
USCB Leadership  
Tra in in g

2/11/2019

“Cre a tin g  a  Cu ltu re  o f Be lo n g in g ”





OVERVIEW
Go a ls : 
● In sp ira t io n /Fo o d  fo r Th o u g h t

Ta ke a wa ys /Ke y Po in ts :

1. Un d e rs ta n d  Lo ve  a n d  Be lo n g in g  a s  a  Hu m a n  Ne e d  a n d  Wh y It’s  Crit ic a l to  Nu rtu re  Th is  
Ne e d  With  Yo u r Em p lo ye e s .

■ Id e n t ify So m e  Co n c re te  Wa ys  to  Cre a te  a  Cu ltu re  o f Be lo n g in g  in  Yo u r Sc h o o l
2. Le a rn  Ho w to  Cre a te  Psyc h o lo g ic a l Sa fe ty By:

■ De ve lo p in g  a  ‘Circ le  o f Sa fe ty’ a t  wo rk
■ Un d e rs ta n d in g  o u r ‘Ha p p y Ch e m ic a ls ’ a n d  Ho w Th e y Wo rk
■ Kn o win g  th e  Diffe re n c e  Be twe e n  Sh o rt- Te rm  vs . Lo n g - Te rm  Le a d e rsh ip

3. Un d e rs ta n d  Th a t  Sh o win g  Vu ln e ra b ility Is  Ne c e s sa ry to  Co n n e c t  With  Oth e rs

Tim e  fo r Co lla b o ra t io n : Dire c to rs  Sh a re





Abraham  
Ma s lo w’s  
Hie ra rc h y 
o f Ne e d s



THE FLUIDITY OF NEEDS

PHYSIOLOGICAL SAFETYE LOVE & BELONGING ESTEEM SELF-ACTUALIZATION



Today, teaching is one of the most stressful 
occupations in the U.S. High levels of stress 
are affecting teacher health and well-being, 
causing teacher burnout, lack of 
engagement, job dissatisfaction, poor 
performance, and some of the highest 
turnover rates ever. Stress not only has 
negative consequences for teachers, it also 
results in lower achievement for students and 
higher costs for schools. A New York City 
study showed higher teacher turnover led to 
lower fourth and fifth grade student 
achievement in both math and language arts. 
The cost of teacher turnover is estimated to 
be over $7 billion per year.
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Today, teaching is one of the most stressful 
occupations in the U.S. High levels of stress 
are affecting teacher health and well-being, 
causing teacher burnout, lack of 
engagement, job dissatisfaction, poor 
performance, and some of the highest 
turnover rates ever. Stress not only has 
negative consequences for teachers, it also 
results in lower achievement for students and 
higher costs for schools. A New York City 
study showed higher teacher turnover led to 
lower fourth and fifth grade student 
achievement in both math and language arts. 
The cost of teacher turnover is estimated to 
be over $7 billion per year.

There are four m ain sources of teacher stress. 

1. School organ iza t ions tha t  lack st rong pr inc ipa l leadersh ip , a  hea lthy  school 
c lim ate and a  colleg ia l, support ive env ironm ent ; 

2. Jo b  d e m a n d s  th a t  a re  e sc a la t in g  with  h ig h - s ta ke s  te s t in g , s tu d e n t  
b e h a vio ra l p ro b le m s , a n d  d iffic u lt  p a re n ts ; 

3. Wo rk Re so u rc e s  th a t  lim it  a  te a c h e r’s  s e n se  o f a u to n o m y a n d  d e c is io n -
m a kin g  p o we r; 

4 . Te a c h e r’s  a b ility to  m a n a g e  s tre s s  a n d  n u rtu re  a  h e a lth y c la s s ro o m . 

The cost  of t eacher t u rnover is est im ated to be over $7 b illion  per year!



