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instructional coaching as one key driver of this change. Yet, we soon 
realised that conventional coaching methods, which often lacked 
flexibility and impact, would not meet our needs.

This prompted us to reimagine coaching. Instead of adhering to a 
top-down approach, we partnered with CT-ED, a professional learning 
service provider who partners with systems of education in Australia 
and internationally, to implement a co-agentic coaching model. A 
co-agentic model of coaching is characterised by partnership and 
reciprocity that transforms coaching into a dynamic and responsive 
practice (CT-ED, 2024).

Overcoming barriers to effective coaching

Coaching often presents a range of challenges, from time limitations 
and insufficient training to rigid models, that struggle to deliver 
measurable outcomes (Grant, 2016). Without addressing these 
barriers, schools risk misalignment between individual goals and 
broader professional growth. Over the years, coaching practices have 
evolved. According to Grant (2016), early coaching models were 
performance-focused and hierarchical. However, the third generation 
of coaching—emerging in the 2010’s—emphasises flexibility, agility, 
and a culture of quality conversations. This shift allowed us to 
reimagine coaching at Mount Waverley Primary School as a real-time 
practice fostering individual and collective growth. We might be so 
brave to call this “fourth generational coaching,” done in real time.

Achieving educational excellence requires more than just hard 
work and passion; it demands innovative approaches that empower 
both educators and students. At Mount Waverley Primary School, a 
century-old state school with approximately 800 students and serving 
a relatively higher socio-economic and highly diverse demographic, 
we embarked on a transformative journey by reimagining 
instructional coaching through the lens of co-agency. We define 
co-agency as a culture emphasising partnership, reciprocity, and 
shared responsibility among staff. This article explores how this 
model has enhanced instructional practices and elevated student 
agency, transitioning from hierarchical structures to a collaborative 
framework.

The context: A shift toward learner progress and agency

Mount Waverley Primary School, known for consistently high 
NAPLAN scores, has long been regarded as a high-achieving school. 
This aligns with the local demographic that represents highly 
educated households that value education and set high expectations 
for students. However, a deeper analysis of achievement data revealed 
areas for growth - particularly in student progress and agency. Three 
years ago, we set out to change the narrative from one of academic 
achievement alone to one that embraced academic excellence 
alongside enhanced learner progress and agency, to lift the ceiling 
on student achievement through student-led learning. We identified 
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Building a strong foundation: Systems and structures

Transformative change requires a solid foundation of systems and 
structures that can support new ways of working. Our journey began 
with the development of a shared instructional model underpinned 
by frameworks and language that allowed collaboration to thrive.

•	 Developing our instructional model: In 2021, we began co-
developing an instructional model with our teachers. Through 
an eight-week collaborative process, we established the “BEST 
LESSON”- the name we gave to our instructional model/ 
framework, incorporating high-impact teaching practices, 
learner agency, and robust instructional strategies. This model 
was designed to be applicable across all subject areas, ensuring 
consistency in teaching practices and shared understanding 
among students, teachers, and parents.

•	 Capacity building for instructional leaders: Building leadership 
capacity was a priority.  Professional learning opportunities were 
provided for the principal team, including the school principal, 
three assistant principals, and a few other school leaders who 
exemplified strong classroom practices. These leaders were 
equipped with targeted training to support teams through group 
coaching and strategic planning.

•	 Collaborative planning time: We ensured that year-level teams 
and specialist subject teaching teams were allocated three hours 
of collaborative planning time per week. This protected time 
allowed for focused, undistracted discussions on high-impact 
instruction, supported by embedded instructional leaders. The 
leaders worked closely with teams to analyse data, plan lessons, 
and reflect on teaching practices, in real time.

•	 Strategic agendas focused on learner progress: Drawing from 
Harvard’s Data Wise Project (City et al., 2005) and the Meeting 
Wise framework (Boudett & City, 2014),  we developed strategic 
agendas for planning meetings that begin with student data. 
This data-driven approach enabled point-of-need teaching and 
encouraged reflection on instructional strategies, leading to 
actionable insights for future teaching.

A new approach: Coaching in real time

We embarked on a partnership with CT-ED who are helping us 
reimagine coaching for our context. Just as Grant’s (2016) third-
generation approach rejects the traditional top-down, coercive 
coaching model, we are embracing a collaborative, fluid approach 
that acknowledges the complexity of change. Coaching is no longer a 
one-time event but a continuous process that empowers educators as 
“thinking partners” who make real-time decisions to improve their 
practice.

Coaching in real time (CT-ED, 2024) is highly collegial and integrates 
coaching mindsets, actions and processes into everyday conversations. 
It fosters a culture of curiosity and open-mindedness, encouraging 
instructional leaders to “stay curious longer,” suspend judgement and 
focus conversations on helping colleagues to address challenges of 
practice. Tools like deliberate wait time and questions such as “Tell 
me more about that” and “What else?” promote deep reflection during 
both formal and informal interactions, such as hallway chats. 

A key component of this approach is recognising “coachable 
moments” - instances where coaching is needed to help guide 
educators toward collaborative solutions. This approach also 
acknowledges that not every conversation requires coaching; some 
may need consulting (giving expert advice) or mentoring (scaffolded 
support). Building this awareness is crucial for instructional leaders, 
enabling them to discern when to engage in coaching and when to 
offer direct guidance.

Transformative results: Empowering educators and 
students

Real-time coaching allows teachers to make quick, informed decisions 
that improve classroom outcomes. The emphasis on co-agency creates 
a more agile and responsive environment, where teachers can adapt 
their practices based on immediate feedback from their coach and 
receive ongoing support.

While we are still in the early stages of our journey, the transition 
to a co-agentic coaching model has already sparked meaningful 
changes. Coaching is now embedded in daily practices rather than 
being viewed as an isolated, formal process, and it actively involves 
all educators. This move from a hierarchical structure to a shared-
responsibility approach has enhanced teaching practices and fostered 
a sense of empowerment among both educators and students. The 
impact is evident in the increased autonomy and confidence of our 
educators who are thriving in their classrooms and collaborative 
team settings. Likewise, our students are reaping the benefits of a 
thoughtfully designed curriculum, delivered by empowered and 
engaged teachers.

Key learnings and future directions

Our experience at Mount Waverley Primary School has shown that 
coaching can foster educator co-agency with the right systems and 
structures, leading to improved instructional practices and enhanced 
student outcomes. Without these preconditions, a similar approach 
may not be successful, because the environments, and opportunities 
for “coaching,” may limit genuine access to colleagues. By establishing 
clear boundaries for what needs to remain “tight” (such as shared 
understandings and frameworks) and what can be “flexible” (such as 
the coaching approach), we have developed a consistent, collaborative 
practice across the school.

As we continue to refine our model, our focus remains on staying 
curious and responsive to the evolving needs of both educators 
and students. Enhancing our co-agentic approach aims to further 
empower our educators to drive learner progress and agency.

The journey of reimagining coaching at Mount Waverley Primary 
School has been one of growth and transformation. By focusing on 
co-agency, we have not only improved our coaching practices but also 
fostered a culture of collaboration and shared responsibility. As we 
continue to navigate these waters, we are confident that our approach 
will lead to even greater success for both educators and students in 
the future. 

“The emphasis on co-agency 
creates a more agile and 
responsive environment, 

where teachers can adapt their 
practices based on immediate 
feedback from their coach and 

receive ongoing support.”
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Working collaboratively with an instructional coach during a 
curriculum planning meeting. Permission granted by teachers at 
Waverley Primary School to reproduce this photograph.
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