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Appendix A: Crisis Response Protocols 

(Supporting Students, Staff, and Communities After a Tragedy) 

When tragedy strikes, the speed and sensitivity of leadership responses 

determine whether a school fractures under the weight of grief or finds 

resilience through community. The following crisis protocols outline both 

immediate and long-term actions, rooted in relational leadership. 

1. Immediate Actions (Within 24 Hours) 

• Confirm and Communicate 

• Verify the facts with the family before any public statements. 

• Contact the student’s parents/guardians directly with 

condolences and support. 

• Immediately remove the deceased student from automated 

call/email systems. 

Staff Notification 

• Send a secure, factual message to all staff. 

• Schedule an emergency staff meeting (in-person or virtual) to 

share the news and explain next steps. Activate Crisis Counseling 

• Contact local crisis teams, mental health partners, or CareSolace. 

• Schedule grief counseling sessions in the school building (e.g., 

12–3 PM, 5–7 PM). 

• Assign administrators and counselors to designated spaces for 

privacy. 

Direct Outreach to Peers 

• Identify the deceased student’s close friends, shop/class cohorts, 

and extracurricular teammates. 

• Make personal phone calls or visits to those students/families. 

2. Additional Immediate Supports (48–72 Hours) 

• Provide teachers with grief-response talking points. 

• Offer staff-only counseling (Zoom, phone, or in-person). 
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• Keep detailed logs of who attends counseling and who may need 

follow-up. 

• Contact community leaders (clergy, police, health departments) 

for coordinated response. 

3. Long-Term Supports (Weeks–Months) 

• Offer group counseling the first week back at school. 

• Prepare teachers in affected programs (e.g., Auto Tech) for 

student reactions. 

• Establish a memorial space or tribute (with opt-out options for 

students). 

• Follow up with families periodically, respecting their wishes about 

public sharing. 

• Plan anniversary supports, as grief often resurfaces one year later. 

Leadership Insight: Crisis management is not only logistical—it is 

relational. Every step must communicate care, credibility, and compassion. 
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Appendix B: Relational Leadership in Budget-Building 

 

(Embedding Trust into Technical Processes) 

Budgets are more than numbers; they are social contracts between schools 

and communities. Leaders must treat the budget cycle as a relational journey. 

Key Relational Practices in Budgeting 

1. Enrollment Verification 

• Establish an Enrollment Taskforce each fall. 

• Partner with town clerks to verify residency. 

• Share full rosters annually to prevent disputes. 

2. Transparent Communication 

• Build a proforma budget early (October–November). 

• Share preliminary numbers with staff, even before final state aid 

is released. 

• Use clear, accessible language to explain fiscal realities. 

3. Relational Governance 

• Treat school committee members as partners, not adversaries. 

• Frame fiscal challenges as shared dilemmas requiring 

collaboration. 

4. Community Engagement 

• Present budgets personally at selectboard and finance committee 

meetings. 

• Provide a transparent budget book with charts, digital links, and 

five-year trends. 

• Use student stories to humanize line items. 

Powerful Statements for Leaders 

• “Budgets are not built on spreadsheets; they are built on trust.” 
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• “Every budget line represents a student, a family, and a promise.” 

• “Transparency is the currency that buys patience during 

uncertainty.” 
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Appendix C: Compassion Beyond the Walls 

(Practicing Relational Leadership Outside Formal Settings) 

Relational leadership extends beyond offices, budgets, and classrooms—it 

lives in presence during life’s hardest moments. 

Ways Leaders Demonstrate Compassion Beyond the Walls 

1. Hospital and Home Visits 

• Visit hospitalized staff and students regularly. 

• Offer not only words of support but practical help (meals, rides, 

check-ins). 

• Follow up weeks later to show care is ongoing. 

2. Community Presence in Grief 

• Attend wakes, funerals, and memorial services when possible. 

• Support students at vigils, parades, or public gatherings. 

• Respect family wishes while standing visibly with the community. 

3. Small Group and 1:1 Counseling 

• Use prior training (e.g., counseling or social work) to sit with 

grieving students. 

• Normalize their emotions: “It’s okay to cry. It’s okay not to know 

what to feel.” 

• Provide referral pathways for students needing longer-term care. 

4. Modeling Humanity 

• Acknowledge your own fragility and grief when appropriate. 

• Share moments of vulnerability, without shifting focus away from 

others, so staff and students see leadership as human. 

Leadership Insights 

• Compassion is not a strategy—it is a presence. 

• In grief, words matter less than presence. 
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• Students and staff may forget your speeches, but they will never 

forget your presence at their darkest moments. 
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Appendix D – Operational Tools for Leaders 

While relational leadership emphasizes presence, compassion, and trust, 

leaders also need practical resources during a crisis. Appendix D provides 

operational tools that can be adapted to your own school or district. These 

templates and talking points ensure your response is not only efficient, but 

also rooted in care. 

