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Introduction 
Building and district leaders in K-12 education in the U.S. regularly face ethical dilemmas in their work. Schools 
and districts are complex ecosystems where diverse and often conflicting viewpoints and values must coexist. 
Leading such spaces is challenging. In times of intense social and political polarization, this work grows yet more 
challenging, as it becomes harder for communities to find commonalities across many different perspectives and 
beliefs. 
 
This resource aims to provide support for this challenging work. The collection presented here is adapted from 
the normative case study (NCS), a tool developed by Professor Meira Levinson as part of her work with the 
EdEthics initiative. NCS narratives focus on everyday ethical challenges for which it is difficult or even 
impossible to realize all important values and principles at once. This suite of normative “brief-cases” exists to 
help educational leaders, particularly those at the district level, think through the ethical dilemmas that feel 
particularly salient in polarized times.   
 
Short (approximately one page), accessible, and empirically-researched, the brief-cases in this suite provide 
fictional accounts of real ethical dilemmas faced in districts across the United States. These cases help 
educational leaders grapple with important ethical questions, including: 

●​ How can educational leaders make decisions grounded in their personal, professional, and 
organizational values in the face of challenges exacerbated by political and social polarization? 

●​ How can educational leaders make values-based decisions in communities that disagree on which values 
to prioritize and/or how to put values into action? 

●​ How can educational leaders think through the ways that policy decisions communicate institutional 
values—both implicitly and explicitly? 

 
This suite includes four brief-cases, tips for running normative case study discussions, a discussion protocol with 
additional materials for each case, and graphic organizers for discussion participants. These materials make it 
easy for instructors and professional learning providers to run both one-off discussions and full arcs of learning 
with current and aspiring educational leaders.    
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Brief-Cases 
By the Book 

BRIEF-CASE 

Sara O’Brien and Meira Levinson 

https://justiceinschools.org 

The Centerville Public Schools serve a middle-class district about twenty miles from the nearest major 
city. As part of their Portrait of a Graduate, approved by the Board of Education, the district strives to 
educate students to become “thoughtful, ethical, and engaged civic leaders.” However, at Centerville 
High School, some faculty members have expressed concern about political partisanship at the school. 
While the metropolitan region is politically diverse, with about equal percentages of Republicans and 
Democrats and a majority identifying as “Independent,” both Centerville and the student population at 
CHS lean Democratic. Perhaps as a result, conservative students rarely speak up in class discussions 
about controversial or political topics.   

Mr. Jackson, the head of the English department, is particularly troubled by political polarization he sees 
on campus; many students are demonizing not only Trump but also Trump voters, despite teachers’ best 
efforts to create classrooms that welcome diverse viewpoints. So Mr. Jackson proposes building on the 
existing mission of the school and of the English department, which strives to provide both windows and 
mirrors through literature, by making J.D. Vance’s memoir Hillbilly Elegy required summer reading for all 
incoming ninth graders.  

Pushback to his suggestion is swift. Within the department, some teachers argue that the district’s 
values preclude them from giving a platform to authors who espouse racist, xenophobic, and other 
hateful views. One teacher also points out that many writers from that part of the country have critiqued 
the book for reinforcing stereotypes about “backwardness” in Appalachia.  

However, other teachers point out that while Vance espouses hateful views now, they don’t form a 
significant part of his memoir. Furthermore, they argue, including the book brings in a conservative 
author through a text that helps build empathy for people who are economically and culturally removed 
from the students.  

Word of the suggestion leaks out, and the controversy increases. A group of students joins together to 
create a petition demanding that the book be removed from consideration; it has been signed by about 
a quarter of the student body. Meanwhile, conservative students are speaking to guidance counselors, 
English teachers, and other faculty to say they already feel like outsiders on campus and this latest 
suggestion that conservative voices have no place at the school deepens their feelings of isolation.  

Parents have also weighed in to the school principal, Dr. Hall, and the superintendent. While some have 
voiced their anger that the district is even considering Vance’s book as required summer reading, others 
are angered by the pushback. After all, Vance is the country’s vice president; why shouldn’t his book 
have a place in the curriculum? Doesn’t one of the senior electives read Dreams from My Father, by 
Barack Obama?  

Mr. Jackson is unsure whether to proceed with his plan, but he needs to place orders for summer 
reading in the next week in order to distribute books on time. While text selections are generally made 
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at the department level, Mr. Jackson turns to Dr. Hall for advice, knowing that she’ll have to deal with the 
community response. She in turn calls the superintendent, who has already been fielding community 
feedback. They know that some community members will be unhappy no matter what they choose and 
agree to make the decision together. Should they make Hillbilly Elegy required summer reading for ninth 
grade?  

 

To cite this case study:  

O’Brien, S. & Levinson, M. (2025). By the Book. Justice in Schools. 
https://www.justiceinschools.org/ethical-leadership-polarized-times-brief-cases-suite 
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Writing on the Wall 

BRIEF-CASE 

Sara O’Brien and Meira Levinson 

https://justiceinschools.org 

A defining physical feature of the Garnet Public Schools is a ten-foot mural that was painted on the side 
of the central office in 1994. Underneath the title “Celebrating Black Excellence,” paintings of local Black 
leaders and pioneers look out over shops and restaurants in a busy commercial area. The mural originally 
featured a local civil rights leader, the first Black mayor of Garnet, and two Black business leaders. On the 
tenth, twentieth, and thirtieth anniversaries of the mural’s unveiling, GPS added new figures to the 
mural, including a Nobel Prize winner, NFL running back, and young environmental activist. These new 
figures were nominated by students, who wrote essays explaining how they embodied Black excellence.  

While the mural is largely popular among Garnet residents, the district does hear occasional grumbles 
that there are not similar large public displays celebrating excellence among other racial groups. But GPS’ 
efforts to celebrate diversity in other ways, like celebrating many different heritage months and hosting 
cultural celebrations, have been well received. The mural has seemed like a permanent fixture in Garnet. 

During this year’s primary season, however, Garnet’s State Representative Michael Gomes has made his 
opposition to the mural a key part of his campaign for State Senate. In a fiery speech, Mr. Gomes calls 
the mural “racially exclusionary and morally reprehensible,” pledging that as a State Senator he will 
ensure that districts across the state cease their “divisive” work. The clip is picked up by Breitbart and 
Tucker Carlson, and the state’s flagship newspaper does a story about it as well, which sets off a flood of 
letters to the editor, some denouncing Gomes and others denouncing the mural.  

Soon the superintendent’s office is overwhelmed with phone calls and emails, some even threatening 
violence against the superintendent Jason Murta. One email suggests that citizens “take care of that 
disgusting mural by blowing up the building”—a threat that Gomes quickly denounces.  Another bomb 
threat leads to a two-hour lockdown across the district as the police investigate. Some of the calls are 
less extreme, with people offering ways to expand or diversify the mural, for example. At the same time, 
others encourage the superintendent to take a stand for racial justice and defend the mural publicly. 
Young Black alumni take to social media to post about how the mural increased their sense of belonging 
and gave them role models, tagging their posts #blackgarnet. Both the NFL running back and young 
activist post that they feel honored to be included in a mural that celebrates Black excellence in a 
country that still struggles to eliminate anti-Black racism.  

