter more than
influence – the Lightbulb vs the Torch.

• When a Teacher-Student relationship is optimised it creates a
‘Unicorn Effect’ enabling extraordinary levels of growth and
development.

• For the unicorn effect to occur both the Teacher and Student
need to have high levels of Capacity in order to engage
effectively together.

• Capacity is easily diminished in both teachers and students by
competing priorities, peer pressure and poor communication
all of which can be prevented if leaders focus on building high
quality support systems within their schools.

• There are 4 key support systems that need to be embedded in
a school in order to build a High Capacity Culture.

Introduction: Leading Flourishing Schools: 
Cups, Torches & Lightbulbs!

- Chapter Summary -
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Next Steps: Toolkit

The Big 4: School Systems Scorecard

• Assess how well the Big 4
Support Systems are
currently working in your
school.

• Complete the ‘School
Systems Scorecard’ quick
diagnostic for your 1-page
report and action plan.

• Go to: HPTschools.com –
Tools – ‘School Systems
Scorecard’

LLFFSS SScchhooooll SSuuppppoorrtt SSyysstteemmss SSccoorreeccaarrdd:: AAccttiioonn PPllaann
School: _______________________ Date: ______________

Ratings Action Plan

21
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CHAPTER 1

MMaaxxiimmiissiinngg  WWhhoollee  SScchhooooll  

WWeellllbbeeiinngg
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Maximising Whole School Wellbeing

LEADERSHIP SHARES

Carolyn Speers, Deputy Principal,
The Gap SHS,  QLD Chair PESA

Our school has adopted a collective 
approach towards improving wellbeing. We 
do a student pulse survey, this happens 
weekly and pulse data is collated at the 
class and year level which is sent to our 

Heads of Year and we then work out 
targeted strategies from the wider school 

perspective. 

The class level data is shared with the 
students so they can discuss how they're 

going, and put practical strategies in place 
specific to the needs of their class. 
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“All life is interrelated. Whatever affects one directly, affects all 
indirectly.” ― Martin Luther King Jr.

Maximising Whole 
School Wellbeing

CHAPTER 1

“The emerging challenge on the horizon, if not already with us, is staff 
and student wellbeing.” – Tania Angus, Principal

If the ideal vision of a Flourishing School could be expressed as ‘students
both enjoying and excelling in their learning among cohesive, friendly and
supportive classmates overseen by teams of very bright, caring and
enthusiastic teachers’ then one of the key indicators of success would be
high levels of student and teacher wellbeing. But what exactly do we
mean by wellbeing? And perhaps even more importantly: “How do we
measure and maximise wellbeing so that our students and staff can
flourish?”
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‘Wellbeing’ vs ‘Wellbeing in Schools’
When it comes to the topic of ‘wellbeing’ there are an infinite number of
concepts and strategies that school leaders can consider when pondering
how to best support staff and students. While the wide playing field of
wellbeing in schools is certainly well intentioned, the broad array of
approaches has led to an unintended (and counterproductive)
consequence – a lack of definitional clarity, which in practice has
ultimately created more confusion and distraction from the core business
of schools – quality teaching and learning. If we wish to genuinely
maximise ‘whole school wellbeing’ we need to understand two key
questions: (1) What does ‘wellbeing’ mean in a school context? and (2)
How do we measure and maximise wellbeing so all staff and students can
flourish?

The Problem of Square Pegs in Round Holes…
When schools don’t clarify the definition of wellbeing in the school context
and do not have a clear strategy to measure (and maximise) wellbeing,
simply promoting ad hoc ideas and initiatives around wellbeing, they run
the risk of ‘trying to fit a square peg in a round hole’. The ‘square peg’
means that their definition of wellbeing is either unclear or unsuitable to
their context and their programs and strategies don’t ‘fit’ within the ‘round
hole’ of the school’s scope of practice to maximise quality teaching and
learning.
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Wellbeing for Teaching & Learning
In addressing what ‘wellbeing’ means in a school context, we need to take
a step back. Wellbeing is multifaceted, with many professional groups
having ‘skin in the game’. Counsellors, Psychologists and Psychiatrists
focus on the mental health domain. Nutritionists, Exercise Physiologists
and GPs focus on the physical domain. Priests, Pastors, and Imams focus
on the spiritual domain. When considering where schools fit into this mix,
it is important to remember that the ultimate responsibility of a school is to
foster quality teaching and learning. Therefore, schools are most
responsible for wellbeing for teaching and learning, while other
professions are most responsible for mental, physical and spiritual
wellbeing.
With this sharp focus, the equation for maximising whole school wellbeing
becomes much clearer. In the diagram below you can see that true whole
school wellbeing involves both staff and students and sits at the
intersection of wellbeing for learning (left hand circle) and wellbeing for
teaching (right hand circle).

Maximising Whole School Wellbeing

Wellbeing for 
Learning

=
Maximising Student 

CAPACITY
(Student Self-Efficacy)

Wellbeing for 
Teaching

=
Maximising Staff 

CAPACITY
(Collective Teacher Efficacy)

As we know, the precursor to quality teaching and learning is staff and
student CAPACITY. Therefore, the crux of the matter for maximising whole
school wellbeing so that staff and students can flourish hinges entirely on
the extent to which the school environment increases the CAPACITY of
both staff AND students to engage in quality teaching and learning.
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For students, their CAPACITY is reflected in their motivation and
confidence to learn and grow in both academic subjects and in peer
relationships with classmates. For staff, their CAPACITY is reflected in the
creation of engaging and differentiated learning experiences for their
students whilst working with their peers to: (a) deliver a consistent cycle of
assessment and grading appropriate to wider academic standards and (b)
stay on top of advances in research within their subject areas and evolve
curriculum accordingly.

Sidebar: The Link Between Capacity & Efficacy
In educational research terms, the quest for boosting the capacity of
teachers and students is more readily described as the goal of improving
the efficacy of teachers and students – and indeed the definition of
efficacy (‘The capacity for producing a desired result or effect’) highlights
the interconnection with ‘capacity’. The goal of improving efficacy in
schools is typically focused on two distinct populations: (1) improving the
collective efficacy of teachers and (2) improving the self-efficacy of
students. Research shows that both collective teacher efficacy and
student self-efficacy have a significant impact on learning outcomes
(see diagram).
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Now that we have defined wellbeing within the school context (Self-
Efficacy for learning and Collective Efficacy for teaching) let’s take a closer
look at each of these factors in order to understand how wellbeing can be
maximised across a school.

Wellbeing for Learning: Student Self-Efficacy
We have previously mentioned the ‘square peg in a round hole’
conundrum when it comes to wellbeing in schools, and as we further
unpack how schools can support students, it is worth repeating. Schools
should take the lead role in boosting student capacity for learning (a.k.a.
Student Self-Efficacy). However, when more serious mental or physical
health problems emerge schools should play a support role collaborating
in partnership with specialist health professionals.

As a construct, Student Self-Efficacy (SSE) has been defined by
pioneering social psychologist Albert Bandura as “the self-belief of a
student in their ability to successfully complete their schoolwork and
improve in their learning.” This can be broken down into four inter-related
factors: (1) Self-Regulated Learning (Work Completion), (2) Academic
Achievement (Level of Achievement), (3) Enlisting Social Resources (Help
Seeking) and (4) Self-Regulatory Efficacy (Staying Motivated). The
theoretical link between each of the self-efficacy factors and quality
teaching and learning practices has long been established (and is further
expanded upon in the Table on the next page).
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For several years now we have assisted schools to measure SSE using a
simple repeated measures pulse survey, with 4 questions aligned to
Bandura’s SSE Factors. Initially we found that students’ self-beliefs
fluctuate over time, however in our more recent work using a similar
repeated measures approach, we found that when students engage in
quality reflection and goal setting cycles, self-efficacy increases above
and beyond baseline norms (see below diagram).
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Interestingly, when we look at SSE between year level cohorts we see
significant variation, highlighting that there is no ‘one size fits all’ when it
comes to wellbeing for learning. As a result, how schools assist students
to maximise their wellbeing for learning will look different as students’
progress through their education journey.

“There is no one size fits all when it comes to wellbeing for learning.”

Wellbeing for Teaching: Collective Teacher Efficacy
Like SSE, Collective Teacher Efficacy (CTE) has a long research history.
As defined by Bandura, CTE is “the collective belief of teachers in their
ability to positively impact upon student learning” and, like SSE is made
up of four distinct yet inter-related factors (1) Mastery Experience (Job
Satisfaction), (2) Social Persuasion (Performance Feedback), (3)
Vicarious Experience (Peer Support) and (4) Affective States (Work/Life
Satisfaction).
Given collective beliefs are prone to fluctuate over time, using a repeated
measures/pulse design to assess these four factors in teaching teams
enables both teaching teams and school leaders to collaboratively
optimise team activity cycles which in turn lifts collective efficacy above
and beyond baseline norms (see diagram on the next page). N.B. You can
learn more about our long-term work in building High Performance
Teaching Teams and the results of Optimising Teaching Team Activity
Cycles in the Appendix case study.
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Wellbeing for Teaching and Learning: 
You Can’t Have One Without The Other

So far, we have shown that repeated measure pulse surveys based on
Bandura’s 4 factors of collective efficacy in staff and self-efficacy in
students are an extremely useful way to measure wellbeing for teaching
and learning. Beyond this, when the data is used in schools for teaching
teams and students to engage in reflective practice and subsequently take
improvement actions, teacher and student wellbeing can be maximised.
But there is one more home truth that such data reveals – the strong
relationship between teacher (CTE) and student (SSE) wellbeing.
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When we track student and teacher wellbeing term by term, teacher
wellbeing (CTE) and student wellbeing (SSE) appear to interact –
meaning one seems to influence the other and vice versa (see diagram on
previous page). Thus, if we really want to maximise Student Wellbeing, we
MUST also improve Teacher Wellbeing. The evidence is clear: ‘You can't
have one without the other!’

Sidebar: Teacher Wellbeing Also Improves 
Student Attendance, Achievement & Behaviour

The evidence is also clear that when schools properly invest in the
wellbeing of their teaching staff so that they can put all their CAPACITY
into quality teaching, not only is there an improvement in student learning
but also in attendance and behaviour!