1. Staffing & Crisis Team Plans 

Crisis Team Roles: 

• Point Person (Superintendent/Principal): Coordinates overall 

response, communicates with family, approves messaging. 

• Counseling Lead (School Psychologist/Adjustment Counselor): 

Organizes student and staff counseling coverage. 

• Community Liaison: Contacts external supports (police, 

CareSolace, clergy, crisis teams). 

• Logistics Lead: Opens school building, arranges food/drinks, sets 

up counseling rooms. 

• Communications Lead: Prepares robocalls, emails, social media 

posts, and manages press inquiries. 

Staff Coverage Plan: 

• At least two counselors present during all grief support sessions. 

• One administrator visible and available to greet students/families. 

• Teachers from impacted programs (e.g., Auto Tech) invited to 

join sessions if comfortable. 

• Virtual support via Zoom or phone for students unable to attend 

in person. 

2. Staff Guidance for Supporting Grieving Students 

Talking Points (Do’s): 

• “I’m so sorry for your loss.” 

• “What you’re feeling is normal.” 

• “You are not alone—we’re here with you.” 
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• “It’s okay to cry, laugh, or feel numb.” 

Avoid Saying (Don’ts): 

• “I know how you feel.” (You don’t.) 

• “At least he’s in a better place.” (Minimizes the student’s grief.) 

• “You’ll get over it soon.” (Pressures healing.) 

• “Everything happens for a reason.” (May cause anger or guilt.) 

Referral Language: 

• “It sounds like this is really heavy right now. Would you like me 

to walk with you to see a counselor?” 

• “I’m not a professional counselor, but I want you to have the 

right support. Let’s connect you with someone who can help.” 

3. Group Prompts for Classroom Discussions 

• Teachers often ask, “What do I say when my class is grieving?” 

These prompts can open safe dialogue: 

• “How are you doing today?” (Begin simply; don’t force depth.) 

• “What are some good memories you have of [student’s name]?” 

• “What helps you when you feel sad?” 

• “What can we do as a class to support each other this week?” 

Tip: Keep discussions voluntary. Allow students to step out. Always follow 

up with counseling referrals if deep emotions surface. 

4. Communication Templates 

a. Robocall Script (Grief Notification) 

Hello, this is [Name], Superintendent of [School]. 

I am calling with very sad news. One of our students, [Student’s Name], 

tragically passed away in [incident]. 

Our thoughts are with [Student’s Name]’s family and friends during this 

incredibly difficult time. 
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To support our school community, grief counseling will be available at 

[school] on [date], from [time] to [time]. All students and families are 

welcome. 

Please don’t hesitate to reach out if you or your child need support. Thank 

you. 

b. Parent Letter Template 

Subject: Supporting Our School Community After the Loss of [Student’s 

Name] 

Dear Families, 

It is with deep sadness that I share the passing of one of our students, 

[Student’s Name], from [Town/Class/Program]. We extend our heartfelt 

sympathy to [his/her/their] family and friends. 

We know this news will be difficult for many students. To support them, 

counselors will be available at [school] on [dates/times]. Students are 

welcome to attend, talk, or simply sit with others. 

We encourage you to talk with your child about this loss and to reach out to 

us if you feel additional support is needed. Attached is a resource guide for 

parents on talking to children about grief. 

As always, our priority is the well-being of our students and community. 

Sincerely, 

[Administrator Name] 

c. Student-Facing Announcement (Classroom or Email) 

• Today, we are deeply saddened to share that our classmate, 

[Student’s Name], has died. We know this may bring up many 

different emotions, sadness, confusion, anger, even numbness. 

All of these reactions are normal. 
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• Counselors are available at [school location] today from [time] to 

[time] if you would like to talk. Please know you do not have to 

go through this alone. 

• We will also be planning opportunities in the coming days to 

honor and remember [Student’s Name] together. 

5. Memorial Options (Family-Directed) 

• Leaders should always check with the family before organizing 

tributes. Options include: 

• A memorial table with photos and flowers in the school lobby. 

• A moment of silence at the next school assembly. 

• A memory wall where students can leave messages. 

• Attendance at services (encouraged but voluntary for staff). 

• Scholarships or awards in the student’s name (long-term tribute). 

6. Documentation & Follow-Up 

Why it matters: Families and staff often appreciate knowing their grief was 

handled thoughtfully and responsibly. 

• Keep a log of outreach (calls, emails, counseling sessions). 

• Track which students accessed counseling and follow up after 

one week, one month, and at key anniversaries. 

