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January 17, 2023

Prepared for New York State Leaders

Leading your Community through Change
An engagement-centered approach to navigating the New York State 
Policy on Native American imagery in mascots
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Let’s Check-In in the Chat!  

Share your Name, 
District, and how 
you are feeling 

coming into today’s 
webinar.

5
4
3
2
1



Copyright © Education Elements, Inc. All rights reserved. 3

Your Hosts

Kelly Freiheit
Education Elements

kelly@edelements.com

Gabby Hewitt
Education Elements

gabby@edelements.com

Jason Broussard
Education Elements

jason.broussard@edelements.com

Terri Bavis
Superintendent

Waterloo CSD, NY
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Schools grow when people grow.

We believe that change begins with people not products; that to shape a more equitable and 
just future for each student, we must evolve our habits and mindsets, and redesign our 
systems and practices.

We do this by bringing out the best in people and their communities, leveraging networks and 
our expertise. We help schools, districts, and state agencies with their challenges related to:

● Personalized learning
● Employee retention
● Equitable practice

● Strategic planning
● Community perception 

surveys

● Curriculum adoption, and 
● Leadership development
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Our Reach
We’ve been redesigning 
education since 2010.

We’ve reached:

1.5M students

1700+ schools

320+ districts
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Lewiston-Porter CSD

Erie 2 BOCES

Eden CSD

Pine Valley CSD

Frewsburg CSD

Williamson CSD

Sodus CSD

Gananda CSD

Marion CSD

Wayne-Finger Lakes BOCES

Geneva CSD

Dundee CSD

Clyde-Savannah CSD

Penn Yan CSD

Waterloo CSD

North Rose-Wolcott CSD
Red Creek CSD

Central Valley School District

Syracuse CSD

Enlarged CSD of Middletown

Newburgh Enlarged CSD

Beacon CSD

Bedford CSD

Chappaqua CSD

Current District Partners

Past District Partners

Salamanca CCSD

Auburn ECSD

Franklin CSD

Hendrick Hudson SD

Cattaraugus-Allegany-
Erie-Wyoming BOCES

Dutchess County BOCES

Ulster BOCES

Millbrook CSD

Ossining CSD

Gilbertsville-Mt Upton

Romulus CSD

Unadilla CSD

Willsboro CSDBOCES Partners

Red Hook CSD

Ellenville CSD

PNW BOCES

Enterprise Charter

Glens Falls City Schools

Pine Bush CSD

NYC DOE
Roosevelt UFSD

DCMO BOCES

Delaware Academy

GST BOCES
Arkport CSD

North Tonawanda CSD

Elmira CSD

Nyack CSD

Campbell Savona CSD

Rockland BOCES

Manchester-Shortsville CSD

Long Lake CSD

Rocky Point UFSD

Poughkeepsie CSD

Wayne CSD

Rochester CSD
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Objectives Agenda
● Share a framework for thinking 

about Change Management

● Review Case Study on Change 
Management through Waterloo’s 
Mascot Change Story

● Plan to apply Change 
Management practices to your 
district

● [5 mins] Check-Ins and Introductions

● [10 mins] Spark: Intro to Change 
Management

● [10 mins] Expand: Application to Mascot 
Change 

● [15 mins] Practice: Case Study + Best 
Practices from Waterloo CSD

● [10 mins] Apply: Q&A and support from Ed 
Elements

● [10 mins] Q&A + Check-out 
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SPARK | An Introduction to Change Management

"The secret of change is to 
focus all of your energy not 
on fighting the old, but on 

building the new." 
- Socrates



© 2020 education elements, inc. – proprietary and confidential. 99

Lewin’s Change Management Model

Evaluate the change 
and prepare the 

company/your team.

Roll out change and 
communications.

Incorporate these 
changes in the new 

“status quo.”
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Kübler-Ross Model

Psychological 
model maps the 

experience of 
processing change 

over time. 
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Kotter’s Model for Leading Change

8-step model to 
move from need 

for change to 
implementation.