Bringing It Together
The first step to truly maximise wellbeing in schools is to be clear about
defining wellbeing in the school context. Whole school wellbeing is about
maximising teacher and student CAPACITY. Flourishing Schools are
schools where both students and teachers engage together in the
important work of teaching and learning in a state of HIGH CAPACITY.
Student and teacher wellbeing is interlinked, so if we really want to
maximise Student Wellbeing, we MUST prioritise Teacher Wellbeing
because ‘you can't have one without the other!’
How does your school measure and maximise the efficacy of students and
staff? What’s working well right now and what needs to improve so that
you can build a Higher Capacity School Culture where all staff and
students can flourish?
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Take It Further
If you’d like to:

• Find out more about Bandura’s 4 factors of collective efficacy in
teaching staff and self-efficacy in students;

• See how other schools have used a weekly pulse system to
generate monthly team/class scorecards highlighting strengths and
areas for support;

• Download free classes and team guides to support engagement in
brief improvement cycles targeting areas for support across the 4
factors; and

• Get started with the Staff Pulse or Student Pulse in your school…
Visit: www.hptschools.com/pulse-programs
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• To genuinely maximise ‘whole school wellbeing’ we need to
answer two key questions: (1) What does ‘wellbeing’ mean in a
school context? and (2) How do we measure and maximise
wellbeing so all staff and students can flourish?

• When schools don’t clarify the definition of wellbeing in the
school context and simply promote ad hoc ideas and initiatives
around wellbeing, they run the risk of ‘trying to fit a square peg
in a round hole’.

• Wellbeing in schools can be broken down into two categories ⎼
one for students: ‘Student Self-Efficacy’ and one for teachers
(and support staff): ‘Collective Teacher Efficacy’.

• Student Self-Efficacy (SSE) is “the self-belief of a student in
their ability to successfully complete their schoolwork and
improve in their learning.” This can be broken down into four
inter-related factors: (1) Self-Regulated Learning (Work
Completion), (2) Academic Achievement (Level of
Achievement), (3) Enlisting Social Resources (Help Seeking)
and (4) Self-Regulatory Efficacy (Staying Motivated).

• Collective Teacher Efficacy (CTE) is “the collective belief of
teachers in their ability to positively impact upon student
learning” and is made up of four distinct yet inter-related factors
(1) Mastery Experience (Job Satisfaction), (2) Social Persuasion
(Performance Feedback), (3) Vicarious Experience (Peer
Support) and (4) Affective States (Work/Life Satisfaction).

• When we track student and teacher wellbeing term by term,
teacher wellbeing (CTE) and student wellbeing (SSE) appear to
interact – meaning one seems to influence the other and vice
versa. Thus, if we really want to maximise Student Wellbeing,
we MUST also improve Teacher Wellbeing. The evidence is
clear: ‘You can't have one without the other!’

Chapter 1: Maximising Whole School 
Wellbeing

- Chapter Summary -
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Next Steps: Toolkit

What’s the level of collective
efficacy in your school right
now?
Go to hptschools.com/tools
and complete the Collective
Efficacy Audit to identify
current levels of
performance, as well as
steps to boost collective
efficacy across your school.

SAMPLE Collective Efficacy Audit Report

Collective Efficacy Audit Tool – REPORT

Collective Efficacy 
Factors

Know: 
How our team 
develops a shared 
understanding…

LOW MEDIUM VERY HIGH HIGH

Do: 
The tools and 
strategies we use to 
improve this…

MEDIUM LOW MEDIUM LOW

Review:
The outcome 
measures we use to 
track our progress…

HIGH VERY LOW HIGH VERY LOW

Mastery 
Experience 

Social 
Persuasion

Vicarious
Experience 

Affective
States

Collective Efficacy Audit Tool –ACTION PLAN

Collective Efficacy 
Factors

Know: 
How our team 
develops a shared 
understanding…

Do: 
The tools and 
strategies we use to 
improve this…

Review:
The outcome 
measures we use to 
track our progress…

Mastery 
Experience 

Social 
Persuasion

Vicarious
Experience 

Affective
States

Maximising Whole School
Wellbeing
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‘YOU DO NOT RISE 
TO THE LEVEL OF 
YOUR GOALS. YOU 
FALL TO THE 
LEVEL OF YOUR 
SYSTEMS.’

James Clear
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CHAPTER 2

CCoollllaabboorraattiinngg  IInn  TThhee

GGoollddiilloocckkss  ZZoonnee
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We have created a collaboration road 
map for the whole school and for each 
and every team which is displayed on 

their team data walls. 

At every weekly meeting, teams review 
their data walls focusing on the school’s 

vision and purpose, ways of working 
together, progress on goals and targets, 

and opportunities to stretch what is 
possible to maximise student outcomes.

Tracy Egan, Principal, 
Mango Hill State School

Collaborating In The Goldilocks Zone

LEADERSHIP SHARES
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Collaborating In The
‘Goldilocks Zone’ 

SScchhooooll  IImmpprroovveemmeenntt  &&  EEffffeeccttiivvee  CCoollllaabboorraattiioonn  
After working with hundreds of schools across multiple systems in multiple
countries, ‘inconsistencies in school-wide pedagogy and practice’ is one
of the most frequently identified (and important) school improvement
issues I have come across. ‘Improving Collaboration’ (i.e., working
together better to optimise outcomes) is typically one of the corresponding
school improvement recommendations arising from such problems, which
makes a lot of sense too. After all, if you’re the external advisor appointed
to complete a review of the school and you’ve done multiple interviews
where staff are ‘not sure of things’, ‘don’t remember things’, or provide a
‘contrarian view’ to the school leaders perspective, you are on safe ground
to identify ‘collaboration’ as one of the key issues.

'Improving' Collaboration: Too Little or Too Much?
BUT (there’s always a but)… here’s the catch, for many school leaders
once they receive their reports and are trying to work out what to do next:
‘improving’ collaboration does not necessarily equal ‘increasing’
collaboration – and somewhat paradoxically, in many cases the antidote
needed is to actually ‘decrease’ collaboration (I know this may sound
bizarre and counter intuitive to some people so please hear me out). You
see, the problem of staff ‘not being sure of things’, ‘not remembering
things’, or ‘having a contrarian view’ can be caused by BOTH a lack of
collaboration or excessive collaboration – also known as collaboration
overload.

Goldilocks Zone (Astrobiology) = Area of Optimal Habitat

CHAPTER 2
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When the problem is caused by a ‘lack’ of collaboration where staff feel
uncertain and isolated (a.k.a. ‘mushroom syndrome’ or being kept in the
dark) the solution is to increase the flow of communication by raising the
amount of information shared and the volume of relationship connections.
But when the problem is caused by ‘excessive’ collaboration (where staff
feel exhausted and detached – overwhelmed by too much communication
and too many relationships to manage) the solution needed is in the
opposite direction, to reduce the amount of communication and volume of
relationships to manage. For many school leaders the strategy of reducing
the amount of communication and relationships among staff to improve
collaboration seems counterintuitive. Let’s unpack the evidence for why
this may well be what’s needed for some schools trying to tackle the tricky
problem of ‘improving collaboration’.

Optimising School Wide Collaboration: ‘The Goldilocks Zone’
One of the most important things needed for human beings to flourish is to
be able to live and work in optimal environments. In the story of Goldilocks
and The Three Bears this narrative was focused on finding the right chair,
bed and food to eat – for if Goldilocks had a great chair she could sit
without any poor posture or discomfort, a great bed would provide a restful
night’s sleep and great food would create the nutrition needed to have the
energy to be her very best self! Importantly, the fairytale reminds us it is
possible to have extremes on both sides of the optimal state (i.e., too hot
or too cold, too hard or too soft etc.) and this is so important when it
comes to considering the issue of school-wide collaboration – but let’s not
rely on fairytales alone, let’s look at the science of astrobiology too.
Astrobiology, which is the study of life forms across the universe, was
made famous in the 2015 Matt Damon movie ‘The Martian’ where the lead
character is stranded on the planet Mars and must recreate the optimal
habitat for growing plants and generating food so he can survive.
Astrobiologists know that the optimal living conditions for humans (a.k.a
‘The Goldilocks Zone’) occurs when the right amounts of various elements
are present (as opposed to too much or too little).
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So, whether it’s a fairytale or science that we draw inspiration from (or
even William Shakespeare who said ‘too much of a good thing can be
bad’) we can clearly see the answer to ‘improving collaboration’ in schools
is about creating a healthy, ‘Goldilocks’ Zone for collaboration.

OOppttiimmiissiinngg  CCoollllaabboorraattiioonn::  DDuunnbbaarr’’ss  NNuummbbeerr  &&  
BBrrooookkss’’  LLaaww

Both minimal and excessive collaboration have negative impacts on
wellbeing and create significant risks to school performance (see Table on
previous page). The two factors which ultimately dictate the extent to
which collaboration is minimal, excessive or in the healthy ‘Goldilocks
Zone’ are ‘relationships and ‘communication’ with the corresponding
theoretical principles of Dunbar’s Number of relationships and Brooks’
Law of communication providing some approximation for parameters for
school leaders to consider. So, let’s unpack the practical leadership
knowledge each of these two theories can provide and share some
actionable tools and tips on how school leaders can improve their
approach to school wide collaboration so they achieve the optimal
‘Goldilocks Zone’ state where staff and students can flourish!

Dunbar's Number of Key Relationships
‘Dunbar's number’ refers to the notion that there exists a cognitive limit on
the number of relationships a person can manage. The number of 150
was first proposed in the 1990s by British anthropologist Robin Dunbar to
explain the maximum number of social relationships (both work and
personal) human beings can keep track of (see diagram on next page).
Like any theory of this type, there is the usual pile on of statisticians and
theorists questioning its validity, contrasted by a large number of practical
business people, school leaders, HR managers and others who all agree
that human beings have a finite capacity when it comes to the maximum
number of relationships they can attend to at any given time. With the
number of 150 consistently appearing as a practical guide.
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We would suggest that for school leaders the usefulness of Dunbar’s
number has two key purposes: (1) recognising the number ‘5’ for the inner
circle and therefore the need for teachers to be in High Performance
Teams of approximately 5 members where they can deepen their working
relationships and feedback processes (and avoid where possible the
practice of annually rotating team members into other teams); and (2)
recognising the number of 150, deducting 70 for personal relationships
and expecting no more than 80 work related relationships to be able to be
attended to with any depth or rigour at any given time. Taking the time to
actually map out the ‘80’ yields a lot of insights into the ‘reasonableness’
or otherwise of expectations placed upon teachers.
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At an organisational level completing a ‘school-wide collaboration map’
(see example on previous page) identifying the groups and teams’ staff
are expected to belong to and invest in is also a very useful strategy to
optimise this aspect of collaboration.

