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Let’s get to know everyone…

What was your single greatest leadership challenge in the early days of 
the pandemic?



About Joffe Emergency Services

We empower schools to confidently prevent 
and manage emergencies and save lives.

We’ve been working with private schools across 
the country since 2007 to offer security, safety, 

and health services. 



Goals for our time together

Through this session, we hope to: 

1. Learn and understand key lessons from Uvalde with a focus on: 
a. Preparedness 
b. Response 

2. Define the core principles in keeping students safe
3. Define, practice, and commit key leadership principles for managing in crisis
4. Contemplate the spectrum of possibility over the next 5 years 



Looking Back: 
Lessons from Uvalde



1. 11:10 - 11:20am; suspect shoots grandmother 
and tells someone online he’s about to shoot 
up an elementary school

1. 11:28am; suspect crashes the pickup into a 
drainage ditch near the school

1. 11:28am; suspect fires at two witnesses at the 
funeral home across the str eet. 

1. 11:30am; suspect jumps the fence adjacent to 
the school

1. 11:32am; suspect reaches west teachers’ 
parking lot adjacent to the building and fires 
through windows into the westmost rooms 
prior to entering

What We Know

Robb Elementary School Attack Response Assessment and Recommendations

https://abcnews.go.com/US/timeline-shooting-texas-elementary-school-unfolded/story?id=84966910
https://drive.google.com/file/d/1w5Ydc5rctlfosODCP0fVZ6tC3LLb2BjZ/view?usp=sharing


      
parking lot adjacent to the affected building 
and fired through windows into the 
westmost rooms prior to entering the 
building

1. 11:33am; suspect enters the school from 
the exterior door in the west hall while 
holding a rifle.

2. 11:33:24am; suspect fires series of rounds 
from the hallway in the direction of 
classrooms 111 and 112

3. 11:33:32am; suspect makes entry into what 
appears to be room 111

4. 11:33:37am; suspect backs out of 111 into 
the south hallway and fires a series of 
rounds from the hallway into room 112, 
then re -enters room 111 and continues to 
fire what is estimated to be over 100 rounds 
by 11:36:04. 

5. Police stop the individual at 12:50:03pm.

What We Know



What We Learned

1. People:
○ Concerns around follow -through with requests for support 
○ The boy who cried wolf… Border community
○ Police response (All emergencies fundamentally boil down to leadership & communication)

2. Place:
○ Doors themselves were not locked or even closed

1. Program:
○ Reunification drills had not been practiced
○ Drills had not been developed with fidelity 
○ Communication 

i. PA System 
ii. Text (or lack thereof) 



What We Can Do Next
1. Train

○ Conduct meaningful, iterative design, 
backwards planning, training 
(best practice: 13 - 14 hours / year)

2. Practice
○ Incident Command 
○ Communication 
○ Reunification Drills 

1. Iterate 
○ Contemplate future events 
○ Debrief incidents as they occur 
○ “An imperfect drill is a perfect opportunity to 

learn”  



Core Principles: 
Keeping Students Safe



Concentric Circles of Safety



Key Leadership Principles

● Default to progress
○ Use the information we have to do the “next right thing.” Even if it feels small 

and insignificant, it’s progress.

● Triage
○ Let go of the idea that we might be able to find a way that will make everyone 

happy -- even safe. Focus instead on doing the most good for the most people. 

● In the absence of data, we all make up stories
○ Be as clear and transparent as possible when explaining decisions. Clarity and 

transparency are tools to avoid speculation, assumptions and rumors. 



Key Leadership Principles

● When faced with uncertainty, first build unity
○ No matter what uncertain obstacles lie ahead, unity clears the path for 

progress. 

● Successful emergency response boils down to leadership and communication
○ One leader. Many participants. But one clear goal.

● All emergencies are fundamentally the same after the first 5 minutes
○ It doesn’t matter what the emergency is. 5 minutes in, the response is going to 

be consistent with the others. 



Overcoming Analysis Paralysis

“Only human beings can look directly at something, 
have all the information they need to make an 

accurate prediction, perhaps even momentar ily make 
the accurate prediction, and then say that it isn’t so.”

-- Gavin DeBecker



Alphabet Leadership: 
Communication Activity



Future Outlook: 

What We Expect To Occur In The Next 5 Years

And What Do We Do About Them?



Today

3 - 5 years

With this framework, we can
tell the future: 



What We Expect to See

1. COVID will become endemic

2. Students will continue to have greater - and more urgent - mental 
health and social -emotional needs

3. Cybersecurity threats will become real for more schools

4. Demand for school security will outpace supply



Expectation #1: Covid will become endemic
Why do we think this?

