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• Finding the right pace and balance for you and team
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A CEO’s view on how hard the role is now……

“How to most effectively communicate with all employees

remotely and show empathy; while running around with my

hair on fire trying to save the current org; while at the same                       

time trying to shape the future in a 'new normal' environment.”  

Source: CEO quote from What Leaders Can do to fight the Covid Fog, 5/20 HBS Working Knowledge



Or said more simply…

“The historic challenge for leaders is to manage the crisis 
while building the future.”

Source: Henry Kissinger, Former Secretary of State



-100% Defense/0% Offense

-75% Defense/25% Offense

-50% Defense/50% Offense

-25% Defense/75% Offense

-More than 75% Offense

Poll: What % of your time is spent on Defense vs Offense today?



Why playing Offense and Defense is important

HBS research on 4700 organizations from past 3 recessions:

• Best performers balanced between cutting costs to survive today & investing to 
grow tomorrow

• 37% chance of great performance after recession

• Worst Performers relied solely on cutting the workforce & costs

• 11% chance of great performance after recession

Source: HBR, March 2010, Profs. Noria, Gulati, and Wohlgezogen 



• Consider ‘zero-based’ budgeting—start with zero and add back essential 
items only

• Maximize cash via the following:

o Defer payables, delay rent, defer loan payments, aggressively get A/R, 
cut costs where there are not big long-term consequences

o Ask team to brainstorm on cost-cutting ideas

• Approve all bills being paid (over a certain amount)

• Fundraise broadly and test new approaches

Playing Defense: Cash is king



• Trim programs that are not essential to the organization’s mission, have not 
been effective, or lack sufficient demand at this time

• Make reductions in specific areas rather than across the board

• “If you are lean, disciplined and purposeful, you can achieve amazing things 
with a smaller group of people on a mission*” 

Playing Defense: Be strategic when you cut

*David Hersh, former CEO of Jive



Playing Defense: Lead with your mission, values and heart

• Over-communicate with candor, empathy, compassion, and credible hope

• Let your values drive the way you treat employees and all who you serve

• Manage other stakeholders (funders, partners, vendors) for long-term

• Ask yourself: How should I act now, and Who do I want to be as a leader 
when this is over?



Planning Forward



Playing Offense: How to plan forward in 2020

Goals:

• Analyze the current environment for all parts of your org

• Define new opportunities for innovation and change

• Update your 2020 goals to define what success looks like

• Given uncertainty, create a range of scenarios & a process to update them

Planning Forward



Select the best team to help you

• Pick 4-5 of your best and brightest people 

• Select trusted people with a track record of sharing their honest & direct feedback

• Make sure they’re innovative thinkers and not stuck in the past

• Select people who can invest at least 2 full days to help you plan

• Consider including 1 board member for buy in

Planning Forward



Define what’s changed since the recent events hit

• What core assumptions about your org and business do you need to rethink?

• What may never be the same after the Recent Events?

• What has changed for the foreseeable future?

• How will you walk away from what has been comfortable and known?

• Consider what has changed across all areas of your org
• Community you serve, program, team, funders, board, earned revenue, 

partners, etc.

Planning Forward



• What can you safely rely on that most likely will not change?

• What parts of your core must remain the same?

• What assumptions from the past are still true today?

• What things might be the same, but you wont be sure for awhile?

• Consider what is the same across all areas of your org
• Community you serve, program, team, funders, board, earned revenue, partners

Planning Forward

Get clear on what is still the same after the recent events hit



• What are the top 3 things we have learned in the past 3 months about:
• Community you serve, Program, funding, Team, board, earned revenue, partners, other orgs in 

your space, etc.

• What was the most frightening? Surprising? Inspiring?

• What are the implications of this new learning?

• What do you not yet know that you need to learn more about?

Planning Forward

Determine what you have learned since the recent events hit



What opportunities do you see since the recent events hit

• If you started your org today, what would it look like?

• Given what has changed, what new possibilities do you see for your org?

• How can you deliver your services in new ways that are on mission?

• How can you come out of this crisis 5X better than before?

• Brainstorm

Planning Forward



Planning Forward: Background Analysis

Community 
You Serve & 
Program Funding Team Board Earned Revenue Other (TBD)

What has 
changed?

What remains
the same?

What have we 
learned since 
Recent Events
hit?

What new 
opportunities 
do you see?



Background Analysis: After School Low Income Youth Services Org

Community 
You Serve & 
Program Funding Team Board Earned Revenue Other (TBD)

What has 
changed?

Cannot deliver 
program in 
person until 
school is back

Individual 
donations way 
down

We are mostly
productive 
from home. 
Stars emerge. 
More united.

Engagement
has been 
higher than 
ever

Cannot sell ice 
cream after 
school to other 
students

What remains
the same?

Our org is key 
to better 
outcomes 

Core funders 
reiterate 
support

Team is very 
committed to 
our mission

They care 
deeply about 
us & our youth

Need for earned 
revenue to fund 
program

What have we 
learned since
Recent Events 
hit?