School-Wide Collaboration Maps: 
Practical Tools and Tips
The process of backward mapping all the teams and groups within your
school and cross checking the extent to which staff are expected to
manage a number of relationships that may exceed Dunbar’s Number is a
powerful way to build a high capacity culture in your school. If school
leadership teams get ‘stuck’ while undertaking this work, we typically find
this is caused by potential role confusion within the leadership team itself
and thus we need to take ‘one step back before we can take two steps
forwards’…

Leadership Team Charts & Role Clarity: The GSTs
One of the most frequently occurring obstacles to building an effective
school wide collaboration map is due to role confusion within the
leadership team itself. Sometimes there is confusion within the leadership
team about who is the line manager of various professional ‘teams’; who
is the chair of the various improvement ‘groups’ (a.k.a committees), and
who is the overall responsible person to oversee the implementation of
key ‘strategies’. Sometimes there are also multiple ‘managers’ of the same
staff or multiple people being given the overall responsibility for various
strategies causing untold confusion and frustration across the wider
school.
This problem occurs despite the fact that most School Leadership Teams
typically have detailed role descriptions for each team member as well as
a basic team chart showing the reporting lines for team members (see
diagram (1) on page 47). If you encounter this problem then the action
step is to clarify the individual responsibilities of each member of the
school leadership team for different Groups, Strategies and Teams so
there is a clear and accountable person for each area (see diagram (2) on
page 47). Another ‘tricky’ bit that may occur at this point is where
leadership team members may be confused about the underlying
definitions of what constitutes a ‘Team’ or a ‘Group’. The Table on the next
page should assist if you encounter this problem.
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With clear accountabilities established for each member of the school
leadership team across applicable ‘Groups’, ‘Strategies’ and ‘Teams’
(noting this will look quite different across different members of the
leadership team according to their core role and duties) the last step to
drawing the school wide collaboration map is quite straight forward.
All the ‘Groups’ are drawn up as circles in a hub and spoke model
reporting back into the school leadership team and all the ‘Teams’ are
drawn as rectangles in a traditional line management organisation chart
(see diagram (3) on page 47). Once the leadership team has then made
any final adjustments to the structure to minimise the risks of ‘relationship
overload’ for staff, the School-wide Collaboration Map is then published
and distributed to all staff triggering more effective collaboration across
the school.
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Brooks' Law of Communication
Brooks’ Law states that ‘as groups get larger, timelines get longer and the
risk of errors increases’ and was originally applied to communication risks
in project teams. The idea being that the more people that are involved in
working on a collaborative task, the more lines of communication that
must be satisfied to keep everyone up-to-date with each other to optimise
their teamwork. The usefulness of this idea for school leaders is around
‘mapping communication channels’ (individual vs team channels) and
taking an honest look at how information actually flows around the school
and improving the efficiency and effectiveness of school-wide
communication using team channels. Many schools have staff updates
and newsletters, but they may be ignored by many staff and/or their
content and distribution strategy is poorly executed so the reality is more
of a 1:1 individual approach which, as you can see in the diagram below,
creates an enormous volume of communication with corresponding risks
of gaps, misinformation and errors.

The use of frequent and effective ‘team channels’ of communication
massively reduces the risk of communication confusion and/or overload.
The next page shows an example of an optimised school wide meeting
and communication cycle which is also referred to as ‘The Golden
Thread’.
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To ensure your school is in the ‘Goldilocks Zone’ of communication there
are two things to consider (1) optimising your School-Wide Meeting and
Communication Cycle and (2) implementing team specific and school-
wide data dashboards which enable data conversations that look at the
interaction effects between student performance, wellbeing, behaviour
and attendance, and the fluctuating collective efficacy levels of their
corresponding teams of teachers.

1. Optimising School-Wide Meeting & Communication 
Cycles: Practical Tools and Tips
Regarding the process of optimising your School-Wide Meeting and
Communication Cycle, this is about both the frequency and effectiveness
of newsletters and staff updates as well as the effectiveness of team
meeting agendas to enable both reactive and strategic issues to be
addressed. An effective school-wide meeting and communication cycle is
also referred to as ‘The Golden Thread’ because there is alignment or ‘line
of sight’ between organisational objectives and the leadership and team
meeting and communication structures which maximises performance.
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When we focus in on team meetings, there are several important roles
needed such as ‘chair’, ‘moderator’ and ‘live note taker’. This enables
teams to manage time effectively, ensure active contribution from all team
members, and document actions and accountabilities arising from the
meeting and share these within the team and with relevant stakeholders.

You can see the special recipe of an effective Team Meeting Agenda in
the diagram below. The flow of meeting items creates safety and inclusion
and addresses any ‘hot issues’ proactively. This enables staff to be fully
focused on more strategic items in the second half of the meeting. If you’d
like to learn more about how to develop more effective meeting agendas
and the meeting roles and protocols that massively boost team
collaboration we expand on this in our ‘Level Up: 5 Quickstarts for High
Performance Teams’ which you can download from HPTschools.com.

When we focus in on our team and school wide communication, there are
some very powerful and effective newsletter and update templates that
enable rapid sharing of information between teams and across the school.
The use of quick newsletter updates shared across teams is important as
staff may or may not read in full the ‘live notes’ (aka minutes) that may be
shared across teams. And of course we can’t revert to the trap of having
to rely on too much 1:1 communication as this compromises Brooks’ Law
and ultimately lowers organisational performance.
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When Communication Channels Fail:
Staff Not Reading Newsletters & Updates…

Despite having an appropriate frequency and useful content in their staff
newsletter and update cycles, many schools have problems due to staff
simply not reading these updates. There are a 3 main reasons this
happens which are worth noting such as:

1. The newsletter or update design not having clear headings and brief
accessible information so it can be skim read for specific issues and
deeply read for wider understanding;

2. Staff being overwhelmed and exhausted and as a result deprioritising
reading updates in their work schedules; and

3. The insidious dark side of helpful ‘rescuer’ tendencies of leaders who
follow up individually with staff to ‘make sure they read the update’
which paradoxically encourages staff not to read them (knowing that if
it’s really important someone will come and tell them personally).

Whilst all 3 of these issues have specific solutions, a great ‘cover all’
strategy is to include a 2-3min agenda item in every team meeting to
review staff updates and newsletters that are relevant to the team and
note any feedback to share more widely (see example below).
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2. Dashboard Datasets That Show Interaction Effects
Often data sets in schools exist in different systems and are reported in 
different formats and templates making data analysis both time consuming 
and complicated, increasing the risk of faulty interpretations and 
conclusions.  It is not uncommon for dashboards datasets to be either (a) 
too simplistic to be useful (i.e., lacking any additional information beyond 
specific assessment results which does not allow analysis of interactions 
effects necessary to fine tune improvements in teaching and learning); or 
(b) so overloaded with any and all information available that they are too 
overwhelming to enable useful analysis and identification of nuanced 
improvement strategies.
To fix this problem we need to build the ‘Goldilocks’ version of data
dashboards which are neither too simplistic nor too overloaded but instead
are ‘just right’! A great data dashboard provides teachers (and leaders)
with datasets that show the interaction effects between a specific area of
student performance and the related wellbeing, behaviour and attendance
data (as well as the impact of the collective efficacy levels of their
corresponding teams of teachers). Having accessible and easy to
understand comprehensive data sets increases the accuracy of
interpretation and thus the usefulness in subsequent improvement
strategies. An example of a ‘Goldilocks’ data dashboard which clearly
shows the interaction effects of wider student and staff variables on
academic outcomes is on the next page.
When these ‘Goldilocks’ dashboards are implemented across the school,
staff within specific teams can adjust teaching and learning strategies
based on the underlying causative issues – accounting for the current
state of ‘capacity’ as well as the ‘capability’ of their students (and their
peer staff). Additionally, school leaders can look at the trends across the
whole school differentiating support for staff across teams and learning
needs across cohorts, creating a much more powerful and effective cycle
of communication and support over the longer term.
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Bringing It Together

We began this chapter by identifying the need to ‘improve collaboration’ as 
a common (and important) issue facing schools, and the tricky problem of 
getting collaboration levels right (neither too minimal nor too excessive). 
Drawing on analogies from fairy tales and Astrobiology we have built the 
case for the ‘Goldilocks Zone’ of collaboration to be the optimal state and, 
in a school context, this is about optimising the amount of communication 
and number of relationships that each staff member needs to manage.
We also discovered that by using practical principles derived from Brooks’ 
Law and Dunbar’s Number we can map communication and relationships 
across the school which can, in turn lead to improvement in the 
effectiveness of our team structures, communication channels, meeting 
strategies and data dashboard design. And, when we optimise our 
school’s collaboration strategy, we enter the ‘Goldilocks Zone’ of school-
wide collaboration which is a place where all staff and students can 
flourish!
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• Collaboration is defined as ‘working together better to optimise 
outcomes’.

• ‘The Goldilocks Zone’ is a term astrobiologists use to describe 
the optimal living conditions for humans where the right 
amounts of various elements are present (as opposed to too 
much or too little). This analogy can be applied to collaboration 
in schools to better enable staff and students to flourish.

• The two factors which ultimately dictate the extent to which 
collaboration is minimal, excessive or in the ‘Goldilocks Zone’ 
are ‘relationships and ‘communication’ with the corresponding 
theoretical principles of Dunbar’s Number of relationships and 
Brooks’ Law of communication.

• Dunbar’s Number states that (generally speaking) human 
beings can attend to a maximum of 150 relationships at any 
given time. For staff, schools need to plan their class numbers 
and team and group sizes to avoid having too many or too few 
relationships for staff to manage.

• Brooks’ Law of communication states that as teams get larger 
the time it takes to complete tasks and the risk of errors 
increases. For a school to flourish communication needs to be 
efficient and effective through team channels to avoid the trap 
of excessive 1:1 communication which creates cognitive 
overload.

• Enhancing effective team communication is about developing 
effective team meeting agendas and protocols as well as 
creating data dashboards which enable clear and up-to-date 
analysis of student performance in connection with influencing 
variables such as attendance, behaviour and wellbeing.

Chapter 2: Collaborating In The
‘Goldilocks Zone’ 

- Chapter Summary -
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Next Steps: Toolkit

Collaborating In The ‘Goldilocks Zone’ 

• Does your school 
collaborate in the 
‘Goldilocks Zone’?

• Complete the 
‘Collaboration Zones Quiz’ 
for your 1-page report and 
action plan.

• Go to: HPTschools.com –
Tools – ‘Collaboration 
Zones Quiz’
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CHAPTER 3

CCoommmmuunniiccaattiinngg  UUssiinngg

TThhee  PPllaattiinnuumm  RRuullee

57



We completed our team talent maps to 
help us identify the talents across our 

school and enable people to work within 
their strengths, because we know when 
they do this they're happier and able to 

collaborate more effectively.