In addition to the threats of violence, Dr. Murta fears that the uproar over the mural may make Garnet 
the subject of federal lawsuits. He hears a rumor that a local law firm, with financial support from 
Parents Defending Education, is looking for non-Black families to join a lawsuit petitioning for the mural 
to be removed as a Title VI violation discriminating on the basis of race. The district is also fielding a 
record number of Freedom of Information Act (FOIA) requests seeking access to curricular materials 
related to race and racism, which Dr. Murta also fears might also be used as fodder for a federal lawsuit. 
If such a suit were to succeed, the district could lose federal funding, which would be a huge blow; the 
majority of students in the district qualify for free meals, and every school relies on Title I funding.  
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Dr. Murta calls a meeting of the district leadership team, including their general counsel. The district 
seems poised to take a major hit, reputationally if not legally or financially, no matter how they act. How 
should they respond to the uproar?  

 

To cite this case study:  

O’Brien, S. & Levinson, M. (2025). Writing on the Wall. Justice in Schools. 
https://www.justiceinschools.org/ethical-leadership-polarized-times-brief-cases-suite 
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On the Safe Side 

BRIEF-CASE 

Sara O’Brien and Meira Levinson 

https://justiceinschools.org 

As soon as the Bradley Public Schools (BPS) leadership team gathers for their weekly meeting, 
Superintendent Kevin Nyland dives in. “Another neighboring district just released a public statement 
affirming their support for immigrant families and explaining what protections they are putting in place 
for students and parents. We’ve got to decide whether it’s time we do the same.”  

The rest of the team nods in recognition. A small city about forty miles from the state capital, Bradley has 
seen an influx in recent decades of newcomer families fleeing violence and civil war in Central and South 
America. BPS educators pride themselves on serving the immigrant population well: they have a robust 
dual-language program, where students learn in both English and Spanish, as well as strong relationships 
with community partners that help newcomers get settled in the city. But recently, families have been 
contacting teachers and central office administrators to ask whether U.S. Immigration and Customs 
Enforcement (ICE) will use public schools, or the data that public schools collect, to locate and detain 
immigrant students and families. 

“Absolutely we release a statement,” Cecily Brown, Assistant Superintendent of Operations, declares. 
“We don’t know the exact numbers, of course, but probably half our students have non-citizen family 
members, whether they’re citizens themselves. Our families are scared and need our reassurance.” 

“Yeah, and rumors have been spreading like wildfire ever since ICE arrested those people outside the 
supermarket,” Roland Strong, Assistant Superintendent for Teaching and Learning, affirms. “The day 
after ICE vans parked outside the Walgreens near the high school, a third of kids across the districts were 
absent! Parents are afraid their kids will be picked up at school or on their way home—or that parents 
themselves will be picked up while kids are at school and the family will be separated. We’ve got to 
convince parents that it’s safe to send their kids to class. We’re still fighting learning loss after Covid. We 
can’t sustain this level of absenteeism.” 

“Look, I know that our reading and math scores are down across the board,” Marisol Juarez, Chief Equity 
Officer, sighs, “but I’m not convinced that putting out a public statement is the best move. Let’s face it: 
our immigrant families are at greater risk than they were under the last administration. ICE no longer 
treats schools–or anywhere else–as safe zones. Putting something in writing just spotlights our 
immigrant community and endangers them further.” 

“We can’t make promises about kids’ safety on route to and from school,” Cecily acknowledges, “but we 
can reassure parents that ICE agents won’t be allowed into buildings without a warrant.” 

“But what if Marisol is right that putting out a statement could attract ICE agents to our buildings?” Trini 
Albiar, Director of Communications, asks. “These days, any critical comments about the administration 
can bring unwanted attention from social media and the press. We could see an uptick in ICE 
enforcement or in threats against immigrant families from other groups or individuals. Let’s ask teachers 
and principals to reach out to families informally to reassure them we’re doing everything we can to 
keep kids safe. In-person conversations and phone calls seem like the best bet; nothing in writing.” 
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“Personal reassurances won’t convince parents to send their kids to school if ICE is in town,” Roland 
objects. “Besides, teachers are already overwhelmed fielding kids’ and parents’ questions and fears. 
Unless we make a clear statement as a district, kids are going to keep missing school and our scores and 
graduation rates will keep going down.” 

“And you think they will come to school with news cameras all around town and vigilantes calling in 
threats at all hours?” Trini retorts. 

“Here’s another question,” Dr. Nyland sighs. “Given that other districts in the state are putting out public 
statements reaffirming their support for newcomer and immigrant families, might community members 
interpret our lack of a similar statement as a lack of support?”  

Without clear consensus from the team, Dr. Nyland ends the meeting still feeling uncertain: how should 
BPS let newcomer families know the district supports them–and what goals can they realistically achieve 
in doing so? 

 
To cite this case study:  

O’Brien, S. & Levinson, M. (2025). On the Safe Side. Justice in Schools. 
https://www.justiceinschools.org/ethical-leadership-polarized-times-brief-cases-suite 
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Putting Up a Fight? 

BRIEF-CASE 

Sara O’Brien and Meira Levinson 

https://justiceinschools.org 

Halfway through her leadership team’s weekly meeting, Taylor Public Schools’ Superintendent Carla 
Woodley raises an issue she expects might prove contentious. “After hearing the public comments at last 
week’s meeting, the board let me know that they’d like us to draft some recommendations for a new 
policy regulating classroom posters. In particular, they’d like something that will help keep ‘political 
material’ off the walls.” 

Several team members groan. While Taylor has long enjoyed a reputation as a peaceful bedroom 
community with strong public schools, there has been increasing disagreement about what makes those 
schools strong. A growing partisan divide in Taylor is evident not just in the political signs planted in front 
yards but also in the comments heard at PTA and school board meetings. Recently, a controversy has 
been brewing over posters hung in several classrooms at Taylor Middle School; they feature cartoon 
hands in different skin tones, ranging from dark to pale, under the words “All Are Welcome Here.”     

“Well, I can’t say I’m surprised,” Hazel Daou, Director of Operations, says. “But I hardly think that a sign 
reading ‘All Are Welcome Here’ counts as political material.” 

“Not everyone agrees,” Dr. Woodley cautions. “The parents who complained at the last board 
meeting—saying that the signs create division by emphasizing racial difference—were speaking on 
behalf of a larger group.” 

“However, I’d like to point out that this week the Gazette published an open letter from a different group 
of parents,” Bruno Rabb, Director of Curriculum, clarifies. “They believe that the signs promote 
belonging and inclusion, which, as they say, is especially important in a country where in fact not all have 
been welcome at school in our history.” 

“My thoughts exactly,” Hazel chimes in.  

“The community is clearly divided,” Grace Mody, Special Education Director, says. “We need to provide a 
policy that teachers can use to determine what to put up.” 