Decrease in Covid case counts nationally 
since the highs of mid -January

75% ↓
Percentage  of US popula tion  ove r 5 years 
old  tha t is  fu lly vaccina ted  aga inst Covid-19

67.5%



Expectation #1: Covid will become endemic

1. *Base timelines for mask mandate changes on data, such as local 
hospitalization data and vaccination rates (with <10/100K Covid hospitalizations, 
and 70% vaccination rate in the community as a benchmark)

2. Plan to phase out asymptomatic testing over time to conserve resources for 
symptomatic testing and maximize containment

3. Create norms around symptom -based management so people (students and 
employees alike) stay home when sick, even when Covid -19 is not an acute 
threat

4. Rely on your nurse or health coordinator to provide guidance and support as 
you make these shifts

*Guidance to your DPH, not to you specifically 

What can we do now to prepare?



Expectation #2: Student mental health needs will 
continue
Why do we think this?

Students experiencing strong “distress” and  e specia lly sym ptom s 
of anxie ty and  depression

Increase  in  self -injury and suicide cases reported  by ch ild ren’s 
hosp ita ls in  the  first th ree  quarte rs of 2021, com pared  to  the  sam e  
pe riod  of 2019

Decline  in  child protection referrals across coun trie s and  stud ie s, 
with  m uch  of the  decline  com ing from  a  lack of school re fe rra ls.

18-60%

42% ↑

27-40% ↓



1. Maintain health and mental health staff through the end of next year to make 
sure we have what’s needed to meet the evolving needs of our communities and 
address urgent issues.

2. Leverage connections, data, and monitoring by establishing systems to track 
behavior changes in students and monitor threats on campus and online

3. Train all staff to proactively address these behavior issues and threats with 
compassion, understanding, and a genuine interest in building connection

Expectation #2: Student mental health needs will 
continue
What can we do now to prepare?



Expectation #3: Cybersecurity threats will grow

Why do we think this?

Joffe schools that have been subject to some kind of 
cyberattack in  the  past year

Schools and  college  whose  websites went dark in January
when  a  ransom ware  a ttack ta rge ted  Fina lsite

Average  ra te  of pub licly reported  cybersecurity incidents in 
2020

12+ schools

5,000 schools

2+/day

LAUSD Experiences Cyber Attack Day Before  School Year Begins

https://www.latimes.com/california/story/2022-09-07/los-angeles-unified-schools-cyberattack


Expectation #3: Cybersecurity threats will grow

What can we do now to prepare?

1. Keep Devices Secure:
● Estab lish  Access Contro l m easures and  p rotocols to  ensure  devices a re  a lways secure .
● Em ploy strong passwords and  password  best p ractices
● For any em ployees with  school-sponsored  devices, use  a  Mobile  Device  Managem ent system
● Crea te  system s to  ensure  the  IT team  is notified  qu ickly when  a  device  goes m issing or is  

com prom ised .

1. Maintain Systems and Software:
● Keep  ope ra ting system s and  security software  up  to  da te

1. Audit for Vulnerability:
● Conduct a  cybe rsecurity aud it to  h igh ligh t gaps or vu lne rab ilities you  m ay not be  aware  of



Expectation #4: Security demand will outpace supply

Why do we think this?

The number of school shootings tha t have  taken  
p lace  on  K-12 cam puses since  January 1, 2022

29 

A school in  the  Bronx has just 2 out of the ir norm al 
14 security officers on campus la st week, forcing 
the  school to  revert to  virtua l lea rn ing

Detroit Public Schools have  offe red  security guards 
a  significant pay increase to  try to  a ttract 
dedica ted  office rs am idst a  shortage

15%↑

2/14 officers

https://www.edweek.org/leadership/school-shootings-this-year-how-many-and-where/2022/01


Expectation #4: Security demand will outpace supply

What can we do now to prepare?

1. Hire a firm that works with schools primarily or exclusively , a s they’ll be  m uch  
be tte r equ ipped to  support your com m unity and  m ee t your un ique  needs.

2. Consider offering an increase in bill rate (even  a  tem porary one ) to  accoun t for 
recru itm en t and  h iring cha llenges in  the  curren t job  m arke t

3. Integrate and include security officers in your community by inviting them  to  the  
holiday party, or to  participa te  in  the  end  of year su rvey, e tc.



Where to go from here? 
● This conversation 

again?
● Do 1 thing 

● Calendar 1 thing



Thank You 
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