We also completed our  ‘above and below 
the line’ behaviour charts. This is about 
saying if we're going to work together, 
how do we do this well? What would we 
like it to look, sound and feel like? 

These communication protocols help us 
set the context for safe conversations 

and feedback.

Samantha Donovan, Principal, 
Norfolk Village State School

Communicating Using The Platinum Rule

LEADERSHIP SHARES
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It is critically important to have positive frameworks for 
communication because performance is maximised when 

everyone feels known and understood. 
– Anthony Lucey, Principal

Communicating Using The 
Platinum Rule

You Get What You Expect: 
Teacher Estimates and Self-Fulfilling Prophesies
Since the late 1960’s research on teacher student relationships highlights
an uncomfortable truth – teacher expectations of student performance
(academic, motivation and behaviour) can create a self-fulfilling prophecy.
In general, teachers tend to spend more time providing guidance,
encouragement and feedback to students whom they predict will do well.
These students in turn benefit from the extra attention, with assessment
results reflecting the teacher’s original prediction. The reverse is also true,
where teachers predict that students will likely struggle regardless of the
amount of extra support they receive, that support is often redirected
elsewhere, and again the results conform to original expectations. When
we look at more recent research, teacher estimates of student
achievement continue to have a very large impact on student learning
(see diagram on next page).

CHAPTER 3

Part 1: Flourishing Students
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Teacher-Student Communication
So, if teacher expectations of student performance are so important in 
determining student success, what influences a teacher’s expectation and 
beliefs about a student? While there are many factors involved, one of the 
main drivers of a teachers’ expectations and beliefs about their students 
(and vice versa) relates to the quality and satisfaction they derive from 
their teacher-student communication. And this is where personality and 
communication preferences between students and teachers can become 
either a blessing or a curse!
Teacher-Leader & Teaching Team Communication
Whilst we are currently focusing on the degree of alignment in personality 
and communication preferences between teachers and students it is also 
important to note that misalignments of this type are usually at the heart of 
conflicts within teams and between school leaders and staff (read more 
about this later in the chapter).

Understanding Individual Communication 
Preferences

There are countless frameworks to explain personality and communication
preferences, however in order to keep it simple and real, we find it useful
to consolidate and simplify all the various theories down into 4 important
personality types reflected in the C.A.R.D. acronym (and link them to
basic colours to keep things easy to remember).

Hattie’s (2018) list of factors related to student achievement
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The C.A.R.D. acronym stands for Concept (Yellow), Action (Blue),
Relational (Red) and Detail (Green) which tends to be the most useful
descriptors to understand individual differences and personality clashes.
‘C’ stands for Concept – the ‘Why’ people who perform at their best when
they understand the ‘big picture’ and purpose behind the tasks they have
to do. ‘A’ stands for Action – the ‘What’ people who perform at their best
when they have immediately attainable ‘next step’ goals with the tasks
they have to do. ‘R’ stands for Relational – the ‘Who’ people who perform
at their best when they feel validated and connected with others in
completing their tasks. ‘D’ stands for Detail – the ‘How’ people who
perform at their best when they understand the steps, processes and
quality indicators associated with completing their tasks. When people are
tired, stressed, and under pressure (typical day at school anyone?...)
clashes most commonly (but not always) occur between the Concept and
Detail type people who have opposing biases and between the Relational
and Action type people who also have opposing biases.
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The Golden Rule vs The Platinum Rule

When it comes to building strong relationships, many of us have been
taught (and follow) the Golden Rule: “Do unto others as you would have
them do unto you.” However, if we follow the Golden Rule in relation to
communication preferences it is likely to only be effective if we share the
same preference as the person we are communicating with (i.e., Yellow-
Yellow, Blue-Blue, Red-Red and Green-Green), and could very well lead
to a communication disaster if we are communicating with someone who
has a strong preference for a communication type that clashes with our
own (as we’ll see in the following case studies). So if we don’t follow the
Golden Rule what can take its place? Our advice is The Platinum Rule:
“Do unto others as they would want it done unto them”.

Teacher-Student Relationships: 
Students Flourishing at School

When it comes to ‘Students Flourishing’, we’ve previously discussed
student wellbeing in the context of learning, particularly the important roles
schools can play in boosting ‘Student Self-Efficacy’ (SSE). Interestingly, of
the four factors that underpin SSE (Work Completion, Achievement, Help
Seeking and Self-Motivation), Help Seeking and Self-Motivation are likely
directly influenced by Teacher-Student Relationships. As you can see on
in the Table on the next page, these two factors are typically scored lower
by students on the SSE scale. They are not typically dealt with in normal
teaching and learning process, nor in typical student wellbeing programs.
Given this, there is a clear need to better understand the impact of
Teacher-Student Communication on Student Help Seeking and Self-
Motivation.
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When Teacher-Student Communication
Goes Wrong...

Case Study 1: Praise That Doesn’t Hit The Mark…
Shannon looked unnerved as she recounted a recent interaction with a
student…
“While I was in the middle of sharing my response to a difficult question
one of my students had stayed behind after class to ask me, they
suddenly said… ‘Okay, thank you for that – you’ve been incredibly helpful,
and I very much appreciate you taking the time to talk with me!’
“They proceeded to close their laptop, grab their notes and folders and
stood up, with a beaming smile, saying thank you once more before
leaving the classroom. I was uneasy… I mean, on one hand it was clear
they felt good and clearly found the conversation useful… but on the other
hand I felt like the best bits of the advice I was giving were missed as they
wrapped up the conversation before I had finished. Although they told me I
was helpful and they were grateful, I didn’t find this quite as satisfying as I
thought I would… What I really wanted was to be able to finish what I was
saying and then have them summarise and reflect – see and hear them
actually grasp the benefits of what I was saying. If I’m honest, I wanted
them to thank me for my ‘insights’ more than I simply wanted to be
‘helpful’…
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What’s also concerning me is whether or not Cindy is actually listening
and learning – I mean, now that I think about it, her response to me was
quite superficial and I don’t enjoy trying to explain things to students who
don’t listen properly.”
Debrief: The Concept vs Relational Dilemma
Concept driven people want to be praised as ‘insightful’ while Relational
people want to be praised as ‘helpful’.
What Really Happened…
Shannon, a concept driven teacher was in the middle of answering a
complex question that Cindy one of her students had asked. When Cindy
got the advice she needed to solve the next step in her problem, she
enthusiastically thanked her teacher, Shannon – but accidentally cut off
the remaining bits of advice Shannon still wanted to give. Cindy, being
highly relational, followed the Golden Rule – heaping on the ‘relationally’
driven praise she would like to receive herself which ultimately did not hit
the mark for Shannon. Even worse, Cindy’s failure to summarise and
reflect at the closure of the conversation (entirely reasonable and normal
for her personality type) led Shannon to make negative judgements about
Cindy’s character and capability.
Had Cindy followed the Platinum Rule she would have sized up Shannon
as being more of a Concept driven person and the praise would have
been more like “Wow that is so insightful and I can see the next steps of
(specifically describe) much clearer now – thank you!”
How many times has a scenario similar to the above happened -
potentially diminishing the goodwill between teachers and students?. The
issue of ineffective praise not only accidentally diminishes teacher
perceptions of students but also students’ perceptions of teachers. Time
and time again teachers follow the Golden Rule when praising students
instead of following the Platinum Rule. The result is only the students of
similar personality types feel warm and fuzzy about the praise – ultimately
filling up their self-motivation tank to keep trying when the learning
becomes tough. The rest of the students dismiss the praise as hollow or
false (they don’t really mean it… They say it to everyone…) when sadly
this is not the case at all.
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Case Study 2: Fair Feedback With Unfair Consequences…
David was distraught…
“There’s no way I’m going to put up my hand in class again! The other day
we did a quick quiz and my teacher asked for people to share their
answers. As they did so my teacher quickly yelled out ‘correct’ or
‘incorrect’ to everyone and mine was wrong – I was so embarrassed in
front of the whole class. My teacher is always telling people to be more
‘concise’ with their answers and seems to want everybody to try to
complete activities before giving us a chance to stop and ask questions.
It just stresses me out always worrying that I’ll get it wrong…

Debrief: The Action vs Relational Dilemma
When being provided with feedback Relational Driven people don’t want
to feel singled out in a negative way, while Action oriented people want to
provide concise feedback and move on to the next task.

What Really Happened…
This is pretty common – the teacher was trying to create an efficient
classroom environment, treating people fairly (i.e., quizzing everyone),
and encouraging responsibility for learning (giving immediate feedback
following the task), but only in a way that would most appeal to students
with an Action orientated personality type.
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David, a Relationally oriented student, felt ‘put on the spot’ and ‘singled
out’ by the process (definitely not the teacher’s intention). As a result, it is
unlikely that David will reach out to this particular teacher for feedback in
the future.
Had the teacher realised the mix of students’ different communication
preferences within the class and followed the Platinum Rule to adjust the
process, things may have gone a little differently. The teacher could have
scanned the room and quickly identified the Action oriented students,
called on them for answers, and then set them up with the next task.
Then, the teacher could have checked in one-on-one with the Relational
oriented students like David, meeting them in their feedback comfort zone.
Although accidental, communication preference clashes around feedback
similar to the above are all too common when teachers follow the Golden
Rule instead of following the Platinum Rule. Again, the result is that only
the students of similar personality types feel safe to ask for feedback –
ultimately making them confident to request help when needed. The rest
of the students hold back and continue to struggle in silence when they
really don’t need to.
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Part 1 (Students): Bringing It Together
The ability of teachers and students to communicate effectively is crucial
to setting positive expectations for learning. If every teacher in every
classroom followed the Platinum Rule, we would create a positive self-
fulfilling prophecy – ALL students would flourish because they would be
hearing praise that was meaningful to them and feel safe to ask for help
and seek feedback when they needed it. They would believe that their
own learning matters, that they have the ability to improve, and that their
classroom teacher believed in them and was expecting them to succeed!

Part 2: Flourishing Staff

Leveraging Diversity: 
When The Curse Becomes A Blessing...

