
How to Avoid Overcommunication vs 
Undercommunication

A practical guidebook for working professionals who want to communicate with precision, confidence, and clarity — without 

overwhelming others or leaving them in the dark.



INTRODUCTION

Why This Guide Exists

Outcome
Expected results and impact.

Scope
What the guide covers.

Audience
Who will benefit most.

Purpose
Why the guide was created.

Every day at work, you face a quiet but consequential challenge: how much should I communicate? Too little, and your team operates in 
a fog — missing context, making assumptions, and feeling disconnected. Too much, and you become the person everyone dreads seeing 

in their inbox — burying important signals in a flood of noise.

Neither extreme is safe. Undercommunication breeds confusion, broken trust, and missed deadlines. Overcommunication creates 

fatigue, diluted messages, and the dangerous habit of people tuning you out entirely. The research is clear: most workplace failures — 

missed targets, relationship breakdowns, failed projects — can be traced back to a communication calibration problem, not a 

competence problem.

This guidebook is designed to help you find and hold The Communication Sweet Spot — the zone where your messages are frequent 
enough to keep people informed, focused enough to be understood, and precise enough to be acted upon. Whether you're managing up, 

coordinating across teams, or communicating with clients, the same principles apply.

How to use this guide: You can read it cover to cover for a complete framework, or jump directly to the section most relevant 

to your current challenge. Every section ends with a practical tool you can use immediately — no theory without application.
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CHAPTER 1

Understanding the Two Failure Modes
Before you can calibrate your communication, you need to clearly recognise both failure modes — and honestly assess which one you're 

more prone to. Most professionals default to one or the other based on personality, experience, and organisational culture.

🔇 Undercommunication

You assume people know what you know. You delay updates because you "don't want to bother anyone." You think brevity equals 
efficiency. You hold back concerns until they become crises.

Team members make incorrect assumptions

Stakeholders feel blindsided by developments

Trust erodes because visibility is low

You are perceived as disengaged or secretive

📢 Overcommunication

You CC everyone on every email. You send follow-up messages minutes after the original. You narrate every step of your process in real-
time. You repeat yourself in multiple channels to be "sure."

People stop reading your messages carefully

Meeting time expands to cover already-known ground

You are perceived as insecure or inefficient

Important signals get buried in noise

The key insight is this: both failures stem from the same root cause — a lack of intentional calibration. Undercommunicators assume 

too much; overcommunicators doubt too much. The solution for both is the same: a structured, audience-aware approach to deciding 
what to communicate, how much, and when.

Intentional Calibration

Undercommunicators Overcommunicators

Assume Too 
Much

Doubt Too 
Much

Same 
Root 

Cause

Audience
‑Aware 

Structure
d 

Commun
ication
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The Self-Diagnosis Checklist
Before applying any framework, you need an honest read on your current default. Use this checklist to identify your communication 
baseline. Mark each statement that applies to you most of the time.

🔇 Undercommunication Signals

I often assume my team knows what I'm working on

I delay sending updates until I have "something concrete"

I rarely proactively share context or background

I've been told: "I didn't know that was happening"

I hold back concerns or blockers to avoid seeming weak

I frequently communicate through a single channel

I often skip status updates when things seem "on track"

I don't document decisions or outcomes in shared spaces

📢 Overcommunication Signals

I send multiple follow-ups if I don't hear back within hours

I CC or loop in people "just in case"

I repeat the same point across email, Slack, and in meetings

I've been told: "You already mentioned that"

My messages are often longer than necessary

I narrate my process in real-time without being asked

I feel anxious when I'm not visibly communicating

I send detailed updates even when none are expected

Your Result: Count your marks in each column. More marks on the left? You lean toward undercommunication. More on the 

right? Overcommunication is your default. Roughly equal? You may be situationally inconsistent — which is its own challenge 

to address. Keep your result in mind as you move through this guide.
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CHAPTER 2

The CLEAR Framework
The antidote to both failure modes is a single, repeatable framework. Developed from best practices in professional communication and 
adapted for fast-moving work environments, the CLEAR Framework gives you five questions to answer before any significant 

communication. It takes less than 60 seconds and dramatically improves every message you send.

1

Context
"Does my audience have enough background to understand this message?"

Share only the context they don't already have. Don't re-explain what's common knowledge. Don't assume they 

remember last week's conversation. One sentence of framing is usually enough.

2

Level of Detail
"How much detail does this particular audience actually need?"