Serotonin

Da ta  fro m  Lin ke d In  Su rve y



1. Recogn ize em p loyees for  t heir  un ique effor t s and  accom plishm ents



2. Acknow ledge and  apprec ia te em p loyee’s cont r ibu t ions in  m eet ings 
t o m ake t hem  feel va lued



3. Pract ice candor and  g ive em p loyees opportun it ies t o share t heir  
honest  op in ions



4. Encourage em ployees t o b r ing  t heir  w hole selves t o w ork t o im prove 
retent ion  and  perform ance





WHY SOME TEAMS PULL TOGETHER AND OTHERS DON'T 

BY SIMON SINEK



1. CULTIVATE YOUR "CIRCLE OF SAFETY"

“The whole purpose of m a inta ining  The Circ le of Safety is so tha t we can invest a ll our t im e and 
energy into guard ing aga inst the dangers OUTSIDE.  It ’s the sam e reason we lock our doors a t  
night." - Sim on Sinek





“Over two years we conducted 200+ interviews with Goog lers (our 
e m p lo ye e s ) a n d  lo o ke d  a t  m o re  th a n  250  a t trib u te s  o f 18 0+ a c t ive  
Go o g le  te a m s . We  we re  p re t ty c o n fid e n t  th a t  we 'd  fin d  th e  p e rfe c t  m ix 
o f in d ivid u a l t ra its  a n d  s kills  n e c e s sa ry fo r a  s te lla r te a m  - - ta ke  o n e  
Rh o d e s  Sc h o la r, two  e xtro ve rts , o n e  e n g in e e r wh o  ro c ks  a t  An g u la r JS, 
a n d  a  Ph D. Vo ila . Dre a m  te a m  a s s e m b le d , rig h t?”

JULIA ROZOVSKY, ANALYST, GOOGLE PEOPLE OPERATIONS



“We were dead wrong. WHO is  o n  a  te a m  m a tte rs  le s s  th a n  h o w th e  te a m  
m e m b e rs  in te ra c t , s tru c tu re  th e ir wo rk, a n d  vie w th e ir c o n trib u tio n s . 
So  m u c h  fo r th a t  m a g ic a l a lg o rith m .”

JULIA ROZOVSKY, 
ANALYST, 
GOOGLE PEOPLE OPERATIONS







Psycholog ica l 
Sa fe ty

Au to n o m y

Em p a th y

En viro n m e n t



(Em pathy = the ab ility to recognize or share the feelings of another)



Lack of control a t  work = st ress + em ot iona l st ra in  



ENVIRONMENT
When the environm ent a t  work is one of encouragem ent , and one tha t m eets the basic  hum an 
needs to live, to learn, to feel va lued and significant, we do m ore than just  survive —we thrive.
We soar higher than expec ted . It ’s the leadership ’s responsib ility to set up  the right cond it ions and 
environm ent for this to happen. 

https://www.meaningfulhq.com/flow.html


2. GET TO KNOW YOUR "HAPPY CHEMICALS"



We have four chem ica ls in  o u r b o d ie s  th a t  wo rk to wa rd s  
d rivin g  o u r b e h a vio r.

● Endorph in :                                           

th e  p a in - m a skin g  c h e m ic a l

● Dopam ine:                                            

th e  g o a l a c h ie vin g  c h e m ic a l

● Seroton in : 

th e  le a d e rsh ip  c h e m ic a l

● Oxy toc in :  

th e  c h e m ic a l o f lo ve



● "Self ish" chem ica ls:  Endorph ins and  Dopam ine. 
These work to help  us get things done.

● “Self less” chem ica ls:  Seroton in  and  Oxy toc in .    
These work to help  strengthen our soc ia l bonds, fostering  connec t ion and collabora t ion.



ENDORPHINS AND DOPAMINE are the chem ica ls of p rogress. 
They m ake us feel good when we achieve goa ls and accom plish 
various things. So what’s the prob lem ? 

https://www.meaningfulhq.com/how-to-wake-up-early-and-workout.html
http://www.getflashnotes.com/time-management/


Most leaders opera te w ith fear- b a s e d  ta c t ic s  (wh ic h  h a s  n o t  o n ly b e e n  
p ro ve n  NOT to  wo rk, b u t  h a s  a ls o  b e e n  s h o wn  to  s p ike  o u r e g o s  a n d  g e t  
d o p a m in e  s u rg in g  th ro u g h  o u r b o d ie s ).

