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4 COMMUNICATION
STRATEGIES FOR EVERY
SCHOOL LEADER

Communicate with heart,
clarity and purpose.

Brou

ght to you by your pals at



LEADING WITH
CLARITY AND CARE

Clear, caring communication builds
trust reduces confusion, and
strengthens relationships across your
school.

From formal emails to quick hallway
chats, the way you share information
shapes how staff students, and
families feel about your leadership.

WHAT'S IN HERE

Four simple strategies you can keep in
your back pocket for everyday moments.
Use them to connect, build confidence,
and make sure your message always
lands with clarity and purpose.



Strategy #1

% Be the
‘1) Audience

The best communicators start by asking:
Who am | talking to, and what matters
mMost to them? Teachers, parents, and
students all bring different needs,
qguestions, and perspectives.

The core information may be the same,
but your tone, details, and format should
shift depending on the audience.

Leader Tip

Try writing the same message three ways —
one for teachers, one for families, one for
students. Notice how the wording and focus
change.

Printable: Audience Lens Worksheet
(map your message for 3 audiences, pg. 9).



Strategy #2

Define Your
Message Goals

Every message you send should have a clear purpose.

Use the Know-Feel-Do framework to guide your
communication:

e Know: What do | want them to know?

¢ Feel: How do | want them fo feel?

e Do: What do | want them to do?

Example: Announcing an outdoor learning program
e Teachers = Know how it fits standards, feel
confident, do sign up for PD.
e Parents = Know what to expect, feel reassured, do
return consent forms.
e Students = Know it's for their well-being, feel excited,
do bring a jacket.

Leader Tip

Before sending, check that your message
answers all three.

Printable: Know-Feel-Do Message Planner (p. 11)



Strategy #3

Prepare to be
@ Spontaneous

Not every communication moment comes
with prep time. Fires pop up, hard
conversations happen, and quick responses
are needed.

You can prepare for spontaneity by
practicing ahead of time. Role-play tough
scenarios with a mentor, colleague, or even
Al, and think through your words before the
moment arrives.

Leader Tip

Practice striking a balance between being firm
and empathetic. For example: “I need you to..."
paired with “I| know this isn't easy, and ['ll
support you."

Printable: Role-Play Scenario Cards (pp. 13-14)



Strategy #4

Share Hard
Truths with Heart

Leaders don't earn trust by sugarcoating.
They earn it by being clear, empathetic, and
supportive, even when the news is tough.

If there's something difficult to share, don't
bury the lead. Say it clearly and directly, then
follow up with care.

Example: "We're losing a position due to
budget cuts. | know this is hard news. I'm

here to support you and figure out how we'll
make it work."

Leader Tip

Tell the time, don't build the clock. Clarity first,
then empathy.

Printable: Clarity Checklist: Start clear —
Show care — Share next steps, p. 16



Leader
Printables
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Audience Lens
Worksheet

Enables leaders to adapt
the saome message for three
key audiences: staff,
families, and students.

PRO TIP

__> See Their Perspective: Reread your
message through each audience’s
eyes. Ask: "Does this feel clear,
relevant, and respectful?”



Audience Lens Worksheet

Topic:

Staff

Families

Students

What do
they need
to know?

What
matters to
them
most?

How
should |
say it?




Know-=Feel-Do [«+—
Planner O—

This printable helps leaders plan
messages with clarity and
Infention using the Know-Feel-Do
framework. Use it to outline what
each audience should understand
feel and act on before you hit
send.

I

PRO TIP

> Tailor by audience: Create a Know-Feel-
Do plan for each group.

> Check before sending: Make sure your
message answers all three.



Know-=-Feel-Do Planner

Clarity starts here!

KNOW

What's the core
information?

What background or
context is needed?

FEEL

What tone will help them
receive this message?
How do | want them to
feel? (confident, reassured)

DO

What specific action is
needed?

What is the simplest way
to ask for it?




—— Know-=Feel-Do Planner —

4 Know: What's the core information? What )
background or context is needed?

Feel: What tone will help them receive this
message? How do | want them to feel?

/
-

\
J

Do: What specific action is needed?
What is the simplest way to ask for it?

Date:



Role Play
Scenario Cards

Practice quick, caring responses before the
heat of the moment. These cards help
leaders strengthen empathy, confidence,
and calm under pressure—one conversation
at a time.

Print the cards and use the blank ones to
add your own scenarios.

PRO TIP

—> Think Before Responding: Read a card aloud and
give yourself 10 seconds to think before responding—
just like in real conversations.

> Play Both Roles: Practice both sides of the exchange:
respond as the leader, then swap and role-play as the
parent, teacher, or student.