One of my guilty pleasures is to sit down and watch a good Romantic
Comedy – the plot lines are all the same but I love them nonetheless.
Usually the two main characters meet and get off on the wrong foot.
Moving into Act 2, miscommunications are compounded which leads to a
war between the characters and great hilarity. By Act 3 the plot twists and
the miscommunications are revealed and resolved to the point where the
characters sheepishly admit that there was fault on both sides and by the
close of the movie the characters are closer than ever.
To me, it seems as though life imitates art, but only up to a point. In most
workplaces and teams, miscommunications abound. However, unlike
romantic comedies, the main players in the workplace usually go to war
without the hilarity and the plot twist that offers swift resolution rarely, if
ever, comes. In fact, prolonged workplace conflict is one of the most
stressful life events, resulting in great cost to staff and organisations in the
form of poor health (both mental and physical), lack of productivity and
expensive interventions (stress claims).
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Yet, taking a helicopter view, it’s clear to see that just like in rom coms,
generally the characters on all sides of workplace conflict are good
people, with conflicts beginning due to seemingly minor
misunderstandings that could have easily been avoided before they
escalated into more serious dysfunctional situations.
All High Performance Teams are acutely aware of the serious issues that
can develop because of failing to understand each other. Because of this
they invest time and energy in helping individual team members to get to
know each other to ensure that team diversity becomes a blessing rather
than a curse. Members of High Performance Teams understand that
success in communication with others is not about simply communicating
in a way they themselves prefer (a.k.a the Golden Rule) but rather
communicating in a way that the other person prefers (a.k.a the Platinum
Rule). To be able to follow the Platinum Rule they must first understand
the different personalities and communication preferences that exist within
their team.

Personalities & Team Profiling: Keeping It Real... 
"The essence of synergy is to value differences – to respect them, to 

build on strengths, to compensate for weaknesses."  
– Stephen Covey 

At the foundational level, Leveraging Diversity in a High Performance
Team begins with establishing a basic understanding of the personalities,
communication style, work interests and career goals of each member of
the team and mapping these onto a Talent Map document that can
become a ready reference on the Data Wall to remind people of key
individual differences at times when personality clashes may be occurring.
One of the best ways for team members to understand each other better
is to do a team profiling activity with the group. There are a range of
excellent free and paid team profiling tools that can be used as the basis
for better understanding the different personalities in the team. However,
each profiling tool is typically packed with a range of extra features to
guide career development, recruitment and selection, and leadership
skills. Whilst these features are fantastic for their specific purposes, when
it comes to ‘leveraging diversity’ in teams we find that sometimes these
additional features and benefits can get some team members distracted
from the main point, so it is important to keep the process as simple and
team focused as possible.
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In order to keep it simple and real, we typically consolidate and simplify all
the various theories down into 4 important workplace personality types
reflected in the acronym C.A.R.D. (as previously discussed in Part 1) and
link them to basic colours. This simplification process enables staff to have
a common language to use in integrating their understanding of individual
differences as a team.
To get started on team profiling, have team members complete their
individual profiles. This can be done by playing an interactive card game
(instructions available at www.hptschools.com/hpt-worksheets-download)
or by simply completing a quick self reflection activity (see Page 71).
Then, physically separate the group into their different primary/dominant
personality types and briefly discuss (1) the possible secondary type they
also identify with (as most people can strongly identify with two personality
types) and their lowest or shadow type; followed by (2) a much longer
conversation about (a) the significant benefits that each type brings to the
team, (b) the potential clashes that could occur between the types; and
then (3) the proactive ways and specific protocols the team could use to
resolve personality clashes instead of avoiding and back-stabbing
(passive aggressive) OR becoming openly hostile (aggressive).
To round out the activity and to ensure that the key learnings are used in
the business-as-usual environment (and not just forgotten after the fun
training day is over) capture everyone’s personality type into a simple
‘Talent Map’ (see example Staff Team Profile below and Student Talent
Map on the next page) which is then placed on the Team Data Wall.

Example 
Staff  

C.A.R.D. 
Team Profile
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In addition to team profiling, a good Talent Map should also include work
interests (i.e., team members describe the tasks within their roles that they
enjoy or prefer) and career goals (i.e., team members describe their
career goals – “5 years from now I want to...”). Housing the team Talent
Map on the data wall allows for a readily accessible map of the diversity
and interests within the team. This can be harnessed to ‘best match’
people to projects and opportunities as well as allow for deeper
conversations on common interests. A team Talent Map can also be one
of the best ‘short cuts’ for helping new staff to ‘get to know’ their new team
mates. At a team-wide level, the only result possible from understanding
ourselves and others better is the strengthening of trust across the team.

Example Student 
C.A.R.D. Class Profile
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Case Study: Personalities Types at Jefferson State School 
Conducting a team profile was eye opening for the leadership team of
Jefferson State School. Once the team got their individual profile back the
discussion began. Joan, the Principal, was identified as being a ‘big
picture thinker’ (Concept) and the team wholeheartedly acknowledged
that they appreciated her creative ‘out of the box’ thinking and uncanny
ability to see the future needs of the school before anyone else.
However, on the downside, it was noted that sometimes Joan became
overly excited by change to the point where it seemed like some changes
the school was embarking on were too rushed and/or too risky.
In contrast John, the school’s Business Manager, was identified as being
very ‘thorough and procedural’ (Detail). Again, the team was quick to
acknowledge the value that John’s attention to detail had brought to the
school (particularly during the recent school review), however some staff
identified that John’s behaviour can sometimes come across as ‘micro-
managing’.
Lisa, the school’s Deputy Principal in charge of behaviour management,
was identified as being ‘realistic and logical’ (Action), and while many staff
appreciated Lisa’s blunt ‘straight shooting’ talk, some staff noted that she
can sometimes come across as lacking care, rude and offensive. Finally,
James, the lead teacher for the school’s Music program was identified as
a 'people person' (Relational). While everyone agreed that James’
sociability and outgoing nature made the school a friendlier place overall,
some staff commented that James sometimes comes across as being
overly intrusive.
On reflection, the leadership team agreed with all the comments put
forward and appreciated the better understanding of the strengths that
they brought to the team, as well as how they may have been
unintentionally sending the wrong signals at times. Following the activity,
the team revisited their ‘Above and Below the Line’ behaviours (team
agreed behavioural norms) and expanded these based on their new
insights. Now previous points of contention are more easily navigated and
the team has reached a new level of trust and respect for each other’s
differences.
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Sidebar: Team Profiles in Action: 
A Note of  Caution 

As you can see from the Case Study, activities that allow team members
to better understand each other’s personalities can unlock powerful
learnings, thereby ensuring that future misunderstandings are 'cut off at
the pass'. Having said that, there are a few key points that all staff should
understand in relation to team profiling:
1. Types Don’t Excuse Behaviour: Just because someone has been

identified as a certain profile type, it doesn’t give them permission to
act in the extreme, and then excuse their behaviour by hiding behind
their type (“oh it’s ok I’m so blunt with everyone, after all I am 100%
Action!”). Quite the opposite, better understanding of your own
personality type comes with the responsibility to moderate the
extremes of your behaviour.

2. Acceptance of Difference is a Two-Way Street: Just as we wish
others to accept our personality type, we also need to accept theirs.

3. Types Don’t Box Us In: Just because someone has been identified
as a certain type doesn’t mean that they should be typecast (e.g.,
given work only highly related to that type). Everyone is capable, and
must demonstrate competence in all types, regardless of their
preference.

Part 2 (Staff): Bringing It Together 
Whilst Stephen Covey was absolutely right when he said that “the
essence of synergy is to value differences – to respect them, to build on
strengths, to compensate for weaknesses”, we would take this one step
further in saying that ‘leveraging diversity creates the synergy needed to
fast-track the journey to higher team performance.’
In bringing it all together and taking your team to the next level, we want to
leave you with three simple questions: (1) Does everyone in your team
understand the personality mix in your team?... (2) Have you discussed
the strengths and potential areas for clashes that exist amongst your
team?... and (3) What are your next steps to ensure the diversity within
your team becomes a blessing and not a curse?
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• A feedback culture is, essentially, a school culture that is
focused on honest, constructive feedback between students,
staff and leaders.

• Effective communication sits at the foundation of all effective
feedback and the most effective form of communication
follows the ‘Platinum Rule’ (do unto others the way they want it
done unto them) in contrast to the more commonly referred to
approach of the ‘Golden Rule’ (do unto others as you would
have them do unto you).

• To follow the Platinum Rule we must quickly understand the
communication needs and preferences of others and the
C.A.R.D. model of personality and communication allows us to
easily map our own and others’ communication preferences.

• When we apply this to our communication we enhance all
forms of feedback from simple positive affirmations (i.e.,
praising others) to more complex help seeking and conflict
resolution processes – all of which can be easily understood
by staff and students (with some minor scaffolding) to
maximise success.

• When we create (1) team/class profile maps and (2) whole
school maps of individual needs and preferences we enable
everyone to have access to these insights ahead of
communicating which allows us to systematically improve the
quality of communication across the school.

Chapter 3: Communicating Using
The Platinum Rule 

- Chapter Summary -
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How can staff at your school
make the most of the
Platinum Rule?
Go to hptschools.com/tools
and complete the Platinum
Communication Tool to
identify how your
Communication Preferences
match those of your
colleagues, as well as tips
for better matching.

SAMPLE Platinum Matching Report

Communicating Using 
The Platinum Rule

Next Steps: Toolkit
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CHAPTER 4
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We introduced the High Performance Teams 
approach at a time when we needed to 

develop protocols that ensured we were all 
on the same page with a clear sense of 

vision and purpose and consistent ways of 
working across all the teams in our school.

The High Performance Teams protocols have 
given us a universal language to use across 
different teams that makes everyone much 

more accountable. It is a system that 
enables input from all and is not about the 

leadership team dictating what will and 
won’t happen.

. 

Kate Russ, Principal, 
Rosella Park Special Education School

Building High Performance Teams

LEADERSHIP SHARES

78



Building High Performance 
Teams 

Teams In Schools: Why They Matter
A Flourishing School is a place where every student can learn and grow to
their maximum capacity and every staff member has the capacity to reach
and teach ALL of the students in their care. This by definition means we
must seek to not only maximise the capacity of each student in terms of
both wellbeing and learning but also maximise the capacity of staff in a
similar manner.
As John Hattie points out, it is ‘teams’ of teachers working together
effectively which maximise the impact on student learning. When teams of
teachers are working together in High Performance Teams they have the
capacity to achieve extraordinary results with their students AND also the
capacity to give and receive high levels of support and feedback among
their peers.
It is this High Performance Teams environment that maximises teacher
capacity to optimise student learning. When capacity is maximised,
efficacy is enhanced (i.e., = ‘The capacity for producing a desired result or
effect.’).

