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Schools in Australia are still in full swing, but soon the year will be over.  
Now there is a rush of meetings with teachers and other employees, and 
appointments with parents as the school year ends.  For all those important 
times when we are in charge of those meetings and gatherings of adults, 
it is valuable to carefully plan them in advance with an eye on preparing 
and planning for the tangible and the intangible environment. Just as the 
Montessori teacher prepares the environment for the child, the school leader 
does the same thing for the adults in order to meet needs, solve problems, 
remove obstacles and create motivation to continue to engage at the school 
because it is a thriving, healthy, safe and resonant place.  There are times 
when the school leader is wearing the management hat, and there are many 
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Guiding Montessori Adult Meetings

times to lead through guiding with Montessori principles if we 
act with intention. One of the qualities we hope to sustain in 
our schools is a sense of trust and belonging among the adult 
community so that the community is a healthy one.  We also 
know that such an adult community has a positive impact 
on the children.  The children do not know our interpersonal 
details, but they do feel the field of emotion that runs through 
us when we interact among each other. We are, in a sense, 
like a family interconnected emotionally and the children can 
sense that.  

That meeting with the 3-to-6 teachers…How do we want 
people to feel when they are together? How will the meeting 
begin?  How will it unfold?  What are the goals for the 
meeting?  In what room arrangement will people sit in order 
to support this?  How will the meeting end?  These are typical 
questions we ask if we want people to work collaboratively 
together in positive ways. Sandra Janoff and Marv Weisbord, 
organisational consultants in the US suggest that we 
“control structure, not people.”  Isn’t that what we do when 
we prepare a self-organising Montessori environment for a 
group of children?  This is taking the Montessori paradigm 
shift into our own adult work together.

So here are some suggestions for thinking about your 
upcoming meetings and your plan for next year’s meetings 
and gatherings:

• Open each meeting with 
conscious attention to setting the 
stage for the meeting.  Kate Ebner, 
Executive Director of the Institute 
for Transformational Leadership at 
Georgetown University, recommends 
that to be a capable facilitator you 
should set your own intention first for 
your own participation in the meeting 
before it begins.  For example, you 
might commit to be an attentive listener.  Or your intention 
might be to make sure every voice is heard during the 
meeting.  Or you might intend to be a quiet observer when the 
meeting gets underway.  By setting your intention ahead of 
time, your presence and participation will be more grounded 
and thoughtful. 

• In advance, determine the room arrangement of the 
environment – chairs in a circle, small groups at tables for 
discussions, facing theatre style with you or a speaker at the 
front, etc.  The way people sit together really matters in terms 
of creating the means to the narrative, and emotional, ends. 
The meeting space might include flowers and nourishing 
food, a chime for sounding the beginning and the ending, a 
flip chart for capturing what is said or proposing guidelines 
and a request that mobile phones be put aside. This is the 
built, tangible environment that you are preparing for comfort, 
for meeting your goals and for activating the qualities you 
desire your school’s adults to sustain. 

• In reviewing the purpose of the meeting, prepare in advance 
how you will share with the group a quick overview of what 

you hope people will get out of the topics for discussion or 
the information to be communicated.   Just a few words as 
to the purpose of the meeting go a long way in helping busy 
adults with a lot on their minds already start to focus.  

• The intangible environment consists of the template 
or agenda chosen for what happens, what you hope to 

accomplish in the meeting, and how 
you want people to feel during the 
meeting aligned again with Montessori 
principles.