The need is 
much bigger 
than we 
thought

We will need 
to operate 
with less 
funding

Some struggle 
at home; 
Managing
stress is key.

We have 
learned who 
our Star board 
members are

We need other 
earned income 
revenue streams 
to survive

What new 
opportunities 
do you see?

Online. New 
programs on 
safety and 
helping others

Seek funding 
for new 
programming

New roles for 
Stars. Better
culture. Partial 
WFH can work.

Keep high 
engagement. 
New roles for 
Stars. 

Brainstorming
needed to ID 5 
new revenue 
ideas to test



SWOT Analysis

Strengths

-What are we great at?
-Where do we have an advantage compared to 
other orgs?
-What can we build on going forward?

Weaknesses

-What key things do we need to address?
-Where are we most vulnerable?
-What do other orgs do better than us?
-Where did Recent Events make us weaker?

Opportunities

-If we started our org today, what would it look 
like?
-What new possibilities do we see for our org?
-Conduct Brainstorming

Threats

-Economic outlook?
-Funding in a Covid world?
-How long until a vaccine?
-Can other orgs adapt better?

Planning Forward



Brainstorming

“With the far-reaching impact of COVID becoming more clear by the

day, nonprofit leaders need to be clear about their core mission; fearless

in ripping up the well-developed plans from the past; and galvanizing

their teams to try new services, ideas, or approaches (even if most of them may 

fail) that will meet the challenges in this new normal.” 

Source: Nonprofits must hoard cash to hang on, HBS Working Knowledge, 5/8/20 Planning Forward



Identify new ways to survive that are on mission & help you now & in 
the future

PRE-COVID

In-Person Tutoring to low 
income youth in NYC

Reduce food waste and food 
insecurity by redistributing 
surplus food from restaurants 
to nonprofits (B2B)

POST-COVID

Online Tutoring to low 

income youth nationally

Distribute meals from 

restaurants to nonprofits and 

homes of those at-risk (B2B& 

B2C) 

Brainstorming

Planning Forward



• Virtual sticky notes (Stormboard, Lucidchart)

• Everybody writes down ideas 1st on their own and then presents them
• Hold back evaluation until all ideas are out

• Group common themes

• Pick the top ideas

• Separate break out groups to take the best ideas farther

• Ask everybody for 1 new idea next day based on brainstorming

• Determine what do you need to further research and test to validate?

*Source: Why Brainstorming works better online, HBR, April 2015

Virtual brainstorming exercises: 50% better than in-person*

Planning Forward



• Review your analysis on:

• What has changed

• What remains the same

• What have you learned

• New Opportunities

• SWOT

• Brainstorming

• Answer these 5 important questions:

1)What must we start doing?

2)What must we stop doing?

3)How are we going to do it?

4)What resources and capabilities do we need to succeed?

5)When looking forward with fresh eyes, do I have the right organization?

Defining the path forward

Planning Forward



• Simple Goal Setting Framework

• Objectives: 

• What we want to achieve

• Ambitious and qualitative but precise and attainable too

• Usually target 4-5 total

• Key Results: 

• How will we measure our progress towards achieving the objective?

• 3-5 per objective

• Quantitative and measurable

• Usually start with verbs like launch, develop, deliver, implement, define, test

Updating your 2020 Goals: Objectives and Key Results (OKRs)

Planning Forward



Objective: Redefine High Quality Program while serving at least 500 low income youth

Key Results:

• Interview 10 schools, children & parents from target population to explore ideas by July 15

• Test 3 new approaches for program delivery by September 30

• Pick best approach and sign up at least 500 youth by October 31

• Deliver satisfaction scores of 75+% by December 15

Objectives and Key Results (OKRs): After School Youth Services Nonprofit

Planning Forward



Objectives and Key Results (OKRs)

Planning Forward



How to deal with uncertainty: Scenarios

• Identify the top 4-5 key uncertainties introduced by Covid and Recent Events for the next year

• Use range: macroeconomic and public health to those concerning your org

• Using combinations of outcomes from your uncertainties list, create 3 scenarios:

• Best case, Worst case, and One in-between

• To bring them to life, give each scenario a name and a narrative

• Craft responses now for when key data points come in

• Pick most likely scenario to run your org

• Revisit regularly and update as needed

Planning ForwardSource: First Round Capital, Founders Guide for Navigating the Crisis, 4/20



Scenario Mapping Example: After School Low Income Youth Services Org

STATE OF THE

WORLD

KEY DATA POINTS/ 

TRIGGERS

GAME PLAN 2020 REVENUE PROGRAM

OFFERINGS

HEADCOUNT & 

KEY EXPENSES

MONTHS OF

EXPENSES WE

CAN COVER

WORST CASE 1 yr. of 

shelter in 

place ping 

pong

• Schools 

closed

• Funding 

unclear

Survival 10% of 

normal

Pivot to 

online 

services

50% staff 

reduction, 

25% furlough

3 months

MEDIUM CASE “New normal” 

with lots of 

restrictions 

starting July 

15th

• Schools 

to open 

on Sept. 1

• Some 

funding 

secure

Back to 

basics

50% of 

normal

Only very 

basic 

program in 

Sep. with 

broad safety 

measures

25% staff 

reduction, 

50% furlough 

until Aug

6 months

BEST CASE Back to (pre-

COVID) 

normal on 

July 1

• Summer 

school 

starts July

1.