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

⎼ John Hattie

CHAPTER 4
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Thus, the shared experiences of teachers working in High Performance
Teams improves their level of Collective Teacher Efficacy – the single
largest factor influencing student achievement with an effect size of 1.57.
However, it is not just ‘teams’ of teachers working together effectively that
creates a Flourishing School. It is also the ‘teams’ of non-teaching staff
and leadership teams that also need to work as High Performance Teams
in order to maximise their capacity to fulfil their roles and in doing so
maximise the efficacy of the school thus becoming a Flourishing School.
The linchpin in this situation encompasses ALL ‘Teams’ within a school.

Team Culture: 
Heaven, Hell or Somewhere in Between?  

“Pete, let me tell you how it really works around here” whispered one of
the more experienced teachers sitting next to me as the meeting drew to a
close… “because we may be a team by ‘name’ but we’re not a team by
‘nature’…”
After the room was emptied and we were sitting alone she continued…
“They say we’re one big team – all working together but this is just rhetoric
– all talk, no substance. When we get to meet together each month it’s in
these big groups where the leaders ‘tell us’ what we’re doing right and
wrong – we never get to discuss our own issues in smaller groups unless
we’re chatting in the car park at the end of the day or meeting in
someone’s office or at the coffee shop down the road during lunch
breaks…” It was quite clear from this teacher’s feedback that the ‘teams’
they were in were too big, not meeting often enough, and when they did
get to meet there was not enough support nor collective problem solving…
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This story highlights an important starting point to consider in the journey
of building high Performance Teams in schools. The ‘team culture’ or way
in which the word ‘team’ is used to describe various groups within a
school is either a blessing or a curse, a cultural indicator of heaven or hell
⎼ depending upon the extent to which it is used to identify and describe
actual ‘teams’ with clearly defined boundaries and activity cycles, or
simply some jargon or a euphemism for various groups of staff.

Defining A Team: 
The Role of  Family, Village & Tribe

When it comes to understanding what a team actually is, anthropology
provides some excellent insights. According to Professor Nigel Nicholson,
humans have spent 4 million years existing as ‘hunter-gatherers’ which
have ‘hard-coded’ many traits and instincts into our personalities.
Autonomy, egalitarianism and sharing are foundations of hunter-gatherer
communities. These communities existed in family groups connected
together in village groups inside wider tribal networks. Family groups were
the smallest units who worked together continuously to provide food and
shelter. Village groups were larger units who worked together regularly to
provide safety and security and coordinate efforts in larger herding and
harvesting tasks. Tribal groups were the largest groups who worked
together intermittently to reinforce wider cultural, language and social
norms needed to maintain stability and order in the region.
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Modern organisations use the Family, Village, Tribe structures by
designating Teams as Family units of 3-7 members, Villages as 3-5 teams
working together as a division or department and Tribes as the over-
arching Organisation. In an organisation such as a school, family units are
easily understood as teams such as cohort or year level teams in primary
schools and faculty teams* in high schools (*larger faculties being broken
into smaller units of teams assigned to specific cohorts or curriculum
specialisations). Villages would be divisions of a school such as Upper,
Middle and Junior School and Tribes would simply reflect the Whole
School as an organisation.

Team Size: How Big Should A Team Be? 
Whilst one definition of team size based on anthropological ideas suggest
3-7 people as the ideal size for teams, there are other points of research
to consider when finding the ideal number. Firstly, effort of input research
by Maximilian Rigelmann (b 1861) found that when pulling on a rope more
people was better than less in generating combined force – however any
more than 5 people pulling at the same time created a negative effect
where individuals lowered their actual effort – assuming they did not have
to try as hard given the wider efforts of the larger group (aka Social
Loafing). Thus, the number 5 becomes important…
Five is also the ideal number in terms of research on the maximum
beneficial social interactions in groups (i.e., enough interaction to
maximise collective knowledge without too much interaction to become
overwhelming or distracting). Team member interaction satisfaction data
also suggests 4.6 (rounded up to 5) is the statistically optimum group size.
At a practical level teams of only 3 or 4 could split/unite too easily causing
‘groupthink’ risks and/or unproductive conflict. Groups of between 5-7
people provides the best opportunity to mix up the interactions and
alliances to ensure a more robust debate and a wider mix of inputs and a
reliably healthier dynamic.

Teams In Schools: Team Types & Terminology
Schools have a vast array of different terms used to describe teams which
vary not only across nationalities and jurisdictions but also between
schools within the same regions and networks. Names such as ‘cohort
teams’, ‘PLCs’, ‘PLTs’ etc. all refer to teams of teachers whilst names such
as ‘ELT’, ‘SLT’, ‘MLT’ etc. refer to teams of school leaders and ‘Admin’,
‘Facilities’ & ‘TAs’ etc. refer to non-teaching teams.
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Thus the 3 team typologies that need to be understood and differentiated
for in a High Performance Teams environment are:

1. Teaching Teams;
2. Non-Teaching Teams; and
3. Leadership Teams.

The School Context: 
Teaching Teams vs. Improvement Groups

It is also important to ensure that in a school context ‘Teaching Teams’ are
not confused with ‘Improvement Groups’. In some school settings where
there is only limited meeting time available, teaching team meetings are
too infrequent for optimal performance as they are scheduled in cycle with
other group meetings. This lowers collective efficacy and needs to be
addressed by more efficient design of improvement group and general
staff meeting strategy which will, in turn, increase the frequency of
teaching team meetings (see breakout box on the next page).
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So What is a High Performance Team?
“High Performance Teams both ‘Fit In’ and ‘Stand Out’. They ‘Fit In’ 
by having high levels of Team Engagement and they ‘Stand Out’ by 

having high levels of Team Achievement.’ 
⎼ Pete Stebbins

Now that we’ve got a clear picture on what ‘Teams’ are in schools we can
ask the question: What is a ‘High Performance Team’ ?
High Performance Teams are the key to maximising the Collective Efficacy
of teachers (and all staff) and in turn increase their ability to positively
impact on student learning. As you can see in the HPT Framework
diagram outlined below, there are two distinct factors that define High
Performance Teams – Achievement and Engagement and beneath these
factors are the 4 Key Performance Indicators (KPIs) necessary for
success.
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High Team Achievement is defined as the ability to consistently meet
and/or exceed the team’s specific goals and targets and addresses the
two KPIs of: (1) Vision and Action and (2) Performance Reporting. High
Team Engagement is the ability to generate positive team dynamics to
create enduring supportive working relationships and enables innovation
through the cumulative knowledge of the team. Within the factor of
Engagement we find the remaining two KPIs that need to be addressed:
(3) Leveraging Diversity and (4) Work/Life & Wellbeing.
When Teams work together as High Performance Teams their success
across these 4 KPIs leads to higher levels of Job Satisfaction,
Performance Feedback, Peer Support and Work/Life Satisfaction (we'll
show you the outcomes for students shortly...) which boosts their
collective efficacy and their ability to flourish!

Team Systems & The HPT Framework
“You do not rise to the level of your goals. 

You fall to the level of your systems.” 
⎼ James Clear

Another great way to further understand High Performance Teams is to
review the underlying systems they have for each of the 4 KPIs. You can
see in the diagram below a ‘Team System Map’ (aka Team Data Wall)
showing the 12 artefacts and tools for each of the key elements of the
HPT Team System organised across 4 rows. We will unpack this further
now using a Teaching Team System example. You can see the Non-
Teaching Team and Leadership Team System Examples at
www.hptschools.com/hpt-worksheets-download.

I.
II.
III.
IV.
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I. Team Foundations 

1. Team Role Chart: The team role chart outlines the structure within
the team as well as the role that each team member plays in
contributing to the team’s overarching goals.

2. Team Activity Cycle: The Activity Cycle captures the key team
interaction processes (i.e., meetings, huddles, check-ins etc.).
Clarifying the Activity Cycle ensures that 'team time' is optimised (not
too little and not too much) and strong lines of communication ensures
no key message slips through the cracks.

3. Team Level Up Strategy: The Level Up Strategy captures the team’s
own rating of their performance based on the 5 Levels of High
Performance Teams as well as the steps that the team believes are
needed to Level Up. You can assess your teams Level of
Performance with the Level Up Team Assessment at
www.hptschools.com/tools.

II. Team Achievement 

4. Core Purpose Hedgehog: The Hedgehog captures the core reason
that the team exists through crystallising what they are (a) passionate
about, (b) want to be the best in the world at, and (c) the drivers of the
team’s resource engine.

5. Vision & Goals: A good Vision and Goals document captures the
team’s short to mid-term Vision and Goals – starting with a Y Chart of
Vision leading into SMART and Stretch Goals.

6. Team Action Plan: The Team Action Plan captures the details of how
the team will achieve its ambitious goals. Regularly referring back to
Team Action Plans ensures that all team members keep the most
important priorities front of mind.
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III. Team Engagement

7. Team Profile/Talent Map: The Team Talent Map captures each team
members’ personality type and interests. This enables all team
members to be mindful of the diversity within the team minimising
conflict and enhancing character strengths.

8. Above and Below the Line Chart: The Above and Below the Line
Protocol captures the team’s agreed standards for team behaviours.

9. Calling Behaviour Protocol: The Calling Behaviour Protocol outlines
the team’s agreed process for addressing more significant behavioural
concerns between team members.

IV. Business as Usual (aka Meetings & Metrics)

10. Team Meeting Agenda: The HPT meeting agenda provides a clear
structure within the meeting with the special role of meeting moderator
controlling team dynamics.

11. Moderator Scorecard: At the end of each meeting the moderator
provides feedback to the group to ensure that they have adhered to
the meeting’s ground rules.

12. Team Pulse Scorecard: In order to ‘grow’ Collective Efficacy in teams
we need to find a way the teaching team can regularly measure it. The
HPT Team Pulse measures CTE with monthly results debriefed by the
team and forward actions noted.
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Staff  & Students Flourishing: 
The Impact of  Building HPTs 

The great thing about building High Performance Teaching Teams is that
there is plenty of real-world evidence that this approach maximises
Collective Teacher Efficacy as well as significantly improves student
outcomes, staff wellbeing, and parent and community satisfaction.

Staff Flourishing: Collective Efficacy Outcomes
As described in Chapter 1, High Performance Teams use the Staff Pulse
System to measure and manage their collective efficacy in real time. You
can see in the Table below when compared to Australian norms, schools
that have High Performance Teams have much higher levels of overall
collective efficacy as well as higher levels of each of the four subscale
measures.

