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Top 3 Things for Leaders to Sustain their Resolve in Crisis
1) Focus on the physical. Take care of yourself physically to support yourself
mentally. Make time for sleep, eat healthy, and exercise.
2) Stay connected to people. Both your loved ones and your team. Remember to
always connect first, business second. Start every meeting with a quick check-in, and
be vulnerable with your own check-in.
3) Block off time in your calendar. Set boundaries and protect your time. Know
when you are most productive, and set meetings around that time. It is okay to turn
meetings down as long as you clearly communicate your priorities.

Quotes to Contemplate

The task of leading during a sustained crisis— whether you are the CEO of a major corporation or a manager
heading up an impromptu company initiative—is treacherous. Crisis leadership has two distinct phases.

First is that emergency phasewhen your task is to stabilize the situation and buy time. Second is the adaptive
phase when you tackle the underlying causes of the crisis and build the capacity to thrive in a new reality. The
adaptive phase is especially tricky: People put enormous pressure on you to respond to their anxieties with
authoritative certainty, even if doing so means overselling what you know and discounting what you don’t. Asyou
ask them to make necessary but uncomfortable adaptive changes in their behavior or work, they may try to bring
you down. People clamor for direction, while you are faced with a way forward that isn’t at all obvious. Twists and
turns are the only certainty. Yet you still have to lead

Discussion Questions
1 What underlyingissues have been brought on by tiisis? How have you worked to build the
capacity to thrive?
1 What authoritative decisions have you made, even without full certainty they would work?
1 How do you work with your teams to overcome the uncertainty you all face?

This crisis gives leaders the opportunity to lead from the front. From those I've talked to and what I’'m seeing, I'm
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taking care of yourseffe.g., by meditating so that you can be the best version of yourself leading others? What

actions are you taking to help the people around you? How will you measure your own performance? How do you

want your leadership from this time to be remembered?-“A Time to Lead with Purpose and Humanity”

Discussion Questions
1 What areyou doingto sustain your own resolve? How are you modeling this for your team?
T What support have you found that “your people” t
supported, but also using this tini@ grow their own capacity?
1 How do you want your leadership from this time to be remembered? How are you routinely
incorporating this into your actions each day?



https://hbr.org/2020/03/why-leaders-need-meditation-now-more-than-ever
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School Hierarchy of Needs- Campus Assessment Exercise
1  Where is your school now?
1 Whatis your focus moving forward?

Key Observations
I Thisis not atinclusive. Your campus may be in one
phase for one initiative and a different phase for
another.

9 This should be fluid and iterative. Campuses should
continuously revisiteach phasetogure it is still
making meaningful impact

1 As new information or policies are shared, continue to

work your campus through this planning framework.

O

Framework
Assumptions:

Continuously review the feasibility of
your plan and revise goals as needed.

* School is closed for at least 8 weeks

® State testing is cancelled

* States remove or relax instructional days requirements
¢ Teachers are paid for all days

Decision Fatigue & The “Safe Enough to Try” Mentality

School leaders make over 30,000 decisions on an
average day That numberis much greater during
times of crisis, often causing decision fatigue.

Decision fatiguedescribes how people struggle with
their choices after making too many decisionsin a
given day.When faced with decision fatigue, people
normal ly choose “the pes
instead of thinking strategically about what is best.

To ease decision fatigue, consider adopting the

Decision Fatigue in the Courts

After analyzing over 1,100 decisions over the course of a year,
the researchers found that when it was time to decide if a
prisoner should be granted parole, it wasn’t the crime
committed, the length of the sentence, or the ethnicity of the
offender that determined prisoner's future.

Instead, the biggest influence seemed to be the time of day
the prisoner stood in front of the judge. The prisoners who

appeared later in the day were less likely to be released on

parole than those who appeared in the morning.

The judges were not treating prisoners unfairly on purpose.
They were actually experiencing decision fatigue. The mental
work required to rule on case after case all day wore each
judge down, weakening his ability to make a good decision.

This resulted in quick decisions that would make it easier for
the judge at that moment, which was to deny parole to the
prisoners appearing before him. Rather than agonizing over
decisions, the judges would typically ease their mental strain
by resisting change and keeping the prisoners locked up.

mantra: “Is this safe enough to try?”
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The New School Rules

e s this good enough for now?

school teams work with

the new rule of aim for “safe enough to
try”...instead of consensus, it can become
a mantra that empowers teams to take

Anthony Kim and Alexis Gonzales- Black,

Is it safe enough that if it fails, we have time to recover?
Shift from “Does everyone agree?” (consensus) to “Is this safe enough to try?”
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protects against three common pitfalls that also come L)

along with decision fatigue:
1. Delayed DecisieMaking
2. Fabke Promise of Consensus
3. Deciderin Chief

1. Delayed Decision-Making. When decision making is impacted by decisfatigue |eadersoften take longer
to make a definitive decision. This time wasted in not making a decision can havelongterm effeetss a f e
enough to try” mantra reduces the anxieties and all ows

2. False Promise of Consensus. Leaders often try to bring the smartest people together when determining a
path forward. Whileitis importantto gather input, réhg on others too much can also 1) delay decisi@) shift
accountability; 3)drce conformity

3. Decider-In-Chief. When | eaders and their teams adopt the “safe
the team to become a decisiemaker. Whermaking decisions, leaders can avoid time wasted and also minimize
the feel idoguew” ofde“ctiospi on maki ng across their staff
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Distributing Leadership During Covid-19

1) Develop a Covid Task Force & Project Leads

Reminder: Aim for “safe enough to
try” over consensus:

With newinformation comingat us every
minute, high levels of anxiety, and
limited proven practices, trying to get
consensus is a mistake.

COVID-19 Task force

e Meet regularly (almost daily) to review new information
Create/update internal comms doc

Makes decisions for team as a whole
Avoids consensus pitfalls and operates with a "safe enough to try” mindset

You should look at all the feedback as
data points and information so thgbu
can make the dtdimeée s
toint egrate everyone

often results in a diluted decision.

e Useinternal comms doc to make decisions for individual
projects, teams, district partners

e |ead communications with district partners

e (Capitalizes on established structures

2) Develop a Post-Covid Task Force & Project Leads. This does not need to be the same group as the
initial task force.