A CEO needs the conclusion and implications. An engineer needs the specifications. A peer needs the key decision. Match 

detail to role, not to your own comfort level.

3

Expected Action
"What do I want them to do — or not do — after reading this?"

Every message should have a clear purpose: inform, decide, act, or acknowledge. State the expected action explicitly. "For 

your awareness" vs. "Please approve by Friday" are very different requests.

4

Audience
"Am I sending this to the right people — and only the right people?"

Before adding someone to a CC line, ask: do they need to act, or will this just add noise to their inbox? Loop in only those 

who are genuinely impacted or responsible.

5

Right Channel
"Is this the right channel for the urgency and complexity of this message?"

Sensitive feedback belongs in a conversation, not Slack. A quick yes/no belongs in Slack, not a 500-word email. Match the 

medium to the message's weight and urgency.
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Channel Selection: The Right Message, The Right 
Medium
One of the most overlooked drivers of both over- and undercommunication is channel mismatch. Choosing the wrong channel doesn't 

just create friction — it actively distorts your message. A critical risk update sent on Slack may be missed. A two-sentence answer sent as a 

400-word email trains people to skim everything you send. Use this matrix to make intentional channel choices every time.

Communication Type Best Channel Avoid Using Why

Urgent decision needed 

today

Direct call or in-person Email thread Email lacks real-time clarity 

and urgency signalling

Quick yes/no or FYI Slack / instant message Formal email or meeting Reduces inbox clutter; 
matches message weight

Complex project update Structured email or shared 

doc

Verbal only Creates a record; allows 

async reading

Sensitive feedback or 

conflict

Private video call or in-

person

Group chat, email Tone is critical; eliminates 

misreading

Recurring team status Shared dashboard or async 

update

Daily meeting Reduces meeting fatigue; 

creates reference point

Strategic alignment / 

direction

Meeting + written follow-up Slack thread Ensures shared 

understanding and 
accountability

The rule of thumb is simple: the higher the stakes, the richer the channel. Written messages are efficient but lack tone. Conversations 

are rich but leave no record. The best communicators use both — thoughtfully and intentionally, not out of habit.
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CHAPTER 3

Step 1 — Calibrate Before You Communicate
The most powerful communication habit you can build is a brief calibration pause before sending any significant message. This is not 

about slowing down — it takes under 60 seconds. It is about shifting from reactive to intentional communication. Most communication 

errors happen because professionals communicate on autopilot, driven by anxiety, habit, or assumption rather than genuine audience 
need.

SendShapePause

The calibration pause is not overthinking — it's a 30-second mental check that separates reactive communication from strategic 
communication. Over time, this pause becomes automatic, and the quality of your messages will noticeably improve. People will start 

responding more quickly, acting more accurately, and engaging more meaningfully with what you send.

Quick Calibration Question: Before your next message, ask yourself — "If I don't send this, what's the worst that happens?" If 

the answer is "nothing significant," consider whether the message is necessary at all. This single question eliminates a 
significant portion of overcommunication.
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Step 2 — Know Your Audience's Information 
Appetite
Different stakeholders have fundamentally different information needs — not because they're more or less intelligent, but because they 

carry different responsibilities and face different kinds of decisions. Sending the same communication to a CEO and a project coordinator 

is a calibration error, even if the content is accurate. Understanding your audience's information appetite is one of the highest-leverage 

communication skills you can develop.

1

Senior Leaders / Executives
Appetite: Low volume, high impact

Lead with the conclusion or recommendation

Include implications, not just data

Summarise risk and required action clearly

Use bullet points, not paragraphs

2

Peers / Cross-Functional Teams
Appetite: Medium volume, context-rich

Provide enough background to act independently

Be explicit about what you need from them

Acknowledge their constraints and priorities

Keep tone collaborative, not directive

3

Direct Reports / Your Team
Appetite: Higher volume, operational clarity

Share the "why" behind decisions

Be specific about tasks, timelines, and ownership

Proactively communicate blockers and changes

Invite questions and surface concerns early

4

External Clients / Stakeholders
Appetite: Curated, professional, outcome-focused

Never share internal confusion or deliberation

Lead with progress and value delivered

Raise risks early with proposed solutions

Match formality to the relationship and stage
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Step 3 — Apply the Message Weight Test

Validate & Iterate

Apply Test

Clarify Audience

Identify Message

Every message you send has a weight — a combination of its urgency, complexity, sensitivity, and the stakes involved. The mistake most 

professionals make is applying the same communication effort to every message regardless of weight. A light message sent with heavy 
effort (long email for a quick update) wastes everyone's time. A heavy message sent with light effort (Slack message for a sensitive 

decision) risks serious misunderstanding.