• Provide debrief sessions for staff to process their own grief. 

Closing Note 

These operational tools should not replace the relational work of presence, 

compassion, and authenticity. They provide structure, but the human heart 

provides healing. As one student told me after a tragedy: “We didn’t need 

perfect words—we just needed to know you cared.” 
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Appendix E: Conflict Mediation Protocol 

Introduction 

In Chapter 9, we explored how conflict in schools, whether between staff, 

administrators, or even students, can either divide communities or strengthen 

them, depending on how leaders respond. The stories showed both sides of 

relational leadership: holding people accountable when they fall short, while 

also extending compassion that restores dignity and trust. 

This appendix is designed as a practical tool for leaders who want to turn 

conflict into growth opportunities. It provides a clear, research-based 

mediation process that aligns with relational leadership values. Rather than 

avoiding disputes or relying solely on punitive measures, this protocol equips 

leaders to address conflict in ways that build trust, repair relationships, and 

reinforce community norms. 

When used consistently, the Conflict Mediation Protocol can: 

• Model dignity and fairness for staff and students. 

• Transform tense moments into opportunities for growth. 

• Strengthen the relational “bank account” between leaders and 

their teams. 

• Ensure that accountability is paired with empathy and healing. 

The following steps integrate best practices from mediation research (Bush & 

Folger, 2005; Moore, 2014; Fisher, Ury, & Patton, 2011) with real-world 

school leadership applications. 

Step 1: Prepare the Environment 

• Choose a neutral space (not one person’s office). 

• Arrange seating with a small table between disputants; mediator 

sits in the middle. 

• Provide clipboards, pens, and paper so participants can take notes 

rather than interrupt. 

Step 2: Establish Ground Rules 
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• One person speaks at a time. 

• No interruptions, raised voices, or hostile body language. 

• If you disagree, write it down—you will get your turn. 

• All parties must agree to the rules before proceeding. 

Step 3: Share Stories 

• Each participant shares their perspective fully, without 

interruption. 

• The mediator listens actively—using paraphrasing, clarifying, and 

summarizing to ensure accuracy (Egan, 2014). 

• The second participant then shares their story under the same 

conditions. 

Step 4: Identify Core Issues and Emotions 

• The mediator highlights common themes and reframes 

accusatory language into neutral terms. 

• Encourage participants to express emotions as well as facts, 

which often underlie conflict (Bush & Folger, 2005). 

Step 5: Build Empathy Through Perspective-Taking 

• Use guiding questions: “If that comment were said to you, how 

would you feel?” 

• Encourage participants to reflect on how their words/actions 

impact the other. 

• This process helps shift the conversation from positions (“what I 

want”) to interests (“why I need it”) (Fisher, Ury, & Patton, 

2011). 

Step 6: Develop Agreements 

Co-create clear, practical agreements for moving forward. 

Examples: 

• Daily greetings and courtesies. 

• Professional communication protocols. 
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• Using a supervisor for unresolved disputes. 

• Agreements should be written and signed by both parties. 

Step 7: Accountability and Follow-Up 

• Document the mediation outcome. 

• Where necessary, issue formal accountability (e.g., written 

warning, letter of reprimand). 

• Schedule a follow-up meeting within 1–2 weeks to assess 

progress. 

Reflective Exercise for Leaders: 

After facilitating a mediation, journal about: 

1. What went well in the process? 

2. How did I regulate my own emotions? 

3. What cues did I miss, and how can I improve my listening next 

time? 

4. How did this process strengthen (or test) my relational 

leadership? 
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1. Prepare the Environment 

• Neutral space, not one party’s office. 

• Seating: participants side by side, mediator in middle, small table 

between. 

• Provide clipboards/paper for note-taking. 

2. Set Ground Rules 

• One person speaks at a time. 

• No interruptions, raised voices, or hostile body language. 

• Disagreements written down, not blurted out. 

• All parties agree before continuing. 

3. Story Sharing 

• Participant A tells full story → mediator paraphrases. 

• Participant B tells full story → mediator paraphrases. 

• No cross-talk during this phase. 

4. Identify Core Issues 

• Look for common themes. 

• Reframe accusatory language into neutral terms. 

• Highlight both facts and emotions. 

5. Build Empathy 

• Ask: “If this were said/done to you, how would you feel?” 

• Shift focus from positions (“what I want”) → interests (“why I 

need it”). 

• Encourage perspective-taking. 

6. Develop Agreements 

Co-create written, practical agreements. 

Example agreements: 

• Professional greetings daily. 

• Supervisor used for unresolved issues. 
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• Respectful tone in all communications. 

7. Accountability + Follow-Up 

• Document the agreement. 