“Do we really need a policy that specifies what teachers can put on their walls?” Assistant 
Superintendent Suki Abe asks. “For decades we’ve trusted teachers to make good decisions for their 
classrooms. Maybe instead we could recommend that the board put out a statement supporting 
teachers’ autonomy to choose what belongs on their walls.” 

“I think the policy would be protection for the teachers as much as anything,” Bruno disagrees. “It would 
be nice for teachers to have something to point to if students or parents do challenge something 
teachers put up.” 

“I agree it could help teachers to have a policy,” Hazel says, “but I don’t think the word ‘political’ belongs 
in it. Who determines what makes a message or an image ‘political’? I worry that teachers would end up 
leaving their walls blank for fear of being called out.” 
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“What about a policy requiring that content on the walls be ‘neutral’?” Grace suggests. “That feels less 
divisive than the term ‘political.’” 

“I doubt a policy like that would help teachers,” Suki objects. “Isn’t ‘All Are Welcome’ a neutral message? 
I mean, either all students are welcome or they’re not.” 

“It might have been neutral five or ten years ago,” Dr. Woodley sighs. “But times have changed. For some 
people, anything that seems to reference race is divisive.” 

“But we don’t need to write policy that mollifies those people!” Hazel argues. “Inclusion is a huge part of 
the work we do here. Why would we want a policy that disallows those signs?” 

“Oh, I assumed we wanted a policy that would disallow the signs,” Will Moeller, Director of Finance, 
pipes up. “After all, inclusion is built through positive relationships, not words on a wall. If signs are 
causing all this division, shouldn’t they come down?” 

“Seriously?” Hazel bursts out. “The problem isn’t the signs; it’s the people who don’t like them!” 

Dr. Woodley steps in: “Okay, this is clearly a tough topic. Let’s just take a minute to think: is there 
anything we agree belongs in a policy about material that gets put up on classroom walls?” 

 

To cite this case study:  

O’Brien, S. & Levinson, M. (2025). Putting Up a Fight? Justice in Schools. 
https://www.justiceinschools.org/ethical-leadership-polarized-times-brief-cases-suite 
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Planning for Normative Case Discussions 
While normative case studies (NCS), including these brief-cases, share similarities with other case studies used in 
educational settings, they do have distinct features. This facilitation guide draws out some of those unique 
features and offers concrete guidance for running NCS discussions. Before you begin exploring the case-specific 
facilitation materials, take some time to read through these guidelines for leading conversations about NCS.   

Determining Goals for Normative Case Discussions 
A key goal of NCS discussions is to unpack challenging ethical quandaries and surface the many competing 
values at play in the dilemmas raised by the case. Discussion participants should know that the goal of the 
discussion is not to generate the “right” answer to any dilemma or even to come to a consensus about the “best” 
solution. Rather, groups should explore what makes each dilemma so complex, the values that possible avenues 
of action might uphold, and the potential compromises or tradeoffs that might accompany different actions. 
The issues raised in each case are challenging, and there are, in fact, no easy answers to the questions that will 
come up during discussion. Indeed, your group is likely to disagree about the “best” possible course of action in 
a case. Both participants and facilitators should expect non-closure and ambiguity. In order to support this 
learning, begin by setting discussion norms that will support these types of discussions.  

Setting Group Norms 
Setting clear norms is essential for any group discussion, but particularly important for NCS discussions. NCS 
ask participants to unpack their own values and belief systems, then to discuss those values with others who 
might disagree. Such conversation across lines of difference requires that discussants feel safe and supported. 
Clear norms, fairly enforced by the facilitator, can create the sense of safety and support that group members 
need to fully engage and learn from each other.  
 
Clear and consistent discussion norms are particularly important for this brief-case suite. The cases in this suite 
can raise a lot of emotions—all along the political spectrum. Make sure that you have clear community 
agreements and norms in place before beginning discussion of these cases, as well as a clear plan for how to 
respond if someone violates those norms.  
 
We particularly like Leveraging Norms For Challenging Conversations (2016), developed by Whitney Polk in 
collaboration with Dr. Aaliyah El-Amin at the Harvard Graduate School of Education. This resource offers 
in-depth advice for creating and upholding norms, including clear language to use in case of norms violations. In 
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the box below, you’ll find norms that the EdEthics team regularly uses, adapted from Polk and El-Amin’s work; 
however, you may have your own set of norms that work well for your group.   
 

●​ Respect for Self and Others  
(e.g., Actively Listen, Maintain Confidentiality, and Challenge Ideas, Not People) 

●​ Acknowledge the Different Backgrounds and Experiences of Others  
(e.g., Consider the role of your identities and power dynamics) 

●​ Accept Challenge and Anticipate Discomfort  
(e.g., Push Your Thinking, Hold Yourself and Others Accountable, and Contribute 
to the Conversation) 

●​ Keep an Open Mind  
(e.g., Allow for Growth, Listen Before Responding, and Stay Engaged) 

●​ Embrace Uncertainty and Non-Closure 
(e.g., Don’t expect all questions to be answered) 

 

Acknowledging Emotions in the Discussion Space 
As you will see in the General Discussion Protocol on page 16, we recommend starting the case discussion by 
acknowledging that the case may inspire emotional reactions. We suggest giving people time to reflect on their 
emotional state and the ways it might impact their perceptions of the dilemmas in the case and the values at 
stake. A tool that we like to pair with this work is Glenn Singleton’s Courageous Conversations Compass, which 
invites people both to reflect on the ways that they enter into a challenging conversation and to understand that 
others may enter such conversations differently. If you believe that a case might lead to highly-charged discussion 
with your group, it’s particularly important to take that time for personal reflection, without or without the 
Compass.  
 
You may also find that these cases raise strong emotions for you as a facilitator. If that’s the case, you might take 
some time to think about your own emotions before leading a discussion. This resource from HGSE is a helpful 
tool for reflecting on your personal “triggers,” along with sentence stems for facilitators to use in difficult 
discussions. 
 
When cases do raise strong emotions, one way to keep discussion productive is to focus deeply on the world of 
the case. After all, case studies are helpful in no small part because they provide a safer distance for talking 
through challenging dilemmas than talking about one’s own challenges allows. Consider helping your group 
stay within the world of the text by asking participants to do a “character/stakeholder deep dive” for the values 
portion of the case discussion. Ask each person to choose a character or stakeholder group from the case to 
whom they had a strong reaction, perhaps because they identified with them or perhaps because they strongly 
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disagreed with them. Participants should think about what motivates that character or stakeholder group: What 
values are important to them—and how might they define those values? What practical implications inform 
their thinking? Are there aspects of their role(s) that may influence how they see the dilemmas? Then, open up 
the discussion, but keep the focus on the characters and/or stakeholders. Did any group members choose the 
same character but view them differently? Do any characters share the same value but define it differently?  

Making Decisions with Incomplete Information 
The brief-cases in this suite attempt to explore ethical complexity in a small space. Necessarily, they provide 
incomplete information about the fictional stakeholders and districts they portray. Often, the ambiguity is 
intentional, allowing readers to consider how the scenario might play out in their own districts and to open 
discussions about how the dilemmas in the case might change with different demographic information. (For 
more details, see Case-Specific Supplements starting on page 23.) 
 