Once you've assessed the weight of your message, match your format accordingly. Heavy messages deserve investment: careful 

structuring, the right channel, and follow-up confirmation that the message was received and understood. Light messages deserve 

efficiency: brevity, direct language, and no unnecessary ceremony. The discipline here is resisting the urge to treat every message as 

heavy (overcommunication) or every message as light (undercommunication).
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CHAPTER 4

Step 4 — Establish Communication Rhythms
One of the most effective ways to eliminate both over- and undercommunication is to replace ad hoc messaging with structured 
communication rhythms. Rhythms are predictable, recurring patterns of communication that keep stakeholders informed without 
requiring constant reactive updates. When people know when to expect information from you, they stop asking. When you know what to 

communicate and when, you stop overcorrecting.

Why Rhythms Work

Predictability reduces anxiety — both yours and your stakeholders'. When a weekly update is expected every Friday, no one asks for daily 

check-ins. When a project milestone is communicated at each phase, no one sends "just checking in" emails mid-sprint.

Rhythms also create accountability. They make it easier to notice when communication has drifted — either becoming too sparse or too 

frequent — because you have a baseline to reference.

Building Your Communication Rhythm

Choose 
Cadence

Decide frequency 
and timing

Standardise 
Format

Use templates for 
consistency

Set Goals
Define purpose and 

outcomes

Review & 
Iterate

Collect feedback 
and refine

Assign Roles
Clarify ownership 

and inputs

Daily: Quick team sync or async stand-up (5–10 min) — blockers, priorities, coordination needs only

Weekly: Progress update to manager or stakeholders — status, wins, risks, next steps

Biweekly: Cross-functional alignment — dependencies, handoffs, open questions

Monthly: Strategic review or retrospective — trends, adjustments, bigger-picture visibility

Project-based: Kickoff communication, milestone updates, completion summary — not continuous narration

The goal is not to create a rigid communication bureaucracy — it's to replace reactive, anxiety-driven messaging with intentional, 

expected communication that serves everyone's needs. Once your rhythms are established, both you and your audience will feel more in 

control, and the impulse to over- or undercommunicate will diminish significantly.
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Step 5 — Write Messages That Get Read (And 
Acted On)
Even perfectly calibrated communication fails if the message itself is poorly structured. Most professional messages are either too long 

and buried in context, or too short and missing critical information. The following structure works for any written communication — 

email, Slack, document update, or meeting recap — and dramatically increases the likelihood of a timely, accurate response.

1
Lead Line
State the most important thing first. What is this about? What do you need? One sentence. This is the line that determines 

whether the rest gets read.

2
Context (2–3 sentences max)
Provide only the background the reader doesn't already have. Don't retell history. Don't explain your reasoning process. 

Just enough context to make the lead line make sense.

3
Detail / Body
Share specifics: data, timeline, constraints, options. Use bullet points for more than two items. Keep paragraphs to three 

lines maximum. If the body exceeds 200 words, consider whether a meeting would be more efficient.

4
Clear Ask or Next Step
End with a single, specific action item. "Let me know your thoughts" is not an ask. "Please confirm by Thursday EOD" is. 

Be explicit about deadlines, ownership, and what a good response looks like.

5
Optional: What You Don't Need
If appropriate, explicitly state what you don't need from them. "No action needed — for awareness only" or "No reply 

needed unless you have concerns" reduces their cognitive load and your follow-up volume.
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WORKSHEET

The Message Builder Worksheet
Use this fill-in template before sending any important written communication. It takes 90 seconds and dramatically improves the clarity 
and impact of your messages. Keep a copy in your notes app or bookmark it for daily use.

Field Your Answer

Who is the audience? [ Write name(s) / role(s) here ]

What do they already know? [ List what context they already have ]

What is my lead line? [ Write your most important sentence first ]

What context is missing for them? [ 1–2 sentences only ]

What is my specific ask? [ One clear action + deadline ]

What do they NOT need to do? [ Explicitly state if no action needed ]

What channel should I use? [ Email / Slack / Call / Meeting + doc ]

CLEAR check: Context / Level / 
Expected action / Audience / Right 
channel

[ Quick yes/no check on each of the 5 elements ]

Pro Tip: If filling out this worksheet feels excessive for a message, that's a signal the message is probably lightweight — and a 

quick Slack message or two-sentence email is all it needs. Reserve the full worksheet for medium-to-heavy messages: project 

updates, escalations, client-facing communication, and requests that require decisions.
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CHAPTER 5

Real-World Application: Three Scenarios
Theory only becomes skill when applied to real situations. Below are three common scenarios that professionals face regularly — one 

driven by undercommunication, one by overcommunication, and one that requires deliberate calibration. For each scenario, notice the 

failure mode, the impact, and the corrected approach.