Students Flourishing:  Academic Growth, Attendance & 
Behaviour
Having High Performance Teams working across the school also has
much wider benefits on a range of important student outcomes. For
example, when compared to norms, schools with High Performance
Teams have higher student attendance, lower disciplinary absences and
greater academic improvement (see charts on next page).
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Bringing It Together
It has been well established in research that ‘teams’ of teachers working
together effectively maximise the impact on student learning. When teams
of teachers are working together in High Performance Teams they have
the capacity to achieve extraordinary results with their students AND also
the capacity to give and receive high levels of support and feedback
among their peers. To maximise the effectiveness of any school we need
to recognise and invest in ALL teams of ALL types ensuring our non-
teaching teams and leadership teams are also working together as High
Performance Teams.
After all, a Flourishing School is a place where ALL teams are able to work
as High Performance Teams. Where the leadership teams and non-
teaching teams develop high levels of collective efficacy – maximising
their capacity to positively impact upon those they serve and where our
teaching teams develop high levels of collective teacher efficacy
maximising their capacity to reach and teach ALL of the students in their
care.
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Take some time now to reflect on your school's Team Strategy:
1. What is team culture like at the moment – is the word ‘team’ simply

some jargon or a reference to an important organisational strategy to
maximise collective efficacy?

2. Are team sizes enabling meaningful and effective work practices or
should some teams be broken into smaller sub-groups at various
times to promote more effective feedback and working relationships?

3. Are your teams working as High Performance Teams and do they
have strong team systems to maximise Achievement and
Engagement?

4. What are the key measures and metrics you rely on to evaluate the
effectiveness of your school's Team Strategy?

These reflective questions will help you identify the strengths and
challenges within your current team strategy and enable you to take
another step forward in building High Performance Teams across your
school so all staff and students can flourish!
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• Teams (when compared to ‘individuals’ and ‘all staff’) are the
sweet spot (i.e., neither too time consuming by focusing on
every individual nor too impersonal by focusing on all staff) for
proactive leadership support in order to improve school
performance.

• In the anthropological model of Family, Village, Tribe, teams
refer to smaller family units whilst Departments or Faculties
are compared to villages and all staff across the school would
be compared to the whole tribe.

• High Performance Teams ‘Fit In’ and ‘Stand Out’ better than
their peers. They ‘Fit In’ by having extraordinary levels of
engagement. They ‘Stand Out’ due to their extraordinary levels
of achievement.

• The twin factors of achievement and engagement reflect a
series of interconnected team systems which can be mapped
and represented in 4 layers on a data wall.

• The top layer refers to the team’s foundational information
such as their role chart and activity cycle, the next layer refers
to the team’s achievement strategy which shows the links
between purpose, vision and action plans. The third layer
highlights the teams engagement strategy including their team
profile, above and below the line chart and protocols for
difficult conversations and the final layer is about their team
meeting systems and metrics that track collective efficacy.

• When teaching teams and support teams implement these
systems effectively there is a massive uplift in school
performance (as measured by collective efficacy, quality
teaching and learning, and student behaviour and attendance).

Chapter 4: Building High Performance Teams

- Chapter Summary -
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How robust are the Team
Systems at your School?
Go to hptschools.com/tools
and complete the Team
Systems Diagnostic to
identify current level of
performance and suggested
areas for improvements.

SAMPLE Team Systems Diagnostic Report

Building High Performance Teams
Next Steps: Toolkit
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APPENDIX

OOuuttccoommee  SSttuuddyy::  
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To develop a high performance culture 
across a school of any size, the Principal 

must be the advocate for any and all
changes, participate where possible, and 

continually model how each and every team 
needs to work. Each team will need a 

different level of support.

Assessing whether a team should be 
managed, mentored or coached will guide 
your leadership support. When I have gotten 

this wrong, teams have stagnated and 
disengaged. But when I have gotten this 

right, teams grow quickly and help drive the 
improvement process across the school.

Kurt Goodwin, Principal, 
North Rockhampton State High School

Great vs. Extraordinary Schools

LEADERSHIP SHARES
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Outcome Study: 
Great vs Extraordinary Schools

Extremely High Collective Teacher Efficacy…

"Wow – Now that is an Extraordinary School!"

Our research team was in awe. We were fully ‘nerding out’ on the annual
data sets of a couple of High Performance Schools in our ongoing quest
to identify the critical success factors that separate ‘Good’ schools from
‘Great’ schools…

APPENDIX
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One school’s data set really piqued our interest. “I’ve never seen such
sustainably high levels of Collective Teacher Efficacy (CTE) over a full
calendar year – substantially higher than many of the ‘great’ schools we
have worked with over the years. Yet they’re comparable on all workforce
characteristics, student achievement and behaviour outcomes and even
began the year with similar CTE levels…
….What on earth is going on here? How were they able to build such high
levels of collective efficacy (sustained over the entire calendar year) – so
much higher than other High Performance Schools who also had very
high levels of CTE?”
High Performance Schools: Staff & Students Flourishing
A High Performance School is a ‘place where both staff and students can
flourish’. We know that students are flourishing when their levels of self-
efficacy are increasing and they are engaging in differentiated teaching
and learning with teachers who follow the Platinum Rule of
Communication. We know that staff flourish when they work in High
Performance Teams – with explicit ways of working across 4 KPIs –
interacting within an activity cycle that is optimised to maximise both staff
wellbeing and performance.
We can measure ‘students flourishing’ by focusing on regularly assessing
levels of student self-efficacy throughout the year or by focusing outcome
measures such as academic, attendance and behavioural data. We can
measure ‘staff flourishing’ by focusing on the levels of Collective Teacher
Efficacy (a combination of job satisfaction, performance feedback, peer
support and work/life and wellbeing) across teaching teams.
Staff Flourishing: Great vs Extraordinary Schools
As you can see in the snapshot presented in the Table on the next page,
using some of the most widely available and comparable indicators of
school performance (Note: student self-efficacy data was unavailable at
the time of this study), High Performance Schools are characterised by
student growth in literacy and numeracy throughout the calendar year, low
incidences of behaviour problems compared to peer schools, higher levels
of student attendance, higher levels of staff satisfaction on annual opinion
surveys and higher levels of Collective Efficacy (CTE) across teaching
teams.
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What was particularly interesting in this data was the significantly higher
CTE scores in High Performance School 2 (HPS 2) compared to HPS 1.
Why did one school have markedly higher levels of CTE than the other?
What caused such a difference in the CTE data? Given the similarities in
student academic growth, attendance and behaviour, was such a
difference simply a matter of timing, luck and/or local circumstances or
were there some reliable and repeatable strategies any school can use to
maximise the level at which staff can flourish?
In this case study we’ll delve deeper into what ‘staff flourishing’ looks like
and compare and contrast two High Performance Schools to explore the
characteristics that determine ‘Great’ vs. ‘Extraordinary’ schools.

Great vs. Extraordinary Schools: 
What’s The Magic?

As you can see in the Table on the next page, both the High Performance
Schools in our case study had embedded the High Performance Teams
system for teaching (and non-teaching) teams throughout their schools
and implemented recommended Team Meeting Systems, the Staff Pulse
System and a School Wide Data Wall. They had also implemented other
key components of the High Performance Schools system however, in
retrospect, the ‘devil was in the detail’ about how some of the other team
and school system implementation occurred. Let’s unpack these details
now…

99



Part 1: HPT School Wide Systems
Whole School Data Wall: There are a number of school wide systems
High Performance Schools rely on to ensure staff and students flourish.
These include a whole school data wall which maps (at the minimum) the
organisational structure (professional teams, improvement groups and
reporting lines), key workforce characteristics across teams and school
wide teaching, learning and behaviour strategies and goals. School-wide
data walls also typically track progress on collective efficacy levels and the
achievement of milestones within the annual school improvement plan
which become an important aide in planning conversations. Both High
Performance Schools in our case study had developed whole school data
walls which addressed these critical success factors.
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Whole School Meeting & Communication Cycle Map: We’ve previously
written about the importance of establishing a ‘Golden Thread’ – a
schoolwide meeting and communication cycle that ensures ‘passive
communication’ such as updates and newsletters keep everyone informed
in real time of any relevant information and ‘active communication’ (i.e.,
meetings) are scheduled in a co-ordinated fashion on an adequate
frequency (to ensure teams do not ‘under’ or ‘over’ meet) to maximise
team performance. In the analysis of our two High Performance Schools,
the building of the Golden Thread was only partially completed in HPS 1
(which had a comprehensive meeting and communication cycle for
teaching teams but had not yet synced this with non-teaching teams and
the leadership team – thus relying on their general staff meetings for some
of their essential information sharing processes) whilst HPS 2 had built a
comprehensive cycle ensuring adequate meeting and information sharing
cycles were occurring across the school.
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Timetabling of Full Team Activity Cycle: Teaching Team Activity is more
than simply holding team meetings. In a High Performance Team there
are a range of team activities beyond scheduled team meetings including
Team Huddles (optional short stand up meetings to (1) collaboratively
solve problems as they emerge in real time and (2) maintain the collective
focus on their strategic goals), Buddy check-ins (quick status updates to
connect with and support fellow team members) and Team Professional
Development Time (team learning time that (1) explicitly links to the
team’s purpose and goals; (2) has clear learning intent and success
criteria that are operationalised and internalised; and (3) reinforcement of
learning outcomes at the conclusion of the PD Time).
Whilst teams are responsible to implement such activities, the school
leadership team is responsible for the provision of time within the
timetable for some of these activities to occur. In particular, team huddles
and team meetings require clever planning and timetabling solutions from
the school leadership team. As you can see in the activity cycle diagram
below, schools with an allowance of only 1 hour per week meeting time
can still achieve 3 or 4 weeks per monthly meeting cycle and weekly team
huddles with some clever planning of the timetables.
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50:40:10 Leadership Dashboard System: Schools leaders have access
to a wide array of data. In most schools leadership teams analyse their
data through '80:20' Dashboards – where 80% of data is student focused
(academic, attendance & behaviour) and 20% of the data focused on staff
and parent satisfaction. Leadership Teams from Extraordinary Schools
take a different approach to data and dashboarding with 50:40:10
Leadership Dashboard Systems – where 50% of the data focuses on
students (academic results, attendance, and positive and negative
behaviour), 40% on staff (collective efficacy, job satisfaction, professional
feedback, peer support and wellbeing) and 10% on parent & community
engagement (engagement/participation). The following page provides an
example of Leadership Dashboard measuring these factors which make it
easy to analyse Interaction Effects (as discussed in Chapter 2).