Th is  typ e  o f le a d e rsh ip  m a ke s  US fe e l g o o d  a t  th e  e xp e n se  o f o th e rs  (a n d , ye s , th a t’s  b a d ).



Cort isol



SEROTONIN & OXYTOCIN

Serotonin + Oxytoc in are the chem ica ls of contribut ion, trust + belong ing. 
When we inc lude these two chem ica ls in our 4- way cockta il, the result  is a  
hea lthy (and necessary) synergy tha t results in m ore coopera t ion and m ore 
collabora t ion



Oxytoc in



3. BECOME A LONG- TERM LEADER

Leading for the long- term is a win- win- win for everyone because short- term fixes, though they
m ay seem like the best dec isions at the t im e, are nothing m ore than short- sighted m eans of
im m edia te gra t ifica t ion. When leaders only hold their posit ions for a few years, they will often
base their dec isions on their OWN best interest as leader of the organiza t ion.



GE /  Jack Welch /  Short - Term  Leadersh ip :  

● Profits a t GE were like a  roller coaster ride due to irra t iona l dec ision m aking  w ithout regard  for 

long- term  im p lica t ion

● Every year Jack would  fire the bottom  10% of his m anagers a t GE to ba lance the books

● GE d id  indeed m ake profit , but the CEO was gam bling  w ith the lives of em ployees for selfish ga in 

—Alm ost 50% of em ployees left  under his tenure.  Too m uch dopam ine?



Costco /  Jim  Sinega l /  Long- Term  Leadersh ip : 

● While Welch was striking  fear into the hearts of his m anagers, Jim  Sinega l was concerned 

about g iving  his em ployees a  ra ise —at a  t im e when the US was in an econom ic  c risis…  

Sinega l would  say tha t they should  be help ing  the em ployees in bad t im es, not let t ing  them  go.

● Costco’s stock was (and st ill is) stab le and pred ic tab le.  

● Job sa t isfac t ion am ong Costco em ployees is notoriously high.
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It ’s only because 
they l ike me

I was just  in the right  
place at  the right  
t ime

I don’t  deserve this

It ’s just  a  m at ter  of 
t im e before I’m  found  

out

Som eone m ust  
have m ade a  

terr ib le 
m istake



THOUGHTS LIKE THESE HAVE A NAME:
IMPOSTER SYNDROME



Harvard  Business Rev iew  
defines Im poster Syndrom e as 

“a  collec t ion  of feelings of inadequacy  tha t  
persist s desp ite ev ident  success"



“ ‘Im posters’ su ffer  from  chron ic  self- doub t  and  a  sense of 
in tellec tua l fraudu lence t ha t  overr ide any  feelings of success or 

externa l p roof of t heir  com petence. They  seem  unab le t o 
in terna lize t heir  accom plishm ents, how ever successfu l t hey  a re in  
t heir  f ield . High ach iev ing , h igh ly  successfu l peop le oft en  su ffer , so 
im poster syndrom e doesn ’t  equa te w it h  low  self- esteem  or a  lack 

of self- confidence.”  – HBR



The Five Types of Im posters



The Perfec t ionist

SYMPTOMS
• Excessively high goals
• Major sel f -doubt when you fail  

to achieve those goals
• Control  f reaks
• “If  I want  it  done right , I have to 

do it  myself”
When you miss the (insanely 
high) mark, do you accuse 
yourself  of  “not  being cut  out ” 
for your job and ruminate on it  
for days?

Do you have great  dif f icul ty 
delegat ing?

Have you ever been accused 
of being a micromanager?

Do you feel  l ike your work 
must  be 100% perfect, 100% of 
the t ime?



