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Share your name, role, and 
district

What is one thing that you would 
go back and do over again in the 

last week? And why?

Put your response in the chat box.

All Panelists + 

Attendees
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Simma Reingold
simma@edelements.com 

@Simma_Reingold

Angela Kennedy Toon
angela@edelements.com 

@AngelaChubb1

Access today’s slides: 
bit.ly/EERetro

mailto:simma@edelements.com
mailto:angela@edelements.com
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Being a Responsive Org

What is a Retrospective?

Our EE Retrospective

● Teaming

● Information Sharing

● Decision Making

How you can do this too
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-- Responsive.org Manifesto

There are ~2,000 responsive 
orgs out of 3 million 
companies (with 10+ 
employees) in the world.

Responsive is also known as  B 
Corp, Beta, Emergent, 
Exponential, Open, 
Participatory, Teal
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WHERE WE WERE

If our org 
design is 

more 
responsive, 

then...

WHERE WE ARE GOING
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PURPOSE + PEOPLE’S 
PASSIONS ACTIVE PARTICIPANTS

DRIVEN BY ME

EMPOWERING, 
EFFICIENT, 
EFFECTIVE

ADAPTIVEPEOPLE
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INITIATION

PLANNING

EXECUTION

CLOSURE
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Rapid Iteration
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Being a Responsive Org

What is a Retrospective?

Our EE Retrospective

● Teaming
● Information Sharing
● Decision Making

How you can do this too
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Our Plan

Reality

The variability between what we planned for 
and the reality impacts our ability to predict: 

● Our people’s needs
● Allocate resources
● Address user requirements
● Solve for our biggest priorities

 Time
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At set time intervals throughout a project, we create a safe space to reflect on and discuss 
what worked well and what didn’t so that we can improve.

We focus the conversation and data collection on what enabled / prevented our team from 
hitting work goals so that we can understand broadly:

This information is then used to pivot our approach - adopting new action steps, adjusting 
our roles and responsibilities, improving our processes, etc.

What should we 
continue doing?

What should we 
stop doing?

What should we 
start doing?
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“Taking the time to reflect on and 
communicate about unwanted outcomes 

can go a long way in creating more 
congenial, trusting and ultimately 

productive workplaces.”

● Frame it in a question + hypothesis - 
changes the tone

● Discussion prevents replication

● Complexity reduces blame and 
increases learning
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Understands how personal 
experiences, values, and 
strengths impact leadership 
philosophy, practices, and 
interactions

Seeks out and models 
ways for self and 
others to constantly 
ask questions, learn, 
and share

Asks questions and 
listens to learn, 
empathize, reflect, and 
illuminate insights
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Build Trust and Allow 
Authority to Spread

Harness the Flow and 
Let Information Go

Aim for “Safe Enough to 
Try” versus Consensus
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What language do 
you use when talking 

about failure?



Copyright © Education Elements, Inc. All rights reserved. 20

Being a Responsive Org

What is a Retrospective?

Our EE Retrospective

● Teaming
● Information Sharing
● Decision Making

How you can do this too
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How did we respond? 
“4 Rocks” to define and distribute the work 

Expand Our 
Network

Deepen Relevance 
to Our Current 
Clients

Establish Creative 
Partnerships

Readiness for 
COVID Pivot
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How did we respond? 
COVID-19 Taskforce - breaking down the work
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FIVE TYPES OF MEETINGS

MENTOR INFO TACTICAL STRATEGY GOVERNANCE

1-1 or small group 
meetings focused on 

learning and 
development

Project, team, or 
org-wide “status” 

meetings  focused 
on sharing info about 
the work being done

Project or team 
meetings focused on 

moving the work 
forward

Project or team 
meetings focused on 

doing the work 
(analyzing, planning, 
brainstorming, etc.)

Meetings that set the 
policy that will guide 

current and future 
work

PDA convos and 
Personal Reach Outs 

Friday - Sync
All Company Weekly 

Status

Weds - Async Email

COVID Taskforce 
2x Weekly

 

1x Weekly at 
Company wide 

Governance
 

How did we respond? 
Adjusted Meetings for COVID-19 Response
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How did we respond? 
Adjusted Meetings for COVID-19 Response
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● We didn’t need to convene as many people at once. People are able to move in and 
out as necessary → like a movie set.

● Creating new teams to focus on strategy allowed for existing teams to work 
tactically to address needs.

What went well?

● How can we organize our team for what people enjoy + what they are good at when 
there is new work. This requires us to understand the skills and strengths of our 
people and be creative on how to leverage that.

● Some people on our team were flexible + other people need more support. Those 
who needed more support were stronger in more stable roles.

What did we learn?
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How is it reshaping us?
Bringing this way of working to our clients

Blog posts, guides 
and videos
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How is it reshaping us?
Circles + Who in Involved
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What’s one way your 
teams are collaborating 
differently now that you 

are virtual?
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Living out Responsive Planning

What is a Retrospective?

Our EE Retrospective

● Teaming
● Information Sharing
● Decision Making

How you can do this too
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● Spread of misinformation comes from:
○ Limited access to information
○ Overreaching misinterpretation

● We are both providers and receivers of 
information:
○ As providers, figure out the best way to 

engage receivers
○ As receivers, pay attention to the 

information according to its purpose, ask 
for more information, and seek clarity
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1. Start with the brutal truth. 
"This isn't business as usual, and it's a time of great stress and uncertainty. It's also a moment in time when the 
work we're doing is its most critical."