• Apply accountability measures if necessary. 

• Schedule follow-up in 1–2 weeks to assess progress. 

Leader Reflection Prompts (after mediation) 

• Did I regulate my own emotions? 

• What cues did I notice—or miss? 

• How did my presence shape the outcome? 

• Did this process strengthen trust? 
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Appendix E-1: Mediation Session Form 

Date: ___________________________ 

Location: ________________________ 

Mediator: ________________________ 

Participants: 

• Name: ____________________________________ 

• Role: ____________________________________ 

• Name: ____________________________________ 

• Role: ____________________________________ 

1. Ground Rules (reviewed and agreed upon at start) 

☐ One person speaks at a time 

☐ No interruptions or raised voices 

☐ Respectful body language and tone 

☐ Notes may be taken for later response 

☐ Focus on resolution, not blame 

Mediator initials: _______ Participants’ initials: _______  

2. Story Sharing 

Participant A Statement (summarized by mediator): 

_________________________________________________________________

_______________________________ 

Participant B Statement (summarized by mediator): 

_________________________________________________________________

_________________________________________________________________

______________ 

3. Key Issues / Points of Tension 
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(Identified by mediator in neutral terms) 

_________________________________________________________________

_________________________________________________________________

______________ 

 

4. Agreements Reached 

(List specific, practical, and observable commitments) 

_________________________________________________________________

_________________________________________________________________

______________ 

 

5. Accountability & Follow-Up 

• Documentation to be filed: ☐ Yes ☐ No 

• Disciplinary action required: ☐ Yes ☐ No 

• Follow-up meeting scheduled for: _________________________ 

 

Participant A Signature: ________________Date: ______ 

Participant B Signature: ________________Date: ______ 

Mediator Signature: ___________________ Date: ______ 
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Appendix F: Having Presence 

 

Reflective Exercises and Practices 

Relational leadership cannot be sustained without regular self-reflection. 

These practices allow leaders to remain grounded, aware of blind spots, and 

intentional in their growth. 

a. Daily Reflection Journals 

At the end of each day, write three prompts: 

1. Who did I listen to today? 

2. Where did I miss an opportunity to show presence? 

3. What will I do differently tomorrow? 

Journaling helps leaders recognize patterns of neglect and celebrate small 

wins (Schön, 1983). 

b. Weekly Mentor Conversations 

Relational leaders benefit from external perspectives. A trusted mentor, 

colleague, or coach can serve as a sounding board for difficult situations. 

Structured weekly check-ins prevent leaders from leading in isolation and 

help them remain accountable to their values (Kram, 1985). 

c. Practicing Vulnerability 

As Brené Brown (2012) reminds us, vulnerability is the birthplace of trust. 

Leaders can practice by sharing appropriate personal stories in staff meetings, 

acknowledging mistakes, or asking for feedback. These practices model 

humility and invite reciprocal openness. 

d. Small Steps into Larger Actions 

Reflection begins with micro-steps: one extra hallway conversation, one 

follow-up text to a struggling staff member, or one handwritten note to a 

teacher. Over time, these small acts accumulate into habits, and habits form 

the bedrock of culture. 
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Relational Leadership Rooted in a Plan for Presence 

Presence is not accidental, it must be planned. Without intentionality, leaders 

default to paperwork, emails, and meetings that consume their time. A 

relational leadership strategy requires setting rhythms of presence both inside 

and outside the school walls. 

a. Daily School Presence 

• Early mornings: Be in hallways or classrooms before the day 

begins. Greeting staff before the first bell communicates 

approachability. 

• During prep periods: Stop into classrooms not to evaluate but to 

connect. Ask about families, hobbies, or ongoing projects. 

• After school: Linger in hallways or the parking lot. Many of the 

best conversations happen when the pressure of the day has 

lifted. 

b. Attending Student and Staff Events 

Relational leaders strengthen bonds by showing up at concerts, games, shop 

showcases, or fundraisers. Presence outside the classroom demonstrates care 

for the whole person, not just their professional performance. 

c. Community Presence 

Relational leadership extends beyond the walls of the school. Serving at local 

soup kitchens, walking in town parades, visiting the YMCA, or attending 

civic meetings sends a clear message: the school is not isolated from the 

community—it is a vital part of it. Leaders who are visible in these spaces 

deepen trust with parents, students, and staff alike. 

d. A Written Presence Plan 

Just as leaders create budgets or improvement plans, they must also create a 

“Presence Plan.” This might include: 

• Three classroom visits per day. 

• One community event per week. 
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• One hospital or home visit per month. 

• One reflective walk with a mentor or colleague biweekly. 

By writing down and tracking presence, leaders transform intentions into 

habits. What gets scheduled gets done. 
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