🔇 Scenario 1: The Silent 
Project Manager
Situation: Priya is managing a 

product launch. She's confident in 
her team and doesn't want to 

"micromanage" by sending too many 

updates. She waits until she has "real 

news" before communicating 
upward.

What happens: Her director, not 

hearing anything for two weeks, 

assumes the project is stalled and 
escalates to the VP. The VP asks 

pointed questions in a leadership 

meeting. Priya is blindsided and 

appears unprepared.

The fix: A brief weekly update — even 

three bullet points (status, risk, next 

step) — would have maintained 

visibility and prevented the 

escalation entirely. Silence is not 
neutrality; it reads as absence.

📢 Scenario 2: The CC-
Happy Consultant
Situation: Rahul is working on a 

client deliverable. He sends every 
draft, update, and minor question to 

the full client team of nine people "to 

keep everyone aligned."

What happens: The client's VP 

complains to Rahul's manager that 

the communication volume is too 

high and that the team is spending 

significant time managing irrelevant 
messages. The engagement trust 

score drops.

The fix: Map communication 

recipients to roles. The day-to-day 
project lead gets drafts and updates. 

The VP gets milestone summaries 

only. Nine-person CC lists are almost 

never appropriate for working-level 

communication.

⚖️ Scenario 3: The 
Manager Navigating a 
Team Change
Situation: Sarah's team is about to 

go through a restructure. She knows 
details but isn't sure how much to 

share before it's finalised. She 

oscillates between saying nothing 

and over-explaining every detail she 

knows.

The fix: The right approach is 

structured, staged communication. 

First message: "A restructure is being 

planned. I'll share full details by 
[date]. In the meantime, your current 

role is not changing." This 

acknowledges reality, reduces 

anxiety, and commits to follow-up — 

without oversharing speculation or 
undercommunicating in a way that 

breeds rumours.
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Common Mistakes & Their Fixes
Even experienced professionals fall into predictable communication traps. The following list captures the most common mistakes seen 
across industries and seniority levels — along with the specific, practical fix for each. Scan this list regularly as a self-audit tool.

Mistake What It Looks Like The Fix

The Dump Email A 600-word email with no clear ask, 
multiple topics, and no summary

One email = one topic. Lead with the 
ask. Use bullet points for multiple items. 

Limit to 200 words where possible.

The Phantom Update A project goes silent for weeks. No one 
knows if it's on track, paused, or dead.

Set a weekly rhythm. Even "No change 
this week — still on track for [date]" is a 

valuable update.

The Thought-Stream Slack Five separate messages sent one after 
another instead of one composed 

message

Compose fully before sending. Use one 
message. If it's getting long, consider 

email or a quick call.

The Assumption Gap "I assumed they knew" — the most 
common undercommunication phrase

Never assume shared context. Add one 
sentence of framing. It takes 10 seconds 

and prevents hours of confusion.

The Ambiguous Ask "Let me know your thoughts" or 
"Thoughts?" with no deadline or 

specificity

Replace with: "Please confirm [specific 
thing] by [day/time]. If I don't hear back, 

I'll proceed with [default plan]."

The Apology Loop Starting messages with "Sorry to bother 
you" or "I know you're busy, but..."

Remove the apology. State your 
message directly. Hedging reduces 

authority and invites the reader to 

dismiss your message.
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CHAPTER 6

The Meeting Communication Trap
Meetings are where overcommunication and undercommunication collide most visibly — and most expensively. Overcommunicated 

meetings drag on with repetitive discussion, re-explained context, and decisions already made being debated again. 

Undercommunicated meetings end without clarity, producing vague next steps and no record of decisions. Both are a tax on everyone's 
time and focus.