For some groups, working with incomplete information can be challenging, potentially even stymying 
discussion as participants insist they cannot make any decisions in such uncertainty. For other groups, discussion 
can quickly move to listing what information is missing in the case without analysis of how that missing 
information would inform the dilemmas, the values at stake, and the range of potential solutions. In both cases, 
the role of the facilitator becomes increasingly important in steering conversation to why the missing 
information should matter to the leaders in the case. It can also be helpful to remind groups that educational 
leaders often operate in conditions of uncertainty; it’s rare for anyone to make decisions with perfect knowledge 
of all facts, beliefs, viewpoints, and opinions.  

Recommendations for Virtual Facilitation 
NCS discussions can take place in-person or virtually. The EdEthics team has led many discussions in both 
formats. If you are facilitating the pathway virtually, consider these logistical questions:  

●​ Are you limited by time? (Free versions of virtual meeting platforms may only give you 45 minutes of 
meeting time.) How will the timing impact your planning? Can you ask participants to read the 
brief-case before your meeting? 

●​ Are you comfortable assigning groups, using the chat features, sharing screen, and generally navigating 
the software? 
 

Virtual Norms 
For virtual spaces, it’s still important to use the discussion norms that you would use for an in-person discussion. 
You might also consider adding virtual norms to improve the group experience (e.g., “Keep on mute when the 
speaker is presenting.”; “Keep your camera on.”; “Use the ‘hand raise’ feature when you want to participate.”). 
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Ways to Share Virtually 
In virtual sessions, we often use the “waterfall” approach with the chat feature: we have participants type their 
responses to a particular question into the chat without submitting, and then all press “Enter” at the same time 
so that the responses appear together in the chat at the same time. Then we can ask questions based on the 
patterns that we see, or we can ask individuals to share more of their thinking based on their responses.  
 
Breakout Groups (Optional) 
As with in-person discussions, 6-12 people is a good size for a virtual NCS discussion group. If your group is 
significantly larger, you might want to use breakout rooms to create smaller groups. Consider the following 
questions if you take this route:  

●​ How well do the group members know each other?  
●​ Do you have more than one facilitator to guide breakout groups? Could you appoint some facilitators 

in different breakout rooms, even if they are not official facilitators?  
●​ Will anyone stay behind in the main room in case someone is kicked off Zoom and needs to come back? 
●​ If you are leading a virtual discussion with breakout rooms, make sure that participants have the 

slideshow link so they can access the questions without you. 
 
Ultimately, when considering the use of breakout rooms, reflect on ways you can maintain discussion norms 
even within different groups to ensure your learners have a productive and meaningful NCS discussion. 
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General Discussion Protocol 
This guide is a general guide that can be used to lead discussion on all the cases. Supplement this 
protocol with the case-specific guides below.  
 
Time: 60-75 minutes. Adjustable with modifications.  
 
Materials 

●​ Case study  
●​ Case supplemental guide  
●​ Some way to write (pen/paper, laptop, tablet)  
●​ Participant Packet (optional) 
●​ Expert Video Commentaries (optional) 

 
Session Agenda 

Part I. Introduction and Norms (5-10 minutes) 
Part II. Reading the Case (5 minutes) 
Part III. Reflection (5 minutes) 
Part IV. Group Discussion (45-60 minutes) 
Part V. Reflection and Takeaways (5-10 minutes) 
Part VI (Optional). Feedback (2-5 minutes)  

 

Before the Discussion 

Consider your audience and the goals for your discussion. 
●​ Who is your audience? How well do they know each 

other?  
●​ Why is this group coming together?  

 
Determine which materials you will need. 

●​ Will you distribute the case before the discussion? (Is it 
reasonable to expect participants to read it before the 
event?)  

●​ Will you devote time during the event for participants 
to read the case?  

●​ Are there any other materials that you wish to 
distribute alongside the case (i.e., relevant local policies, 
additional articles on the issues at hand, etc.)?  

 
Determine group size(s). We recommend ideally 6-12 people per 
discussion group.  

Notes: When we run case discussions in 
university courses, we generally ask learners 
to read the cases—and any accompanying 
sources—before the discussion. When 
running professional development with 
in-service educators or other professionals, 
we sometimes ask our participants to read 
the case in advance, but we also often use 
time at the start of the session for 
participants to read the case.  
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●​ Will you run one whole-group discussion yourself?  
●​ Will you break a large group into smaller groups? Will 

those groups be self-facilitated, or will you require a 
team of facilitators?  

Part Ia. Introductions (5 minutes) 

Ask each member of the group to share their names (and 
pronouns, if desired), along with any additional information 
that may be useful (professional role for educators, 
school/district size or demographics, etc.). You may also include 
an icebreaker question for community building.  
 

Notes: For virtual discussions, we often 
have discussion participants call on the next 
person to help the introductions run more 
smoothly.  
 
Modifications: If all members of the 
group already know each other well, you can 
omit introductions.  

Part Ib. Discussion Norms (5 minutes) 

Share a list of discussion norms for the conversation with 
participants. Once participants have had a chance to review the 
list, ask whether they wish to discuss or amend any norms or add 
any new ones. 
 
 

Notes: You can find a list of norms that we 
often use on page 13.  
 
Modifications: If the group meets 
regularly, you can likely do a quick review 
of existing norms here. 
 
As these cases can raise strong emotions in 
readers, another tool that can be helpful to 
use alongside discussion norms is Glenn 
Singleton’s Courageous Conversations 
Compass.  

Part II. Reading the Case (5 minutes) 

Allow time for participants to read the case (or review it if 
they’ve read before the session). Given that people read at 
different speeds, it can be helpful to provide your learners with 
some questions to think about and make notes on once they’ve 
finished the case. (See below for ideas.) 

Modifications: You may instead choose to 
read the case aloud.  

Part III. Reflection (5 minutes) 

Give participants a few minutes to reflect on their responses to 
the case. Choose one or more of the following questions: 

●​ What emotions did this case raise for you? How might 
those feelings impact your entry into the discussion?  

●​ What important information is missing from the case? 

Notes: This moment of reflection before the 
discussion serves several purposes. First, these 
cases can raise strong emotions in readers, so 
it can be useful to acknowledge and reflect 
on those emotions before diving into 
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How would that information change your thinking 
about the key dilemmas?  

●​ What assumptions do the characters in the case seem to 
be making? Did you find yourself making assumptions 
or filling in missing details with information from your 
own experiences?  

 
Depending on the group, you might ask participants to share 
some part of their response with a partner or with the group.  
 

discussion. Second, because these cases are so 
short, they necessarily are light on details, 
making it easy for readers to fill in those 
gaps themselves. Thus, it can be helpful to 
name those gaps and potential assumptions 
explicitly. However, keep the focus on why 
those missing details would make a 
difference, rather than just listing them.  
 
Modifications: If this is a group that has 
worked with normative brief-cases before, 
you might be able to skip explicit reflection, 
as it should become more automatic for 
readers the more they work with the tool. 