In HPS 1 they timetabled for 2 out of 3 weeks and left Team Huddles to be
a voluntary non-scheduled activity whilst in HPS 2 they timetabled for the
full activity cycle every week. You can see the impact of meeting
frequency on collective efficacy in the below chart.
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Both of our ‘Great’ and ‘Extraordinary’ case study schools had
implemented a 50:40:10 Leadership Dashboard. When comparing the
two, the main focus of our audit was in the analyses of the “50:40” aspect
– the visual linking of staff and student data sets on the dashboards. In
HPS 1, they had a strong focus on student learning and attendance on
their leadership dashboard but did not integrate their staff metrics such as
pulse data on the same reporting sets (lessening their dashboard
system’s ability to reveal interaction effects in real time), whilst in HPS 2
they had an integrated reporting suite visually connecting staff and student
data which gave them greater ability to examine interaction effects
between collective teacher efficacy and student attendance, learning and
positive and negative behaviour. By regularly using this higher fidelity
dashboard the Extraordinary School generated much greater insights,
better decision making and enhanced their student learning and staff
support strategies.
Part 2: Teaching Team Systems
Team Specific Data Walls: Team data walls contain key documents that
help teams track and bring clarity to their processes – their visual nature
acts as a constant reminder of what’s working well and what could be
improved upon so that the team can achieve more while fully supporting
each other. By their nature, data walls are quite simple. They contain a
collection of critical documents that help teams to understand their (1)
Team Foundations, (2) Team Achievement Strategy, (3) Team
Engagement Strategy, and (4) Meetings and Metrics (BAU) activities (see
example Team Data Wall on the next page).
Team data walls should act as ‘living wallpaper’ that is updated as team
needs change over time. When following best practice, team data walls
serve as a key focal point during team meetings and huddles.
When we compare the two High Performance Schools in focus, HPS 1 put
the main focus of their data wall strategy on the ‘whole school’ data wall
and added some of the team specific components to this wall – however
the limiting factor to this was that teams did not meet where the whole
school data wall was located and as such could not directly refer to it as a
visual point of accountability and update it during team meetings.
Contrasting this, HPS 2 implemented both whole school and team specific
data walls with team data walls on mobile boards that could be moved
around and easily utilised as a reference point during team meetings.
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Staff Pulse Systems: Too often teams don’t take the time to pause and
reflect on their progress as a team. However, High Performance Schools
are very deliberate in their approach to tracking Collective Efficacy
through using Staff Pulse Systems. Staff pulse systems are very quick
weekly pulse surveys that each team member anonymously completes
about their experience within the team across 4 factors which reflect
Bandura’s (1997) four elements of Collective Teacher Efficacy (CTE).

Teaching Team Data Wall

(1)

(2)

(3)

(4)

Once a month these results are scorecarded up as group averages for the
team to debrief and reflect on – setting goals to continuously improve in
each of the four areas whilst gaining a unified snapshot of the teams’
functioning as opposed to each individuals’ viewpoint. In both of our
comparison schools the Staff Pulse System was fully implemented and
there was full engagement in completing the pulse regularly across the
school.
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Monthly Pulse Scorecards: The Monthly Pulse Scorecard captures the
average scores from the staff pulse and provides an overall Collective
Team Efficacy score. The scorecard also displays suggestions on how
teams can improve their Collective Efficacy and provides space for teams
to capture their discussions on any improvements that they elect to
implement within the team. In HPS 1 the scorecard was displayed and
discussed at team meetings and general commentary of next steps was
noted in meeting minutes at the discretion of teams. We recommend both
the systematic analysis and recording of forward actions for CTE
indicators on the actual pulse report scorecard which is then displayed on
the team data wall (as well as live noting any such actions in meeting
notes) which was the strategy employed by all teams in HPS 2.
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Team Meeting System: High Performance Schools use comprehensive
yet flexible meeting agendas which ensures the right mix of inclusive,
supportive, proactive, strategic and accountable meeting items are
discussed, a meeting Chair and meeting Moderator and a live note system
which feeds into the team data wall. Both HPS 1 and HPS 2 implemented
the full HPT Teaching Team Meeting Strategy, agenda and roles of Chair
and Moderator with great success.

Team Meeting Frequency: Regular, high-quality meetings are necessary
for effective team functioning. Regarding meeting frequency, in Australian
public schools it seems that the sweet spot is weekly 60-minute meetings.
However, team meetings are not the only meetings that are necessary
inside of a school. Given this, schools need to consider their meeting
cycles to best accommodate the different types of meetings. HPS 1
adopted a 2 out of 3 weekly cycle of teaching team meetings followed by a
general staff meeting. This frequency was set partly due to the level of
communication needs and systems within the school at the time (see
timetabling discussion in previous section). In HPS 2 they adopted a
weekly team meeting cycle – scheduling specialist lessons during planned
teaching team meeting times. We know from research weekly 60 minute
meetings (of a high quality) are proposed to be optimal for teaching teams
and the CTE data appears to support this conclusion.
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Team Activity Cycle Engagement: Whether formalised or not, all teams
have an ‘Activity Cycle’ – activities that teams engage in to support team
functioning (see activity cycle diagram on Page 102). Many teams view
their activity cycles as limited to team meetings, however we know that for
optimal performance team activity cycles extend well beyond team
meetings. Some of these team activities are purely information/data
focused (i.e., completing short team pulse surveys and updating the team
data wall), whilst other team activities are primarily communication
focused (i.e., team meetings, buddy check ins, team huddles and
professional development).
In HPS 1, team engagement around the activity cycle was not measured
and managed across the school and teams were allowed to opt out of
components at the discretion of their line manager (other than scheduled
team meetings). In HPS 2, team engagement around the activity cycle
was measured and managed by having the line manager who participated
in, and coordinated all, team activities.

Extraordinary Schools: Findings & 
Recommendations

By comparing the improvement journey of two like schools we have
attempted to understand the differences between a ‘Great’ school and an
‘Extraordinary’ school in terms of Collective Teacher Efficacy. In doing so
we have created a map of some 'next steps' that any school can follow to
become extraordinary.
As our research into Collective Teacher Efficacy deepens, this article has
highlighted several key findings that indicate that the High Performance
Team systems and strategies positively impact staff and students
flourishing through increased CTE, decreased student behavioural
incidents, and more positive learning outcomes. We have shown that:
1. Schools that also use team level HPT data walls do better than

schools with only whole of staff data walls;
2. Schools with higher teaching team meeting frequencies do better than

those that meet less frequently. Especially when their team meetings
use HPT Protocols which ensure meetings are inclusive, supportive,
proactive, strategic and accountable;
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3. Schools that actively monitor staff pulse data (at the team level)
monthly and display results and targeted agreed actions on their team
data wall do better than those that monitor team pulse data only at a
whole school level, infrequently, or are too general in defining next
steps;

4. Schools that adhere to Activity Cycles timetabled within recommended
guidelines do better than those who only partially commit to their team
Activity Cycles; and

5. Schools with clear and balanced 50:40:10 Dashboard Systems which
are reviewed regularly and integrated into planning conversations,
have much better outcomes than those who are overly focused on
student outcome data alone - on a more sporadic basis.

Based on these observations, the roadmap of 'next steps' to becoming an
Extraordinary School seems pretty clear:
1. Team Meeting Frequency: Scheduling team meetings for 1 hour

every week (using HPT Protocols) is ideal. In the extraordinary school
this was achieved via specialist lesson timetables with a weekly 60-
minute general staff meeting as well. Where schools can’t create more
team meeting time, a 3:1 (Team Meeting: Staff Meeting) monthly ratio
is adequate as long as the school’s communication cycle is keeping
all staff ‘in the loop’ and ‘up-to-date’ between meetings.

2. Team Time for Huddles: Within the Activity Cycle shorter stand-up
meetings or huddles are often left to the discretion of the team without
being scheduled into timetables – usually resulting in low uptake.
Team Huddles (short stand-up meetings) can, and should be
provisioned for, in school timetables by scheduling weekly 30 minute
huddles per team via well organised playground rostering systems.

3. Data Walls: In addition to a whole school data wall, Teaching Team
specific data walls are essential for maximising clarity on both team
processes and teaching and learning goals.

4. Staff Pulse Systems: Full use of staff pulse scorecards and actively
recording forward actions in meeting notes and scorecard templates is
important to allow teams to take charge of their own wellbeing and
improvement. We would also recommend using the student pulse
system, which whilst in its infancy during this research study, has
since proven very powerful in supporting both student wellbeing and
learning outcomes.
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5. 50:40:10 Leadership Dashboards: A 50:40:10 ratioed approach to
leadership dashboards gives a more balanced view of whole school
performance and assists in understanding the interaction effects
between Collective Teacher Efficacy and student attendance,
achievement and behaviour. Ensuring a high frequency of dashboard
review discussions and linking this data to planning conversations will
enable you to maximise both staff and student outcomes.

Extraordinary Schools are those that fully embed the systems and
structures needed to ensure that teams of teachers can work together as
High Performance Teaching Teams AND ensuring the wider school culture
promotes effective communication and information sharing practices that
enable both staff and students to flourish! What are the next steps for your
school to take to become an Extraordinary School?
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Dr Pete 
Stebbins, PhD
Dr Pete is Australia’s leading expert on building High Performance Teams in education
and health. He has worked with over 5000 leaders, across more than 500 schools and
health services developing high performance leaders and teams to maximise
Collective Efficacy (CE) - the number 1 factor affecting organisational performance.
Pete is:

• An Evidence Based Practitioner & Research Psychologist with numerous peer
reviewed journal articles on leadership, teams and organisational performance.

• An advisor to leading education industry associations (QASSP, QASEL, QSPA).

• The author of over 10 books on leadership, teams, change, resilience and school
performance.

• The Founder and CEO of an AFR fast 100 company.

• A regular guest Psychologist on Channel 7 (Sunrise & The Morning Show).
Pete’s BIG GOAL is to ensure every school in Australia is led by extraordinary leaders
who ensure that every staff member belongs to a High Performance Team – thus
maximising organisational outcomes!

He is also:

• The father of 5 wonderful daughters – with the youngest being 8 year old twins and
the eldest now at University.

• A keen Adventurer & Athlete – climbing high altitude trekking peaks across the
world, completing triathlons in the desert, and squeezing in some running, rock-
climbing and surfing whenever he gets a chance.

• Eco-Friendly Upcycler! Converting an old milk depot into an eco-firendly home living
by the beach on the southern Gold Coast.

• Secret Skills – cooking & coffee! Can cook without recipes – previously a chef’s
assistant and makes a fantastic coffee – previously a barista.

Pete is a popular keynote speaker at conferences and events, consultant and
facilitator with leadership teams in education and health sectors and workshop leader
for several leadership and High Performance Teams masterclass programs.

Find out more at: DrPeteStebbins.com or email admin@hptschools.com

112



Maximise Whole School Wellbeing

Collaborate In The Goldilocks Zone

Communicate Using The Platinum Rule

Build High Performance Teams
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