A meeting or gathering template 
always includes a method for opening 
the meeting and a method for closing 
the meeting as bookends to the heart 
of the meeting:

Opening
The purpose of the opening is to create a sense of inclusion 
of each individual who is there.  The outcome for those in 
attendance is a feeling that they are truly seen in the room.  
It is the South African Ubuntu spirit in action – “I see you” 
therefore “I am here.”  “Until you see me, I do not exist.”  It is 
by hearing from each individual that the sense of belonging to 
the community is built.  This is, in organisational terms, what 
is called “differentiation leads to integration (or unity).”  It is 
actually a part of the science behind the way the Montessori 
social ecology evolves for a group of children.  They are each 
seen individually by the teacher and aided in making choices.  
The sense of belonging leads to the hum of community- at-
work we all know so well.  So, a typical way to open the 
meeting is to ask each person to check in by going around 
the room using a prompt or question that they each answer.  
If the group is large and you have done the math as to how 
much time you have, you can save time by asking “Say 
one word about how you feel about…” or ask for partners 
beside each other to turn and briefly share their answer to 
the question.  The pair/share of partners will generalise to 

...a few words as to 
the purpose of the 
meeting go a long 

way
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Lastly, start keeping a list of helpful prompts or questions that 
you can use in building the fabric of community.  Here are a 
few to get you started:

“Share a word, or a few words, to describe your feelings 
about parent conferences (or other events) tomorrow (or 
yesterday).”

“Describe what gave you joy this week.”

“Share a difficult moment you had this week.”  

“Now that….is over, describe your sense of accomplishment 
(confidence, reassurance etc).”

“Capture in three words something you do to be mindful (at 
peace, in flow etc.)”

Tuning in this way to the people you are guiding will result in 
amazing results over time. 

“What is essential is 
invisible to the eye.”  

Antoine de Saint-Exupery

Kathy is launching a new, non-profit leadership institute for 
Montessori administrators throughout the world.  Watch for 
It!  Coming soon!  The first courses will be held in Houston, 
Texas at The Post Oak Montessori School July 2019.  

 

 

 

Guiding Montessori Adult Meetings

a sense of being in the room and belonging just as well as 
going around the room individually.  Following that, as the 
facilitator, you might read a poem or a quote, or you might 
ask for a moment of silence and peace.  And then, state the 
purpose of why everyone is gathered and move into the next 
phase of the template which is the heart of the meeting.

Heart of the Meeting 
This is where you have planned ahead as to how you will 
achieve the purpose of the meeting and end with the results 
you desire.  You might be simply sharing some news.  You 
might want people to work in groups to come up with some 
ideas or suggestions.  You might want to inspire a planning 
session.  You might want this time to be spent learning a 
new skill. A skill that is so helpful before parent-teacher 
conferences is to learn a method for effective active listening 
or effective management of complaints.  You may want 
to invite someone in to share something important to the 
pedagogy.  This is your game to plan!  In small groups, make 
certain you have given instructions and asked for volunteers 
for timekeeper, recorder, facilitator, and reporter.  This also 
gives people roles to play in differentiation and controls the 
structure, not the people.

Closing 
There are a number of things to plan for before people leave.   
An important part of closing or concluding a meeting is to allow 
time for reflection so that the work just done gets integrated 
into one’s understanding going forward.   For example, “take 
a few moments now of silence to think about or write down 
what we just discussed or what I just shared.”  Have a few 
volunteers share their insights and their questions.

If you need a decision or a resolution made by the group, ask 
for next steps. Ask for someone, or several people, to offer 
to summarise what has occurred at the meeting and capture 
it on the flipchart.  

And finally, invite volunteers to share a few appreciations 
and then close with a round of “one word” from each person 
there.  This brings authenticity to the closing and ends with 
a sense of respect and gratitude that everyone matters who 
came to the meeting.

The science of community building describes this work 
as creating a welcoming, safe place where the power 
differentials are marginalised so that inclusion and equity 
is evident.  Simply put, a true community is where each 
person feels a genuine sense of belonging and a genuine 
sense of influence.  Belonging comes from having trust.  
Influence comes from having both autonomy/freedom and 
responsibility ie. freedom to be oneself and responsibility to 
oneself and to each of the others in the community.  Sound 
familiar?  This is a Montessori principle that is essential among 
the adult community just as it is in the child’s world.  In terms 
of responsibility in our world, we also hold a responsibility to 
the Montessori mission.