Part IVa. Discussion: What are the dilemmas? (10-15 minutes) 

Before diving into the discussion, establish a common 
understanding of the term “dilemma.” We share the following 
definition: 

●​ Dilemma: A situation where there is no one right 
answer, and it is hard (even impossible) to realize all 
important values and principles at once. 

 
Begin the actual case discussion by asking participants to surface 
the dilemmas in the case, using the following questions: 

●​ What are the dilemmas in this case?  
●​ For whom are they dilemmas?  

 
Potential follow-up questions:  

●​ Which character faces that dilemma? 
●​ We haven’t yet talked about [this character]. What 

dilemmas do you see them facing?  
●​ Dilemmas can be practical, like specific choices to be 

made by a particular character or group in the case, or 
big philosophical questions, such as about the purpose 
of schooling, or anything in between. Do you see any 
dilemmas [at a more abstract or specific level]? 

●​ Are there any people or a group of stakeholders who 
don’t feature in the case by name but who might be 
facing dilemmas because of what’s happening here? 

 
Find more follow-up questions in the case-specific supplements. 

Notes: We often ask discussion participants 
to start by naming the most obvious 
dilemma, the one that’s likely on most 
people’s minds. Then we move to exploring 
dilemmas within that main dilemma and 
to looking at other dilemmas that might not 
be so obvious. You might also clarify for the 
group that dilemmas can be specific 
decisions to be made and/or broader 
philosophical questions.  
 
In these cases, there are dilemmas for the 
leadership team, which are often mentioned 
the most. But try to encourage the group to 
think about dilemmas for individual 
characters, as well.  
 
Modifications: If you are short on time, 
you can shorten this section or even present 
the group with a list of dilemmas that they 
can add to. But make sure that the group is 
looking at dilemmas beyond the practical 
choice to be made in the case.  
 
Facilitator Tips: Sometimes people don’t 
really describe a dilemma. If that happens, 
see if there’s a way for you to reframe their 
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comment in terms of a dilemma. Be ready 
to redirect participants who offer solutions to 
the dilemmas during this part of the 
conversation. Let them know that we’ll talk 
about what the characters should do later in 
the conversation.  

Part IVb. Discussion: Why are these dilemmas? (10-15 minutes) 

Move the group into the next part of the discussion by asking:  
●​ Why are these dilemmas?  
●​ What values or principles are at stake?  
●​ What practical and/or policy considerations are at 

stake? 
 
Potential follow-up questions: 

●​ Do people disagree about which values matter, which 
should take precedence, or how they apply in this case? 

●​ Do people disagree about which considerations are 
relevant, which should take precedence, or how they 
should be addressed in this case? 

●​ Which factors are influencing relational trust between 
the different stakeholders?  

●​ Who has the most to gain or lose in [this dilemma]?  
●​ Which relationships with outside groups and/or 

different stakeholders should leaders in the case be 
considering with particular care?  

 
Find more follow-up questions in the case-specific supplements. 

Notes: You may wish to provide discussion 
participants with a list of possible values 
that might be at stake in the case. See the 
case-specific guides for some ideas.  
 
If participants want to discuss solutions, 
consider sharing a reminder: “If you feel 
yourself going quickly to solutions, either in 
your mind or especially in discussion, try to 
pause that instinct. We have found the kind 
of slow and deliberate thinking these case 
studies invite is the value of this exercise. At 
the end of the discussion, we can reflect on 
how it felt to delay the decision-making.” 
Then be sure to take the time to reflect on 
this topic at the end of the discussion! 
 
Modifications: If you are short on time, 
you can shorten this section to 10 minutes. 
But we recommend giving the group as close 
to 15 minutes as possible.  
 
You might consider having participants 
split into pairs or trios for the first part of 
this section. When opening up discussion to 
the larger group, you could ask one of those 
pairs to share first, rather than just opening 
up the question to the group. (Think of this 
as “warm calling.”) 

Part IVc. Discussion: What might be done in this case? (5 minutes) 

Have discussion participants brainstorm possible courses of 
action that might be taken in the case. These can address any of 
the dilemmas raised and may be explored within the case or be 
totally novel. Use the following question: 

Notes: You could give participants time to 
brainstorm or discuss in pairs before 
opening this question to the group, if time 
allows.  
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●​ What choices are available, and to whom?  
 
Potential follow-up questions:  

●​ How does each of these choices frame and address the 
dilemmas?  

●​ For each choice, what is gained? What tradeoffs might 
come with this choice?  

●​ How might power dynamics impact the 
decision-making capacity of a character?  

●​ How would this decision affect the most vulnerable? 

To save time, you can also provide a list of 
potential choices to the group and ask them 
to add any that they’d like to see.  
 
You may need to remind your group that 
the goal at this stage is simply to list 
possibilities about what might be done, not 
to look for the best possible answer.  
 
It can be helpful to record the possible choices 
on chart paper or in a digital medium to 
create a common “text” that can be used in 
the next section.  
 
Modifications: If you are pressed for time, 
omit this section and instead move to the 
next question of what should be done.  

Part IVd. Discussion: What should be done in this case? (5-10 minutes) 

Ask participants to consider what should be done in the case, 
using the following question: 

●​ What do you think should be done in this case, and by 
whom? Why? 

 
Potential follow-up questions: 

●​ Where would you focus your action(s) first? What risks 
would you be accepting through this course of action? 

●​ What systems or routines would you need in place to 
follow through with a particular action?  

●​ How should this decision be communicated?  
●​ How would this decision affect the most vulnerable? 
●​ Who stands to gain from this decision? Who stands to 

lose?  
●​ What additional information might the leaders in the 

case want to learn before they make their decision?  
 
Find more follow-up questions in the case-specific supplements. 

Notes: Remember that there is no one “best” 
course of action in these cases (though some 
courses of action are definitely better than 
others, and some actions would be wrong to 
take). Participants should not be looking for 
the “right answer.” Be sure to ask people to 
explain why they believe that the course of 
action they chose should be taken. 
 
If you have a list of brainstormed options, it 
can be helpful to annotate that list with the 
values each option upholds.  
 
Sometimes groups can be reluctant to 
commit to a potential course of action 
because of the missing information in the 
case. If this happens, you can ask what they 
would need to know before making a 
decision—and, crucially, why. But it also 
helps to remind groups that we’re constantly 
making decisions in conditions of 
uncertainty and that there’s value in 
talking through decisions even without all 
the information we want.  
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Part V. Reflections and Key Takeaways (5-10 minutes)  

Before ending the discussion, ask participants to reflect on the 
case and their experience discussing it. Ask participants to 
complete a quick write (2 minutes) on one of the following 
questions: 

●​ How did your own experiences and identity influence 
your views of the dilemmas in the case? How will you 
think about this influence in the future?  

●​ What missing information will you seek out as you 
confront ethical dilemmas in your own school/district?  

●​ What did you learn about yourself as a leader and the 
values you bring to your role?  

●​ What did you learn about your institution, 
organization, or broader context from this case and/or 
discussion? 

●​ What have you learned from talking about this case that 
might apply to other ethical dilemmas in educational 
leadership? 

●​ What have you learned from this case and/or discussion 
that you’d like to take back to your own 
classroom/school/district?  