2. Set the stakes and express gratitude.
"We're providing a vital service to people everywhere, especially to those, like the elderly, who are most 
vulnerable. People are depending on us."

3. Manage expectations. 
"I'm sad to tell you I predict things are going to get worse before they get better."

4. Address the obvious problem.
"When our turn for masks comes, our first priority will be getting them in the hands of our employees and 
partners working to get essential products to people."

5. Promise a singular focus.
"Wholly focused on COVID-19 and on how Amazon can best play its role."
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How did we respond? 
Sharing Messages

SMALL
GOOD TO KNOW

MEDIUM
IMPACT

LARGE
AWARENESS

Sharing updates related to 
pandemic, with links and articles to 

learn more

E.g. Updates on our Districts, What’s 
in the News

Messages that impact team 
members on their day-to-day work 

and how to do work

E.g. Policy updates on travel, PTO

Messages with high risk if 
misinformation, with impact to all of 

our team members.

E.g. Company financials, FMLA

Slack Channels Weekly Emails + 
Team Updates

All Company, In person Messages
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How did we respond? 
Sharing Messages

SMALL MEDIUM

https://drive.google.com/file/d/1qFVUH64skvqoCS4i7gwYieGCvUDkmdt4/view
https://drive.google.com/file/d/1qFVUH64skvqoCS4i7gwYieGCvUDkmdt4/view
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● Our team appreciated transparency + continuous flow of information
● We created many opportunities (repeat, reinforce, restate) to engage with 

information and ask questions
● Sharing different kinds of information in different ways for the team to digest

What went well?

● Importance of shared information in real time - even when we don’t know the 
answers.

● Benefits of talking about the stuff that people are thinking - but may be afraid to 
ask. Helps to control the back channels and misinformation across the 
organization. 

● We need to trust one another 

What did we learn?
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How is it reshaping us?
Market Research Team
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How is it reshaping us?
Commit to Commit Timeline
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Is there a message you 
have avoided 

communicating? 

If so, why?
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Living out Responsive Planning

What is a Retrospective?

Our EE Retrospective

● Teaming
● Information Sharing
● Decision Making

How you can do this too
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How did we respond?
What decisions do we need to make? What do we value?

Decision 
Making

Our People Our Company Our Clients

How do we maintain our team + 
avoid laying off any EE team 

members?

How will we ensure we are able to 
survive the grounding period? 

How will we continue serve our 
clients and deliver promised 

work?
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How did we respond?
Started with a Pulse Check

Decision 
Making

How are you doing? What do you 
need from us?

Are you engaging with your client 
partners?

What did we commit to deliver in 
the next 90 days? 

How can we deliver the work 
virtually? And update our 
processes to support that?

Initial plans to respond to 
COVID-19?

How can we continue to support 
you?

Our People Our Company Our Clients
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How did we respond?
Pulse Check

Decision 
Making

Based on the survey results, we 
identified ways to check in on specific 
individuals for continued support.
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How did we respond?
Real-Time with Clients

Decision 
Making
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How did we respond?
Real-Time with Clients

Decision 
Making
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How did we respond?
Real-Time with Clients

Decision 
Making
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● Organized around a few, highest leverage questions. Rapidly built a structure (and 
rebuilt) to capture the data

● Guided practice on how to answer questions + input data

What went well?

● Information comes in phases, we needed to be fluid in how we asked questions and 
captured the data

● Not every client was ready to talk at the same time - geographically, size, type of 
project, leadership qualities.

● One size won’t fit all captured resources and tools to share options with clients

What did we learn?

Decision 
Making
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How is it reshaping us?
Immediate Needs through Webinars + Repurposing Work

Decision 
Making

Internal Guidance External Leadership
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How is it reshaping us?
Adjust our services as we plan for the future

Decision 
Making

Our list of services will change...
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What data do you 
need to make your 

next decision? 

Do you have it 
already?
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Living out Responsive Planning

What is a Retrospective?

Our EE Retrospective

● Teaming
● Information Sharing
● Decision Making

How you can do this too
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LEARN PRACTICE LEAD

Read this blog post for 
self-inquiry 3 Ways to Tell You 

Lead ...

Create a message sharing 
document, like our Weekly 

Info Roundup

Use our slides + this 
protocol to lead your own 

retrospective

https://www.edelements.com/blog/3-ways-to-tell-you-lead-a-responsive-team-in-times-of-crisis
https://www.edelements.com/blog/3-ways-to-tell-you-lead-a-responsive-team-in-times-of-crisis
https://www.edelements.com/blog/3-ways-to-tell-you-lead-a-responsive-team-in-times-of-crisis
https://docs.google.com/document/d/1odpfHXzEo_FF1gtA2UUEfYginRa2UpynrhBgd4i_bUk/edit#
https://docs.google.com/document/d/1odpfHXzEo_FF1gtA2UUEfYginRa2UpynrhBgd4i_bUk/edit#
https://www.atlassian.com/team-playbook/plays/retrospective
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MAY 13 - 14 
—
Designing Student-Centered 
Learning

JUNE 3 - 4
—
Responsive Team Habits in 
the Age of COVID-19

JUNE 16 - 18
—
Designing Schools for 
Learning Continuity 
ConferenceGo Here to Learn More and Register: 

bit.ly/virtual-events-2020
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