The Meeting Communication Checklist

Before the meeting:

Send an agenda with pre-read materials at least 24 hours ahead

State the purpose: inform, decide, or brainstorm — not all three

Include only people whose presence changes the outcome

During the meeting:

State the desired outcome in the first 60 seconds

Appoint a timekeeper and note-taker

Avoid re-explaining what's in the pre-read — refer, don't repeat

Capture decisions and action owners in real-time, visibly

After the meeting:

Send a summary within 24 hours: decisions made, actions, owners, deadlines

Do not send meeting notes that are just a transcript of the conversation

Follow up only on overdue actions — not as a default check-in

Meeting Communication Rules

The No Pre-Read Rule: If attendees haven't read the pre-read, don't spend meeting time re-explaining it. Reschedule or proceed at the 

level of those who are prepared.

The One Outcome Rule: Every meeting should produce exactly one clearly stated outcome. If there are multiple topics, structure them as 

separate agenda items, each with its own desired outcome.

The Follow-Up Rule: A meeting recap is not optional — it's the difference between a meeting that produces clarity and one that produces 

confusion. Make it brief, structured, and shared within 24 hours.
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REFLECTION TOOL

Weekly Communication Reflection
Growth in communication is built through deliberate reflection — not just in-the-moment corrections. Use this weekly check-in to identify 
patterns, celebrate improvements, and spot recurring calibration challenges before they become habits. Spend five to eight minutes on 

this at the end of each week.

Reflection Question Your Notes This Week

What was one communication I sent that landed really well? 

What made it effective?

[ Write here ]

Was there a message I sent that created confusion or required 
follow-up? What would I do differently?

[ Write here ]

Did I over-communicate this week — sending messages that 

weren't necessary or looping in people who didn't need to be 
included?

[ Write here ]

Did I under-communicate — holding back information that 

caused someone to feel blindsided or work with incomplete 
context?

[ Write here ]

Which relationship benefited most from proactive 

communication this week?

[ Write here ]

What is one communication habit I want to strengthen next 

week?

[ Write here ]

Building the Habit: Keep this reflection sheet in a recurring calendar block — 15 minutes every Friday afternoon works well for 

most professionals. Over four weeks, you will begin to notice distinct patterns in your communication behaviour that are nearly 

impossible to see in the moment. This is where lasting calibration skill is built.
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Communication Under Pressure: Staying 
Calibrated When Stakes Are High
The real test of communication calibration is not in normal conditions — it's when you're under pressure. Deadlines, conflicts, 

uncertainty, and high visibility are exactly the moments when most professionals default to their worst habits: either going silent to avoid 
saying something wrong, or flooding every channel with anxious updates. Pressure amplifies your default. This section gives you a 

pressure-tested approach.

During a Crisis or Major 
Blocker

Communicate early and often, but with 

structure. The first communication should 

acknowledge the issue, state what is 

known, state what is being done, and 

commit to a follow-up time. Resist the urge 
to wait until you have a solution — early 

transparency builds trust even when you 

don't have all the answers.

Under a Tight Deadline
Strip every communication down to its 

bare minimum. One channel, one audience, 

one ask. A three-line status message is 

appropriate — not a detailed narrative of 
your process. Reserve detail for after the 

deadline, when a retrospective is 

appropriate and useful.

Managing Stakeholder Anxiety
When people are anxious, they over-ask — 

which can trigger your overcommunication 

instinct. The best response is a proactive, 

scheduled update: "I'll send you a full 
update by [time]. Until then, here's where 

things stand in one sentence." This 

acknowledges their concern, sets an 

expectation, and reduces the follow-up 

pressure.

When You Don't Have an 
Answer

Never go silent because you don't have the 

answer yet. "I'm still working on this — I'll 

have clarity for you by [date]" is vastly 

better than silence. It demonstrates 

control, respects the asker's time, and 
prevents the escalation that almost always 

follows unexplained silence.
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CHAPTER 7

Building a Team Communication Culture
Individual calibration matters — but if you're a manager or team lead, you have the opportunity and the responsibility to shape how your 

entire team communicates. A team with healthy communication norms doesn't just perform better on individual tasks; it navigates 

ambiguity faster, resolves conflicts earlier, and maintains trust under pressure. Here's how to build that culture deliberately.

Model the Behaviour
Your team will communicate the way you 

communicate. If you send long, rambling emails — 
so will they. If you CC everyone — so will they. Be 

the standard you want to see. Every message you 

send is a communication training session.

Set Explicit Norms
Document your team's communication agreements: which 
channel for what, expected response times, when to escalate, 

what a good project update looks like. Don't assume people 

know — make it a team conversation and write it down.