●​ What value(s) are you thinking about in a new way or 
for the first time?  

●​ What lingering questions will you take away from this 
discussion?  

 
If you have time, consider asking participants to share some part 
of their reflection with a partner or the group.  
 
Find more follow-up questions in the case-specific supplements. 

Notes: It’s nearly impossible that you’d 
have time to ask all of the reflection 
questions listed here! Think about which 
questions will be most helpful for the group 
that you’re facilitating and choose one or 
two accordingly.  
 
You may want to allow participants the 
option to pass (opt not to share) during this 
final section, depending on the level of 
comfort in the group.  
 
If participants are comfortable sharing 
their ideas with the whole group, open the 
floor to sharing. 
 
Modifications: If this group is coming 
together for a specific purpose, you may want 
to tailor the reflection to that purpose. In the 
past, we have used this reflection time for 
disciplinary or grade-level teams to chat 
about implications for their classrooms, for 
example. We have also used this time for 
teachers across a district to reflect on the 
ways the case discussion helps them think 
about new policies being implemented. In 
our experience, discussion participants find 
this chance for reflection very 
meaningful—be sure to leave enough time 
for it in your discussion. 
 
Virtual Modification: For a virtual 
discussion, a waterfall technique could work 
well here. Have each person type their 
sentence/question into the chat, but not press 
enter. Then, have everyone press enter at the 
same time. You can find other virtual 
modifications we use on pages 14-15. 
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Part VI (Optional). Space for Feedback (2-5 minutes) 

If you would like to provide a space to give feedback 
at the end of each session, ask participants 
anonymously to provide positives (+) and potential 
changes (deltas Δ).   
 
In person, you can use sticky notes, paper, or an 
online form. Virtually, consider using an online form. 

Notes: After collecting feedback, reflect on the feedback 
provided. Some feedback might suggest a change in 
norms or a different structure. Others might indicate 
that people feel challenged and are experiencing 
growth. 
 
If this discussion is part of an arc of learning, consider 
how you can use the feedback as you plan the next 
session.   
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Case-Specific Supplements 
The protocol above works with each brief-case in this suite (and other brief-cases on our website). In this next 
section, you’ll also find additional materials for each case study. The discussion questions below can be used as 
part of the generic protocol, serve as reflection questions, or provide prompts for assignments in university 
coursework. In addition to these materials, we have a collection of short video clips featuring experts discussing 
educational leadership, which may be used to spark further discussion on the dilemmas in these cases.  
 

CASE 1: “By the Book” 
 

Essential Questions: 

●​ How can educational leaders make values-based decisions in communities that disagree on which 
values to prioritize and/or how to put values into action? 

●​ How should school and district leaders work together to make collaborative values-based decisions in 
polarized communities?  

Summary: 

A school district faces tumult when the high school English department chair suggests making J.D. Vance’s 
memoir Hillbilly Elegy required summer reading as a way to bring greater ideological diversity into the 
curriculum. 

Facilitation Notes: 

●​ We have found that this particular case raises strong emotions. Make sure to build in time for your 
group to process those emotions before discussing the case. See the general facilitation guide for 
questions to use.  

●​ Some readers make the assumption that Hillbilly Elegy would be the only “required summer reading 
for all incoming ninth graders.” However, the case never states how many books students are assigned 
to read over the summer, nor how many of those books are required. If your group makes this 
assumption, try asking them to consider how their views on the dilemmas, or the possible solutions 
they see, would change if Hillbilly Elegy might be one of several books students were required to 
read, rather than the only one.  

●​ This is the only case in the suite that places a hard deadline on the central choice presented by the 
case: summer reading orders are supposed to be done next week. Be sure that the group considers this 
time pressure in both the dilemmas and their potential solutions, even if it just means that they look 
into delaying adoption of the book until the following summer. But adopting this book—or not—is 
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just one potential short-term solution. Encourage the group to think about other short-, medium-, 
and long-term solutions to the larger dilemmas that Centerville is facing.  

Case-Specific Questions: 

Dilemma Questions: 
●​ This is a department-level decision that’s reverberating at the school and district level. What are the 

different levels of leadership you see in this case? What dilemmas do leaders face at each of these 
levels? 

●​ How does the role Hillbilly Elegy would play as summer reading contribute to the dilemmas in the 
case? How might those dilemmas be different if the book were part of the school-year curriculum? 

●​ There’s disagreement in the case about whether Hillbilly Elegy should be evaluated based on the 
content of the memoir or the author’s political career. How, if at all, should educators distinguish 
between art and artist when deciding what to include in the curriculum? 

Values Questions: 
●​ While many different stakeholders in the case share opinions on Hillbilly Elegy and its place at 

Centerville High, it’s unclear how many have read the memoir, either for pleasure or with an eye to 
the curriculum. What responsibilities to become deeply familiar with the materials, if any, do 
different stakeholders have before weighing on curricular changes? 

●​ Both those advocating for and those opposing the inclusion of Hillbilly Elegy are concerned about 
inclusivity and belonging. What do those values mean to the different stakeholders in the case? 

Solution Questions: 
●​ At the end of the case, several different leaders—at different levels of leadership—are attempting to 

make a decision about the book together. How might that group share their decision-making power? 
If you would weigh one voice more heavily than the others, why would you do so? 

●​ Many different stakeholders share their views in this case: students (both liberal and conservative), 
teachers, and parents. How should the leaders take these—often conflicting—views into account as 
they make a decision about the book?   

●​ If Centerville leadership does decide to add Hillbilly Elegy to the curriculum, what additional 
training and/or resources might different stakeholders need (faculty, staff, students, families, etc.)? 

Reflection Questions: 
●​ As a Centerville leader, what would you want to learn before making a decision like adding Hillbilly 

Elegy as required summer reading? How would you go about gathering that information quickly and 
effectively? 

Potential Values at Stake: 

Diversity, Inclusion, Freedom of Speech, Fairness, Critical Thinking, Truth, Empathy, Democracy 
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CASE 2: “Writing on the Wall” 
 

Essential Questions: 

●​ How can educational leaders think through the ways that policy decisions communicate institutional 
values—both implicitly and explicitly?  

●​ How can educational leaders make decisions grounded in their personal, professional, and 
organizational values in the face of challenges exacerbated by political and social polarization?  

Summary: 

When a local mural celebrating Black excellence comes under attack from a politician running for state office, 
a school district fields complaints, suggestions, and even threats of violence as they decide whether and how to 
respond. 

Facilitation Notes: 

●​ Some groups feel stymied by this case because it (intentionally) doesn’t include the racial 
demographics of Garnet. If your group gets stuck on this question, keep the focus on how the 
demographics would change the dilemmas, key values, and potential solutions. (See some questions 
to use below.) You might also simply fill in the missing demographic information for the group if it’s 
too hard to move past the uncertainty. (See below for suggestions on how you might describe the 
demographics of the district.) If your group all works in the same or similar districts, consider using 
demographic information from that/those context(s).  

