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Communicate, Communicate, Communicate
Supporting professional growth and motivating breakthrough performance demand engaging, informing, and 

inspiring teachers. And this requires two-way communication — lots of it, with multiple audiences, throughout 

the process of design and implementation. 

STEP 
7

Communication as part of the design and implementation of an 

evaluation system plays multiple roles:

EE Conveying the system’s vision, priorities, and goals; 

EE Soliciting input from teachers and other stakeholders;

EE Building ownership; 

EE Ensuring clarity regarding expectations and opportunities; and 

EE Facilitating feedback from the front lines to guide improvement. 

Communicating Early, Often, and Strategically

Communication should happen early and often, taking different 

forms as the work progresses. Because there will be many decisions 

and changes in practice from design to implementation, a strategic 

approach to communication will help build engagement while not 

overwhelming stakeholders:

EE Think about what various stakeholders need to know — and 

at what point in the process — so they can understand and 

participate. 

EE Consider what you need to know from stakeholders and when 

you need to know it to ensure goodwill, the integrity and 

success of the evaluation system, its continuous improvement, 

and stakeholders’ engagement. 

EE Don’t wait until you have the entire system laid out to 

communicate everything, but don’t try to put every issue 

and every detail on the table at the outset, either. (Word to 

the wise: this work requires an ongoing cycle of continuous 

improvement, which means everything will never be laid out in 

a nice, neat, static way.)

Early on, the rationale for working on evaluation systems and 

the system’s process for design, pilot, and implementation need 

to be explained. This will be most effective if senior leaders are 

involved, and if principals and teachers are part of developing and 

communicating the rationale.

Many systems already have channels for communicating to lots of 

stakeholders (e.g., newsletters; regular meetings with principals, 

teacher leaders, and union representatives). While every existing 

opportunity should be leveraged, consider also whether new 

forums are needed. Focus groups can be used to test some of 

the thinking and messages that emerge in early planning efforts, 

while at the same time expanding the number of stakeholders who 

feel connected to the work. The key to successful focus groups is 

creating an atmosphere of openness and listening. Surveys are 

another strategy for engaging a broad range of stakeholders (and 

might facilitate more honest input in systems where soliciting input 

from teachers has been rare and/or trust is low).

As decisions are made, communicating to everyone who is 

affected is essential. Every opportunity should be seized 

to explain what’s changing, why, and how success will be 

measured. If the system does not provide answers and 

explanations, then rumors and misunderstandings are 

much more likely. Be explicit when changes are being 

made in response to feedback from stakeholders; even 

better, have representatives from those stakeholder 

groups be part of announcing the changes and framing the 

changes as a response to their input.

Don’t wait until you have the entire system 
laid out to communicate everything, but don’t 
try to put every issue and every detail on the 
table at the outset, either.

 As you work through this step, refer back to the 
Important Issues to Consider worksheet on p. 22 and 
the Capacity Demands worksheet on p. 38 to see if you 
can address any items you already have recorded and to 
keep track of ideas or issues that don’t fit neatly into the 
templates.
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Walking the Talk
In addition to expanding support, communication can also impose 

healthy discipline by forcing system leaders to ask whether they are 

“walking the talk.” Teachers and other stakeholders pay attention 

to what the system says but even more to what it does. When words 

and deeds are consistent, it builds trust and good will. Likewise, 

where the messages are about professional growth and development 

but actions emphasize high-stakes accountability, support will 

wane, and impact will be undermined.

The more system leaders communicate about the work, the more 

they are forced to consider the alignment of what they are saying 

and doing and put themselves “on the hook” to follow through on 

commitments. A deliberate focus on the messages stakeholders 

receive helps reinforce core values and common goals.

Keeping Communication Channels Open
Finally, communication needs to be ongoing as new evaluation 

systems are implemented in the field. Some things won’t go according 

to plan — indeed, some issues will arise that the design team was 

unable to anticipate. It’s essential for front-line employees to have a 

way to communicate concerns and problems early on and regularly. 

Systems that listen and respond can increase support while 

they strengthen the evaluation systems. Aspire Public Charter 

Schools, for example, surveys teachers every year to get feedback 

regarding satisfaction with coaches, evaluations, and professional 

development. The CEO and senior leadership team take the 

responses and visit every school, every year, for a conversation 

about the school’s survey data, culminating in specific action steps 

for the central office as well as for the school. This communication 

honors the experience of teachers, informs ongoing planning efforts, 

and creates accountability for responding to employees’ concerns.

Working under the belief that there is no 
such thing as too much communication, 
Hillsborough County (FL) Public Schools 
developed an array of vehicles to keep 

teachers well informed and to solicit and respond to their concerns. 
Strategies include:

EE A toolkit on the district website that provides one-stop shopping for 
descriptions of each element of its empowering effective teachers 
(eet) initiative, key documents, tools, etc.;

EE Monthly newsletters to teachers and principals about eet’s current 
happenings and upcoming attractions;

EE presentations at schools introducing key elements of the initiative 
just before they are implemented;

EE updates at all monthly principal and assistant principal meetings;

EE Quarterly on-line magazine regarding eet;

EE link from the district’s home page to an eet website with easy 
access to the most recent webcasts, powerpoint presentations, etc.;

EE identification of teacher ambassadors at every school who serve 
as the communication liaison on eet, sharing information with 
teachers and sharing teachers’ feedback with the system;

EE Monthly board update reporting progress, results, and next steps;

EE “Greatteachers,” a dedicated email address to which teachers can 
send any questions (directors of peers and value-added receive 
those questions directly and reply within 24 hours);

EE eet speakers’ bureau, which provides speakers for faculty 
meetings, community events, etc.;

EE video responses to frequently asked questions (FAQs) that feature 
teachers;

EE Surveys to get teacher feedback, which include a mid-year survey 
on the peer evaluators and end-of-year surveys on both peers and 
mentors;

EE video overviews available on-line of each of the key components 
of the initiative (e.g., evaluation and compensation, induction, 
assessment, performance management);

EE Webinars about elements of the teacher evaluation (e.g., 
observations and scoring, value-added);

EE podcasts and pop-ups by the superintendent regarding timely 
issues tied to the new evaluation; and

EE provision of powerpoints, FAQs with answers, scripts, tri-fold 
brochures, and a dvd to guide principals’ presentations to teachers 
about elements of the initiative.

AN ARRAY OF 
COMMUNICATIONS 
TOOLS

Use Template 7 on p. 68 to lay out your communications 
strategy.