© 2020 education elements, inc. – proprietary and confidential. 1212

Common Pitfalls in Change Management…

OVERSIMPLIFICATION EMPATHY WITHOUT 
IMPLEMENTATION

IMPLEMENTATION 
WITHOUT INCLUSION
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EXPAND I NY State Mandate on Mascot Changes 

https://legislation.nysenate.gov/pdf/bills/2021/S1549E
https://legislation.nysenate.gov/pdf/bills/2021/S1549E
https://www.gfsd.org/wp-content/uploads/2022/11/Indigenous-Native-American-Mascot-Memo_11.17.22-1.pdf
https://www.gfsd.org/wp-content/uploads/2022/11/Indigenous-Native-American-Mascot-Memo_11.17.22-1.pdf
https://www.npr.org/2022/11/19/1137904447/native-american-mascots-new-york-schools
https://www.npr.org/2022/11/19/1137904447/native-american-mascots-new-york-schools
https://spectrumlocalnews.com/nys/central-ny/politics/2022/11/24/mohonasen-superintendent--schools-need-sed-funds-for-mascot-replacement
https://spectrumlocalnews.com/nys/central-ny/politics/2022/11/24/mohonasen-superintendent--schools-need-sed-funds-for-mascot-replacement
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EXPAND | 3 common options to respond to Mandate

OPTION 1: Remove native 
American Imagery without 

a rebrand. 

OPTION 2: Ask and receive 
permission from Native 

American nation for 
continued use. 

OPTION 3: A full rebrand of 
the district mascot and 

logo. 
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PRACTICE | How to avoid Pitfalls when approaching your own Mascot change

OVERSIMPLIFICATION EMPATHY WITHOUT 
IMPLEMENTATION

IMPLEMENTATION 
WITHOUT INCLUSION

Solution: Communicate 
that this will be a 

multi-step process.

Solution: Engage your 
community members 

and follow-up with how 
their ideas are being 

used. 

Solution: Ensure 
multiple rounds of 

feedback loops, while 
keeping one of your 

most important groups 
(students) at the center.
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PRACTICE | Waterloo CSD Case Study 

Spring 2022 Summer 2022Summer 2021

District Newsletters share timeline and 
how community can give input

After several rounds of voting, 
students submit a final mascot for 

board approval

Written into Strategic Plan as a 
goal

https://drive.google.com/file/d/1dzIWFPeq9ezMhg8We36xUu-yDNSnSfHN/view?usp=sharing
https://drive.google.com/file/d/1dzIWFPeq9ezMhg8We36xUu-yDNSnSfHN/view?usp=sharing
https://www.waterloocsd.org/cms/lib/ny02211672/Centricity/Domain/8/Mascot%20Newsletter%205-22.pdf
https://www.waterloocsd.org/cms/lib/ny02211672/Centricity/Domain/8/Mascot%20Newsletter%205-22.pdf
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APPLY | Questions for Waterloo CSD? 
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SUPPORT FROM EDUCATION ELEMENTS 
PLAN AND ALIGN

We help you listen 
and understand your 
community’s input 
and needs with the 

mascot change 
process. Can 

include surveys or 
other community 

engagement options 
to generate ideas for 
a mascot rebrand. 

FOUNDATIONS

We walk you 
through a visioning 
session to review 

the district’s current 
mascot, vision, and 

values, and align 
this to the 

engagement data. 

DESIGN

We help you and 
your steering team 

to narrow down final 
choices for a 

mascot rebranding, 
and bring in our 

team of 
professional 

designer sot help 
you create your new 

design. 

LAUNCH

We co-design a plan 
to launch your new 

mascot with a 
presentation to your 

board and 
rebranding 

implementation 
plan. 
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Series on Mascot Change/Change Management

Thursday, Jan 5: 
Coffee Chat on 
Change as Loss

Tuesday, Jan 17: 
Webinar on how 

we have supported 
districts with this 

type of change

Thursday, Jan 19: 
Coffee Chat on 

Equity and 
Change 

Management
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Join our Northeast 
Leaders Coffee 
Chats!

Biweekly on 
Thursdays @ 8 a.m. 
EST

https://docs.google.com/document/d/1p9GaWOvstQdKWTGRc0zh6xPSLav6dyP3X_zIQbc1pJ4/edit#
https://docs.google.com/document/d/1p9GaWOvstQdKWTGRc0zh6xPSLav6dyP3X_zIQbc1pJ4/edit#
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Next coffee chat:
Thursday, January 19
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Let’s Check-Out in the Chat!  

Share one new idea you 
are leaving with or one 

way you anticipate 
needing support with 

your next change 
management process? 