Create Feedback Loops
Make it safe for team members to tell you when communication is too sparse 

or too heavy. "Did you have everything you needed this week?" is a powerful 
question that surfaces undercommunication before it causes damage.

Recognise Good Communication
Call out examples of excellent communication in team settings. When someone sends a 

perfectly calibrated update or delivers a crisp meeting recap, name it. Positive 

reinforcement builds culture faster than correction.

Team communication culture is not built in a single conversation — it's shaped over weeks and months through consistent modelling, 

clear expectations, and generous recognition. The investment is modest; the payoff in team performance and psychological safety is 
significant.
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The 30-Day Communication Calibration Plan
Behaviour change requires structure. Use this 30-day plan to systematically build your communication calibration skills. Each week 
targets a specific skill, giving you focused practice before layering the next level. By the end of the month, each skill should feel natural 

rather than deliberate.

1
Week 1: Diagnose
Run the self-diagnosis checklist. Identify your dominant failure mode. Audit the last 20 messages you sent — note 

where you over- or undercommunicated. Set one specific goal for the month.

2
Week 2: Apply the CLEAR Framework
Before every significant message, run through the five CLEAR questions. Use the Message Builder 

Worksheet for all medium and heavy messages. Focus on getting your channel selection right.

3

Week 3: Build Your Rhythms
Establish at least one recurring communication rhythm — a weekly update to 

your manager or a biweekly cross-team sync. Notice how proactive updates 

reduce the volume of reactive messages you receive.

4

Week 4: Reflect and Adjust
Complete the weekly reflection tool each Friday. Review your 
full month of communication patterns. Identify the one habit 

that made the biggest positive difference — and commit to 

making it permanent.
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KEY TAKEAWAYS

Summary: The Communication Sweet Spot
You now have everything you need to move from reactive, habit-driven communication to intentional, calibrated communication. Here 

are the seven principles to carry forward — and revisit whenever you feel your communication drifting in either direction.

1 Both extremes are costly
Undercommunication breeds confusion and erodes trust. Overcommunication creates noise and trains people to tune you out. 

Neither is safe — both require active correction.

2 Know your default
Most professionals lean toward one failure mode. Knowing yours is the first step to correcting it. Use the self-diagnosis checklist 

regularly as your communication fitness check.

3 Use the CLEAR Framework
Before any significant communication, ask: Context, Level of Detail, Expected Action, Audience, Right Channel. These five 

questions eliminate the vast majority of communication errors.

4 Match medium to message weight
Light messages deserve light formats. Heavy messages deserve rich channels. Channel mismatch distorts the message before a 

single word is read. Choose deliberately, every time.

5 Build rhythms, not reactions
Scheduled, predictable communication patterns dramatically reduce anxiety-driven over- and undercommunication. When 
people know when to expect you, they stop chasing you.

6 Pressure tests your defaults
Under stress, most people retreat to their worst communication habits. Recognise this trigger and apply the calibration pause 

deliberately when stakes are highest — that's when it matters most.

7 Reflect to improve
Communication skill is built through deliberate reflection, not just practice. Five minutes of weekly reflection compounds into 

dramatically better calibration over time. Make it a habit, not an occasional exercise.
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QUICK REFERENCE

Your Communication Calibration Quick-
Reference Card
Save this page. Bookmark it. Print it. This is your go-to reference for any communication challenge — a single page summary of every tool 

in this guide, designed for immediate use under time pressure.

⚡ The CLEAR Framework (30-sec check)

C — Do they have enough context?

L — What level of detail do they need?

E — What action do I expect?

A — Are these the right people?

R — Is this the right channel?

📋 Message Structure (Every time)

Lead line: the most important thing first

Context: 1–2 sentences, what they don't know

Detail: bullets, max 200 words

Ask: one specific action + deadline

Optional: "No action needed if..."

📡 Channel Decision Guide

Urgent decision → call or in-person

Quick FYI → Slack / instant message

Complex update → structured email

Sensitive topic → video or in-person

Strategic alignment → meeting + written follow-up

🔁 Communication Rhythms

Daily: blockers + priorities (async)

Weekly: progress + risks + next steps

Biweekly: cross-team dependencies

Monthly: strategic visibility

Project: kickoff → milestones → close

🆘 Under Pressure

Early transparency > delayed perfection

"I'll update you by [time]" > silence

One channel, one ask, one message

"The goal of communication is not to say everything you know — it's to give the right person exactly what they need to think, 
decide, or act."
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