●​ Discussions about this case can quickly turn into a referendum on the mural—such as whether it’s in 
fact exclusionary (or definitely isn’t), or whether it should be updated with figures from other races 
(or definitely shouldn’t). However, it seems clear in the case that Dr. Murta’s team believes in the 
mural’s value in its current state; after all, they recently added new Black figures on the mural’s 
thirtieth anniversary. So if conversation begins to focus too much on the value of the mural, help the 
group move back to the central dilemma of the case: How should districts respond when their values 
are being used against them? How publicly can and should they defend those values in a political 
climate that can make it feel quite risky to do so? 

●​ Michael Gomes is an ambiguous figure in the case. Some readers see his critique of the mural as 
disingenuous, a way to gain attention for his political campaign, while others feel his concerns are 
genuine. If the conversation focuses on Gomes and his motivations, consider asking the group how 
their views on the dilemmas might change based on how genuine Gomes’ concerns are.  

Case-Specific Questions: 

Dilemma Questions: 
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●​ The case doesn’t provide any racial or ethnic demographics for Garnet. How, if at all, might knowing 
those demographics change your thinking about the dilemmas the case raises? What if the 
community were majority Black, for example? What if Black students made up a small part of a 
majority-White community? What if Black students made up a small part of a community with many 
students of color from other racial and ethnic groups? 

●​ How does the prospect of media attention, whether social media or traditional media, impact the 
dilemmas that Dr. Murta and his team face? 

●​ Some of the behavior in this case is clearly unethical—threats of violence against the schools and the 
superintendent, for example. How should school leaders think about crafting ethical responses to 
unethical behaviors? 

Values Questions: 
●​ Some portion of the mural’s opponents and some portion of its supporters seem to want to make 

Garnet more inclusive. What does “inclusivity” mean to the different groups in the case? 
●​ Based on what we learn about Garnet in the case, what do you imagine the guiding values for their 

district might be? 
Solution Questions: 

●​ As is so often the case, Dr. Murta’s team is trying to make decisions in conditions of uncertainty: it’s 
unclear, for example, how seriously to take the threat of a lawsuit or how much to worry about losing 
federal funding. How, if at all, should these possibilities impact the leadership team’s thinking about 
how to respond to the uproar over the mural? 

●​ The case ends with the idea that the district is “poised to take a major hit,” no matter how they 
respond. What potential outcomes should Dr. Murta’s team try to guard against? What potential 
outcomes should they try to promote? 

●​ Dr. Murta’s team is facing many challenges, but some of the most immediate are threats to student 
and staff safety and a potential lawsuit. How should the district balance immediate action that must 
be taken to ensure safety and legal compliance with broader philosophical questions about how best 
to embody and communicate the district’s values? 

●​ If the district does craft a public response to the controversy surrounding the mural, whose 
perspectives should be centered and why? Are there any stakeholders who might feel unseen, 
depending on which perspectives are centered? 

Reflection Questions: 
●​ As a leader in Garnet, whose perspectives would you want to seek out before responding to the 

controversy over the mural? Who on your team might bring a point of view that is different from 
yours and could provide needed perspective? 

Potential Values at Stake: 

Integrity, Justice, Community, Excellence, Anti-Racism, Trust, Truth, Inclusion 
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CASE 3: “On the Safe Side” 
 

Essential Questions: 

●​ How should schools respond to changing federal guidelines and priorities, particularly when these 
guidelines conflict with school and community values?  

●​ How should schools think about the role that public statements play in communicating district 
values, both explicitly and implicitly?  

Summary: 

A school district with a large immigrant population faces widespread community fear about ICE raids as the 
superintendent’s team tries to determine whether a public statement supporting immigrant families is the 
right move for their community. 

Facilitation Notes: 

●​ While the discussion in the case mainly focuses on whether or not to release a public statement, there 
are other ways the leaders might show support for the immigrant community. When brainstorming 
solutions to the case, make sure to encourage the group to consider actions beyond communication 
(if they are not already doing so). 

●​ In this case, we know little about the named characters beyond their roles. If your group gets stuck on 
missing information about characters’ identities, backgrounds, and experiences, try to keep the 
discussion focused on how the missing information might impact their understanding of the 
dilemmas in the case, the values at stake, and the potential courses of action available. 

Case-Specific Questions: 

Dilemma Questions: 
●​ While we know a bit about the racial and ethnic demographics of Bradley, we know little else about 

the district—such as location or political leaning. How, if at all, would such information inform your 
thoughts about the dilemmas in the case and the possible actions Dr. Nyland’s team might take? 

●​ Dr. Nyland notes that neighboring districts have already made public statements of support for their 
immigrant community members. How do such statements impact the dilemmas for BPS leaders, and 
how, if at all, should they inform their ultimate decision? 

Values Questions: 
●​ There’s tension in the case about certain actions that might make the school community feel 

safer—like issuing a statement of district support—and other actions that might actually make the 
community safer—like staying quiet to avoid attracting unwelcome attention. What do you think 
about this tension? 
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●​ The leaders in the case are juggling numerous responsibilities to students and parents, but also to 
teachers, who are “already overwhelmed.” How should they think about balancing the needs of these 
different groups? 

Solution Questions: 
●​ There’s debate in the case over whether a public statement would have any practical effects on the 

district’s chronic absenteeism. What might Dr. Nyland’s team need to learn in order to better predict 
the potential outcomes of such a statement? 

●​ While the case recounts a conversation among district leaders, it’s clear that teachers in Bradley are 
the ones fielding families’ concerns most often. What additional training or support might the 
district need to provide for educators and school-based leaders? 

Potential Values at Stake: 

Safety, Inclusion, Justice, Community, Honesty, Privacy, Achievement, Equity 
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CASE 4: “Putting Up a Fight?” 
 

Essential Questions: 

●​ How should leaders and leadership teams respond to internal disagreement over the best ways to 
embody district values?  

●​ How should schools and districts respond to changing community attitudes over what counts as 
“political” material in schools?  

Summary: 

Facing community disagreement over the appropriateness of “All Are Welcome” signs in middle school 
classrooms, a district leadership team must decide how to respond to the board’s desire for a policy that keeps 
“political material” off classroom walls.  

Facilitation Notes: 

●​ The sign described in the case could be controversial in some communities but not in others. If the 
sign wouldn’t cause controversy in your context, consider what messages or images might be viewed 
as “political” by your community. Ask your discussion group how their thinking about the dilemmas 
might change if the sign in question were one of those.  

●​ Despite Dr. Woodley’s final question, writing a policy about classroom posters isn’t the only course 
of action available to this leadership team. As your group discusses what might be done in the case, 
you can encourage participants to think about actions beyond a policy that might help resolve 
dilemmas they see in the case.  

●​ In this case, we know little about the named characters beyond their roles. If your group gets stuck on 
missing information about characters’ identities, backgrounds, and experiences, try to keep the 
discussion focused on how the missing information might impact the participants’ understanding of 
the dilemmas in the case, the values at stake, and the potential courses of action available.  

Case-Specific Questions: 

Dilemma Questions: 
●​ Dr. Woodley faces disagreement not only in the broader community but also on her leadership team. 