> Keep It Clear: Keep your response short: 2-3
sentences is plenty. Clarity beats long explanations.



5 )
Resistant Teacher
“This new initiative is just more
work on top of everything else.”

Leader Practice: Acknowledge
challenge + refrome purpose.

Tough Feedback to Staff §
Member

"l noticed your class transitions
are taking too long.”

Leader Practice: Balance
directness + support.

Overwhelmed Teacher 5
"l just can't keep up with

everything right now.”

Leader Practice: Listen first +
prioritize together.

Team Conflict §
"She never follows through on

what she says.”

Leader Practice: Stay neutral +
guide toward shared solutions.

Yy
5 | 5 |
Late Staff Member Unepgqged Meeting
" : : Participant
Traffic was bad again—sorry R .
: " This doesn't really apply to my
I'm late. "
grade level.
Leader Practice: Set clear ]
X Set clea Leader Practice: Reconnect to
expectations + show empathy. . i
purpose + invite perspective.
J J)
N
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Frustrated Parent
"l don't understand why no one
told me about this earlier!”
Leader Practice: Respond with
clarity + empathy.

5 N\
Concerned Parent About Grades

"My child says the teacher is too
strict and unfair.”

Leader Practice: Validate feelings +
explain next steps.




Upset Parent at Drop-Off 5 Parent Complaint About §
"No one told me there was @ Another Student

field trip today!” "That kid keeps picking on my
Leader Practice: Apologize + child:

communicate clearly about Leader Practice: Acknowledge
updates. concern + explain process calmly.

J) \\
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Non-Responsive Family Disruptive Student .
(No reply to messages or This is dumb. I'm not dOIﬂg
conferences.) it
Leader Practice: Offer flexible Leader Practice: Set
options + express care. boundary + offer support.
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% Student Disrespect 5

Student Ref to Work ; , "
eruses fo wo You can't tell me what to do.

"This is boring. I'm not doing it."
Leader Practice: Stay calm +
reinforce respect and
boundaries.

Leader Practice: Connect task
to purpose + offer support.

Student Crying or Upset % i 5
"I hate this class!” Student Conflict

"She told everyone my secret!”
Leader Practice:

Acknowledge emotions +
offer a break or check-in.

Leader Practice: Listen to both
sides + restore trust safely.




J \\
AY 4

J \
Y S

J \.
AY 4



Hard Truths
Clarity Checklist

Keep difficult conversations anchored in honesty
and care. Clarity first, then empathy—both build
frust.

When the news is hard, lead with clarity + care:

Say the main message clearly (no burying the
lead).

Pause and acknowledge the impact.

Add empathy: “I know this is hard news."
Share what comes next: next steps, supports,
timelines.

End with an open door: “I'm here to talk more.’

PRO TIP

~~—2 Wirite it first: Draff your main message before the
meeting to stay clear and grounded.

~—> Tone check: Read your message aloud to be sure it
sounds human, not harsh.

. > Follow up:Send a quick recap afterward to reinforce
frust and next steps.



CLARITY CHECKLIST J

When the news is hard, lead with clarity + care

@ Say the main message clearly (no burying the lead).
@ Pause and acknowledge the impact.

@ Add empathy: “l know this is hard news.”

@ Share what comes next: next steps, supports, timelines.

@ End with an open door: “I'm here to talk more.”

CLARITY CHECKLIST J

When the news is hard, lead with clarity + care

@ Say the main message clearly (no burying the lead).
@ Pause and acknowledge the impact.

Q? Add empathy: “I know this is hard news."

@ Share what comes next: next steps, supports, timelines.

@ End with an open door: “I'm here to talk more.”
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COLLABORATION

BUILT BY
EDUCATORS, FOR
SCHOOL LEADERS

This resource was created in collaboration with dedicated
educators and school leaders who brought their experience,
ideas, and insight to every step of the process. We're grateful
for their partnership in building tools that truly make a
difference in schools.

2nd & 3" Grade Teacher
Omaha, NE

i Megan Rogers



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?
-, Send a photo or a staff testimonial to our team, and
‘ we'll send you a coffee on us!

‘I 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!

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

alpaca

How are you doing?

SEE HOW ALPACA WORKS

Beautiful surveys, delightful care
packages, and real insights on teacher

wellbeing—everything you need to
lead with confidence, all in one simple
solution. Book a quick demo!



https://www.getalpaca.com/
https://www.getalpaca.com/book-a-demo
http://getalpaca.com/
mailto:alissa@getalpaca.com
mailto:alissa@getalpaca.com
mailto:alissa@getalpaca.com
https://www.getalpaca.com/resources-hub