The Superm an/wom an

SYMPTOMS
• Feel l ike phonies among real-

deal col leagues
• Work harder and harder to 

measure up
• Work overload is a cover-up for 

insecurit ies

Have you let  your hobbies and 
passions be sacrif iced to 
work?

Do you get  st ressed when 
you’re not  working and f ind 
downt ime completely 
wasteful?

Do you stay later at  the off ice 
than the rest  of  your team, 
even past  when you’ve 
completed your work?

Do you feel  l ike you haven’t  
t ruly earned your t it le or 
posit ion?



The Natura l Genius

SYMPTOMS
• Judge success based on abil it ies 

rather than efforts
• Perceived as just  being “smart ” 

or “good” at  something
• Have to get  things right  the f irst  

t ry 
Do you disl ike the idea of 
having a mentor, because you 
can handle things on your 
own?

Were you told frequent ly as a 
child that  you were the “smart  
one”?

Do you have a t rack record of 
get t ing “st raight A’s” in 
everything you do?

When you’re faced w ith a 
setback, does your conf idence 
tumble because not  
performing wel l  provokes a 
feel ing of shame?

Do you often avoid chal lenges 
because it ’s so uncomfortable 
to t ry something you’re not  
great  at?



The Rugged Ind ividua list

SYMPTOMS
• Feel l ike asking for help reveals 

their phoniness
• Prefers to work alone so they 

aren’t  “ found out”
• Feels threatened by help or 

advice
Do you frame requests in 
terms of the requirements of 
the project , rather than your 
needs as a person?

“I don’t  need any help.” Does 
that  sound l ike you?

Do you f irmly feel  that  you 
need to accomplish things on 
your own?



The Expert

SYMPTOMS
• Feel l ike they “ t ricked” their 

employer into hiring them
• Fear being exposed as 

inexperienced or 
unknowledgeable

Even if  you’ve been in your 
role for some t ime, can you 
relate to feel ing l ike you st il l  
don’t  know “enough”?

Are you constant ly seeking out  
t rainings or cert if icat ions 
because you think you need to 
improve your skil ls in order to 
succeed?

Do you shy away from 
applying for posit ions unless 
you meet  every single 
requirement?



HOW TO BEAT IMPOSTER SYNDROME



STEP 1

SHARE YOUR SHAME



STEP 2

JOURNAL



STEP 3

PRACTICE SELF-COMPASSION



STEP 4

INSIST ON YOUR CAPABILITIES





THANK YOU



https:/ /business.linked in.com /ta lent- s o lu tio n s /b lo g /c o m p a n y- c u ltu re /2017/e m p lo ye e s - s h a re - wh a t- g ive s -
th e m - a - s e n s e - o f- b e lo n g in g - a t- wo rk





1. Th in k o f a  te a m  a t  yo u r s c h o o l th a t  
m a y b e  h a vin g  is s u e s  g e tt in g  a lo n g .  
Wh a t is  o n e  th in g  yo u  c o u ld  d o  fo r 
th a t  te a m  to  e n c o u ra g e  
Ps yc h o lo g ic a l Sa fe ty?



2. Have you ever experienced ‘Im postor 
Syn d ro m e ’?  Be  vu ln e ra b le  a n d  s h a re !



In what ways do you, as the school leader
1. Re c o g n ize  e m p lo ye e s  fo r th e ir u n iq u e  e ffo rts  a n d  

a c c o m p lis h m e n ts ?
2. Ac kn o wle d g e  a n d  a p p re c ia te  e m p lo ye e ’s  

c o n trib u t io n s  in  m e e tin g s  to  m a ke  th e m  fe e l va lu e d ?
3. Pra c t ic e  c a n d o r a n d  g ive  e m p lo ye e s  o p p o rtu n it ie s  to  

s h a re  th e ir h o n e s t  o p in io n s ?
4 . En c o u ra g e  e m p lo ye e s  to  b rin g  th e ir wh o le  s e lve s  to  

wo rk to  im p ro ve  re te n t io n  a n d  p e rfo rm a n c e ?
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