What dilemmas does she face as a team leader? 
●​ Some proponents of the signs believe that they are helping to redress past injustices related to race 

and racism. How, if at all, does such history influence the dilemmas that Dr. Woodley’s team faces? 
How, if at all, should it influence their thinking about how to respond? 

29 



 

●​ While the posters seem to reference race, with their differently-hued hands, the case doesn’t provide 
any racial demographics for Taylor. How, if at all, would knowing the town’s racial demographics 
change your thinking about the dilemmas in the case? 

Values Questions: 
●​ There’s disagreement in the case about how teachers and schools can build inclusive communities. 

What does “inclusion” seem to mean to the different stakeholders in the case? 
Solution Questions: 

●​ The school board has asked for policy recommendations, but not all team members agree that a new 
policy is the best course of action. What factors might a superintendent and leadership team need to 
weigh when deciding how to respond to such requests from a board when they don’t agree a policy is 
needed? 

Reflection Questions: 
●​ What role, if any, do you believe district leadership (whether central office or the school board) 

should play in determining what teachers post on their classroom walls?  

Potential Values at Play: 

Autonomy, Community, Inclusion, Fairness, Neutrality, Diversity, Justice, Belonging 
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Appendix I: Participant Worksheets 
At EdEthics, we find it’s helpful to provide our discussion participants with graphic organizers to help them 
track their thinking during case conversations. Click here to make a copy of our participant packet, which you 
can customize for your group’s discussion.  

Appendix II: FAQs 
General Facilitation Tips and Guidelines 

●​ If you split the larger group into pairs or trios, you can “warm call,” or call in participants you heard 
making thoughtful comments in their smaller groups. You can also ask people to share something their 
partner said. If someone has been quiet throughout the discussion, you can gently invite them in by 
saying something such as, “[Name], do you have anything you’d like to share?” 

●​ People often want to “solve” the dilemma or talk about what the characters should do right away. If this 
happens, remind participants that they will get to talk about taking action. But we start the discussion 
by naming a variety of dilemmas, which ultimately helps us think about possible pathways for action 
later.  

●​ If participants get stuck in thinking about solutions before it’s time to talk about them, try to name the 
values you see them thinking about with statements like, “It sounds like you’re thinking about the 
importance of students’ psychological safety in the case. Does that seem right? How are the characters 
in the case thinking about that value?” 

●​ If participants are moving far from the case and the dilemmas it raises (like talking about their school 
instead of the case), you could bring them back by asking the group a question specifically about the 
characters or details in the case. See the “follow-up questions” throughout this guide for some ideas.  

●​ Make notes about points you’d like to follow up on with participants. Ask questions to help them 
elaborate on their thinking. Listen carefully for dilemmas they may be having trouble articulating and 
try to rephrase them.  

 
What if nobody is talking?  

●​ You can always have participants turn and talk to a partner (or in a trio if the numbers are uneven). You 
can also have participants write for 1-2 minutes in their packet to generate ideas and then ask someone 
to share.  

●​ You can turn back to the text of the case if people are quiet. Ask the participants to find a sentence or 
two that really resonated with them or a point of view that they didn’t agree with. Then you can either 
have them start sharing these quotations with the whole group and explaining why they chose them, or 
you can have them share with a partner before opening up discussion to the whole group.  
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https://docs.google.com/document/d/1UXVvoiMwCREpi-Lu5J2X3XfQ0Czq8Y2nSBomzHIaWU8/copy


 

What if the conversation goes sideways? 
●​ Disagreement is ok! Rather than trying to get the group to consensus, use the questions from the 

protocol to pinpoint exactly what participants are disagreeing about. Does it have to do with a 
difference in values? Past experiences impacting their decision-making? Even if participants agree about 
what should be done in the case, are they all prioritizing the same values in choosing that solution? 
(They probably aren’t!) 

●​ Feel free to revisit the norms if the discussion starts getting uncomfortably heated. You could try saying 
something like, “I understand that these topics can be difficult to talk about. An important expectation 
for this conversation is that we _______________. Please keep this expectation in mind moving 
forward.” See Leveraging Norms For Challenging Conversations (2016) for more advice on upholding 
norms. 

●​ If participants are making statements grounded in prejudice or misinformation, it’s important to 
address those in the moment to keep the trust of the group. To kindly correct them, use this helpful 
line: “That’s a common misperception. I can see why you think that. Let me share some other 
information with you…” 

●​ Help participants feel heard if the conversation gets heated. Try restating the ideas with phrases such as, 
“Here’s what I’m hearing…” 

●​ If participants keep talking about themselves and their school instead of the case, return to the text. Ask 
them to choose a character they identified with and determine which values are important to that 
character. Alternatively, ask them to choose a quotation that resonated with them or that they disagreed 
with (see note above for more about this facilitation move).  

 
What if people won’t engage with dilemmas? 

●​ Be on the lookout for these pitfalls of normative case study discussions. 
○​ “Magic fairy dust” solutions: If participants try to sidestep the dilemma by changing the facts of 

the case, gently remind them of the facts in the case. (For example: “It would be great if the 
town of Franklin found enough money to keep both Penniman and Clayton open, but the 
case states that they’ve tried to close their budget shortfall and haven’t succeeded. We need to 
work within that financial constraint.”)  The real world is messy, and the cases reflect that 
messiness. After all, educators are constantly making decisions in imperfect situations with 
incomplete information.  

○​ Denying the dilemma: Comments like “there was no dilemma for me here” or “the obvious 
answer is…” can really shut down the discussion. It’s important to address the multiple ways of 
viewing the case so that other participants don’t feel their different opinions are invalid. You 
can remind participants that there are many ways of viewing the case and resurface the 
dilemmas brought up at the beginning of the discussion.  
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https://radcliffe-harvard-edu-prod.s3.amazonaws.com/8b8bef3c-2b23-4771-9847-625fc015adc4/LeveragingNormsforChallengingConversationsFINAL-ua.pdf


 

Additional Facilitation Resources 
●​ Our Facilitator Responses for Controversial Conversations offers specific language to use when 

responding to challenging moments, from one participant dominating the conversation to groups 
debating the issues rather than discussing them with an open mind.  

●​ This self-assessment can help you understand your strengths as a facilitator and what you can do to 
strengthen the community within your group, even if the conversation becomes heated.  

●​ Learn ways to meaningfully use a hot moment—a sudden moment of conflict or tension in a 
discussion— to advance learning for your group.   
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https://docs.google.com/document/d/1O62hBN_ucOF27JmKZWpFFMpaRuqrl-O-Q8blmgbMPjI/edit?tab=t.0
https://drive.google.com/file/d/1TIVOzDrOpWmlg9WcjYyHsahgj16B9ivI/view
https://drive.google.com/file/d/1TIVOzDrOpWmlg9WcjYyHsahgj16B9ivI/view
https://docs.google.com/document/d/1tuMuMVnI7soHLcTNxzCTqcpkun0ASHW_WvNuxphyyxA/edit?tab=t.0
https://docs.google.com/document/d/1tuMuMVnI7soHLcTNxzCTqcpkun0ASHW_WvNuxphyyxA/edit?tab=t.0
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