• Funding 

at budget

Migrate back 

to original 

strategy

80% of 

normal

Full 

programs

25% furlough 

until June

9 months

Planning ForwardSource for framework only: First Round Capital, Founders Guide for Navigating the Crisis, 4/20



Getting support for your plan from your team and board



How to lead your team and align them to your plan

• Anchor on the mission & how it doesn't change (even if short term plans do)

• Be clear about the process you led to get to the updated plan

• Be sure to cover what has changed and what remains the same

• Define the criteria and timing for when plan updates might happen (given uncertainty)
• Reinforce the importance of being flexible and agile

• Be clear on what you need from team 

• Align and inspire them around your core WHY 

• Provide rational hope and lots of thank you’s ☺



Use this opportunity to make your organization stronger

• “Learn forward” in everything you do

• Leverage great team members who have stepped up in crisis (team, board, 
funders)

• Keep an eye out for opportunistic hires and consider upgrading your team

• Incorporate one new way to lead your organization that you learned since 
you have been working remotely

• Ask yourself: How can I be better?



How to use your board and align them to your plan

• Stay connected to your Board Chair and Exec. Committee during planning process

• Communicate your process and plan to the full board once complete

• Determine how to leverage their expertise→Remember they want to help you!

• Ask for connections and resources to help your plan succeed

• Leverage the board now more than ever for $ (annual gifts now, fundraising drives, etc.)

• Continue to focus them on the mission, vision and your WHY



Finding the right pace and balance for you and team



Finding the right pace and personal balance

• Realizing it is a marathon and not a sprint

• Critical to feed and water ourselves

• Daily:  Exercise, fresh air, family, time NOT online, and enough sleep

• Schedule Breaks

• Breakthrough thinking, more big picture, better decisions

• Feel and express gratitude

• 3 things that went well each day before you go to bed (Sheryl Sandberg, COO Facebook)

• Be grateful for at least 1 thing each day + write it down (Jeff Weiner, CEO LinkedIn)



Circle of Concern
Circle of Concern

Circle of Control

Focus on what you can control

Source: Steven Covey, 7 Habits of Highly Effective People



Weightless Song: Reduces Anxiety by 65%, 54 Million Views, ☺



Finding the right pace and personal balance for your team

• Marathon and not a sprint for your team→YOU set the example

• Mandate a 12-1 p.m. (and 1 day a week) no-meeting rule

• Team Mental Health Days or Summer Fridays 

• Strongly suggest hours to not be online (e.g. 7-7)

• Have some fun and your build culture



20 great questions besides ‘How are you?’

True Connection or Team Cohesion Making Deeper Connections

How are you taking care if yourself today? What is something you miss that surprises you?

What part of Shelter-in-Place do you appreciate? Which person have you been thinking about most & why?

What surprising thing have you stocked up on? What is the most generous act you have seen lately?

What is a story you have been gripped by lately? What is the last thing that made you laugh? Cry?

What habit have you started or broken lately? What times of day or week are the hardest now?

What’s the 1st place you want to visit once this is over? What is giving you hope now?

What is the easiest part of quarantine? What will you take with you that you learned during Covid?

What are some things you realize that you don’t need? What do you hope we all learn when from Recent Events?

What problem do you wish you could solve? How will this experience change you?

What are you most thankful for? What is the best thing that happened to you today?

Source: Quartz, 4/20, 20 Great Questions to Ask besides ’How are you’



Summary

• Make sure you focus on playing Offense and Defense

• Conduct analysis and brainstorm to plan forward

• Lead with your mission, heart and rational hope

• Find the right pace and balance for you and team

• Remember: The world has never needed your leadership more and you can do it!



If you haven’t already, please create your account on 
REDFworkshop.org to keep informed and access all 
of our materials and tools.

Today’s slides and recording will be posted on 
REDFworkshop.org

To continue the discussion and post additional 
questions, please head over to ShopTalk.

Please check out REDFworkshop’s Coronavirus 
Resource Page for more information and resources 

to assist your enterprise address the challenges 
presented by the Coronavirus. This resource is being 

updated regularly. 

REDFworkshop
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Scott Garell

CEO, Garell Coaching

Thank You!

https://redfworkshop.us12.list-manage.com/track/click?u=0ddc71d13fcf2e9ad267fba38&id=72d7453608&e=db32b90a1c

