GUIDE

6 HABITS FOR
HIGH-IMPACT
MEETINGS

Small shifts that make big differences in
staff engagement and clarity.

ought to you by your pals at
alpaca
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Running great meetings is one of a school leader's
quiet superpowers. When your meetings are clear,
focused, and purposeful, you're not just saving time
—you're building trust, boosting morale, and
making sure everyone leaves ready to take action.
Even small shifts in the way you start, guide, and
close conversations can mean the difference
between a meeting that drags on and one that
moves your school forward.

The good news? These habits aren't complicated—
you can start using them in your very next meeting.
They're about being intentional, keeping your team
oriented, and making the most of the time you
have together. Here are a few habits to try out this
year.

WHAT'S IN HERE

Pages 3-10: Habits and Tips
Pages 11-12: Activity Printables



Anchor in the Outcome

Remind everyone why they're there and what you'll
accomplish by the end.

Staff feel more engaged when they know the
goal and what success looks like. A clear
opening sets the tone, keeps everyone
focused, and makes it easier to measure
success at the end of the meeting.

Leadership Tips:

Reframe your opening: Instead of, "Alright
everyone, let's get started,” try, “We're coming
together to plan Family Literacy Night. We've got
30 minutes, and we want to leave with a list of
activities and the staff leads for each.”

Post the goal: Write the meeting outcome on the
whiteboard or agenda slide so it's visible start to
finish.



Use Stakes Framing

Build momentum by showing what's at stake.

People prioritize action when they
understand the ripple effect. Connecting
decisions to their real-world impact helps
staff see why their input matters now.

Leadership Tips:

Make it urgent: "Gefting agreement on the
new hallway duty schedule today means we
can share it with families before Friday.
Without it, we'll need to adjust coverage last-
minute.”

Link to outcomes: Show how today's
decisions impact students, families, and
school events.



Save It From Derailing

Keep your meeting on track without shutting
down ideas.

Redirecting side conversations respectfully
ensures time Is spent on priorities while still
honoring valuable input. It helps maintain
focus without shutting down collaboration or
making participants feel unheard.

Leadership Tips:

Use goal-based redirection: "To keep us
moving toward finalizing our master schedule,
do we want to decide this now or bring it fo the
grade-level teams?”

Create a parking lot: "This is important, but
maybe best for our leadership tfeam meeting.
Let's park it and circle back there.”



Run Speaker Handoffs
Like a TV Anchor

Smooth transitions keep energy and atftention
high.

Thoughtful handoffs help the next speaker
feel prepared and keep listeners engaged. It
shows leadership and respect for everyone's
time.

Leadership Tips:

__>» Add context: Instead of, "Maria?" say, "Maria’s
going to walk us through the parent survey
results and what they tell us about
communication.”

> Preview the topic: Briefly introduce what's
coming next so listeners are ready to follow
along.



Use Wayfinding

Remind everyone where you are and what's
next.

Wayfinding helps participants track progress
and manage time, making meetings feel
efficient and purposeful. It also reduces
confusion, so everyone knows exactly where
the conversation is headed and how close
they are to reaching the goal.

Leadership Tips:

Mark transitions: “We've finished discussing our
school-wide expectations; now let's move to
student incentive ideas.”

Time check: "We've got 10 minutes left — let's
focus on deciding the volunteer assignments for
the book fair.”



Bookend with Clarity

End with clear decisions, owners, and next
steps.

Closing with clarity ensures everyone leaves
on the same page and knows what to do
next. It reinforces accountability, prevents
miscommunication, and keeps momentum
going long after the meeting ends.

Leadership Tips:

Name the decision so everyone's clear on what
was agreed. Assign ownership for each fask.
Outline next steps with timelines. Confirm in
writing 1o keep everyone aligned — and check
out our acronyms below for an easy way to
remember if.

Summarrize in writing: Send a brief recap emaiil
with the decisions and assignments.



Acronyms give your team a quick, memorable shortcut for key
meeting habits. They make steps easy to recall on the spot —
even in the middle of a busy agenda. Pick one that fits your style
and use it until it becomes second nature.

G.0.A.L. - Goal, Owner, Action, Lock-in

Goal restated: Repeat the meeting's decision or
purpose so it's crystal clear.

Owner assigned: |dentify who will take the lead.
Action next: Outline the very next step that needs to
happen.

Lock-in decision: Confirm agreement so there's no
uncertainty later.

C.L.E.A.R. - Clarify, List, Establish, Assign, Recap

Clarify the decision made: State exactly what was
agreed upon.

List the outcomes: Highlight any results or
conclusions from the discussion.

Establish next steps: Define what happens moving
forward.

Assign responsibilities: Decide who will handle each
step.

Recap for the group: End with a quick summary so
everyone leaves aligned.



A.C.E. - Agree, Choose, Execute

e Agree on decision: Ensure everyone's on the same page.

¢ Choose who's responsible: Assign a clear owner for each
action.

e Execute the next step: Identify and start the first follow-
up task.

R.A.P. — Recap, Assign, Plan

e Recap the decision: Restate what was finalized.
e Assign the task: Identify who will do it.
¢ Plan the next step: Agree on what happens afterward.

P.A.C.T. - Plan, Assign, Confirm, Timeline

e Plan the next action: Decide what needs to happen next.

¢ Assign the owner: Choose who will take responsibility.

e Confirm details: Double-check agreements fo avoid
confusion.

e Timeline set: Establish a clear deadline for completion.

Example: R.A.P. — Recap, Assign, Plan

e Recap the decision: “We'll run the book fair during parent-
teacher conference week."

e Assign the task: "Ms. Chen will coordinate with volunteers
and set up the schedule.”

e Plan the next step: "Send the volunteer sign-up link to
families by Friday.”



AFTER MEETING
PRINTABLE




MEETING CLOSE-OUT CARD

Meeting Topic: Date:

-2 1. Decision Recap (What did we agree on?)

-7 2.0wner Assigned (\Who's responsible?)

-2 3.Timeline (What's happening next and by when?)

> 4.Confirmation
0 Shared with feam in recap email/post-meeting notes
0 Tasks added to calendar or project tfracker
O Follow-up date set and communicated
O




WE'RE SO GLAD YOU'RE HERE!

Thanks for downloading this resource—at Alpaca, we're
on a mission to make school the happiest place to work.

p, Tried an activity?
= Sendo photo or a staff testimonial to our tfeam, and
W we'll send you a coffee on us!

(

‘' Got an idea brewing?

We love co-creating with school leaders—drop us @
line with any resource ideas you'd love to see next.

Explore more!

- ‘K Check out our full resource library for creative, ready-
to-use tools to support you and your team.

alpaca
How are you doing?
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