Destination
Recovery Toolkit
The next steps you take will be some of the most important
ones—we can help you.
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Moving Forward Together
As a planning firm, we know how hard it is to foresee the future, and we also know that outside of
some infectious disease experts, nobody really saw this coming—not at the scale with which the
COVID-19 crisis has hit. Over the past couple of months, we’ve heard from so many of our friends
in the industry and have learned about so many of the challenges you continue to sort through. This
isn’t a crisis where there are winners and losers. Sadly, it seems everybody has been negatively
impacted.
We want to express our heartfelt compassion for all those who are ill or quarantined, those who have
lost their jobs, those whose businesses are threatened, and those who are tasked with leading an
organization through the toughest time any of us in the travel industry have lived through. None of it
is easy, and you’re in our thoughts.
However, this toolkit is about hope.
This isn’t the end of travel. COVID-19 will undoubtedly mark a shift in the way people think about
travel and its effects will reverberate for years to come. But we’re made to wander as a species,
and we will get back to it as soon as it’s safe. In that spirit, we’ve assembled this toolkit to help
destinations of any scale to get on the road to recovery. Although all the tools here may not be useful
for every destination, there is something here for everybody. Choose what’s helpful to you and ignore
the rest. Do things out of order if that feels right. There’s no wrong way to use this toolkit.
The Destination Recovery Toolkit is built in four modules:
•
•
•
•

The Evaluate module is all about assessing your situation and knowing the “lay of the land” to
help you think about your priorities.
What is truly important? Prioritize will help you understand what to do first, and what can (or
must) be done later.
Once you know your priorities, you will be ready to Activate to accomplish those things.
And to do any of this well, you need to think about how you’re going to Lead through this
recovery.

These four modules can be thought of as a cycle: evaluation will inform prioritization, which will
allow you to activate. As you lead those activations, you will learn new things or things will change,
meaning you will need to evaluate again, and so on.
If you need a little bit of guidance, if you need help prioritizing, or even if you just need a supportive
ear outside of your organization: reach out to us at travel@coraggiogroup.com. We’re happy to spend
some no-fee time helping our friends figure this out.
In the meantime, let’s all imagine—and create—the future together.
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Destination
Recovery Toolkit

Evaluate

In the midst of a crisis, it’s impossible to know everything—things keep moving,
and ripple effects are impossible to predict. However, there are things that can be
known, and knowing them can help you make better decisions as you plan for your
recovery.
In this module, we present five tools that can help you nail down some specifics
about COVID-19 impacts:
Your stakeholders—those partners you work with in the community, those
tourism-related business owners, your elected officials, and others—will be a
wealth of information about the specifics of what’s going on in your destination.
Our tool will help you figure out how to implement and monitor a real-time
system for gathering stakeholder crisis input that’s right for your community.
Your destination is made up of assets, attractions, and ambassadors, and
it’s important to understand how the ongoing crisis is likely to play out across
these dimensions. What segments will be hardest hit? Will there be a seasonal
or geographic component to how these impacts will be felt? We will help you
get clear on what all this might look like for your destination.
Your organization will likely feel the impacts of COVID-19 for a long time. This
tool will help you organize your thoughts about what this will likely look like for
your budget and your team.
There are national signs Coraggio will be monitoring that will help us
understand when tourism is likely to begin to return, but there will be
local signs you can watch for too. In this tool, we share what our baseline
“windsocks” are and how to use them to put your recovery plan into phases.
We also guide you in thinking about what those local windsocks might look like
for you.
In the long-term, not every destination will end up worse off. The changes to
travel preferences brought by COVID-19 might make your destination more
attractive in some ways once people start traveling again. We’ll help you think
through what these future opportunities might be for you.
For each tool, we’ve provided a bit of an introduction, some questions to help you
decide whether this tool is right for you, and instructions for use of the tool.
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Stakeholder Engagement
In these days where information, impact, and response can happen so quickly, it is paramount to keep
your fingers on the pulse of what your partners are experiencing. Be it tourism-related business owners,
elected officials, or others—the people in your network are a wealth of information about the specifics of
what is actually happening throughout your destination. This tool provides some questions to investigate
who your stakeholders are (have there been changes during the crisis?) and ways to establish a two-way
communication channel with them. These communications will help you gather the input that’s right for
your community as you shape, prioritize, and lead your destination into its next steps. This will also help
you align your actions to those needed on the ground throughout your area.
Is This Tool Right for My Organization?
• Do you wonder if you are actively engaged with your partners, are aware of what is happening in their
worlds, and know what they are seeking from you?
• Has your universe of stakeholders possibly shifted?
• Do you feel there are new stakeholders engaged with or affected by your organization’s work?

Part 1: Identifying Stakeholders
Instructions

In the table below, create a list of stakeholder groups in the first column, being sure to think about traditional
stakeholders, stakeholders that have emerged since the onset of COVID-19, and stakeholders who may not typically
be engaged with special consideration for diverse and/or marginalized populations. Leave the second and third
columns blank for now.

Stakeholder Group

Communication Tool Used #1

Communication Tool Used #2
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Part 2: Reviewing Existing Communication Tools
Instructions

Next, using the table below, consider the various communication tools you have in place for you and your tourism
partners. This may include: Facebook groups, LinkedIn, Instagram, regular email newsletters, committee meetings,
etc. Do these tools allow for two-way communication and information sharing? Are they viable during a pandemic?
Are you sharing and receiving both qualitative and quantitative information as appropriate?
Back in the first table, you may wish to identify what tools will be used with which stakeholder. Ultimately, you
will want to ensure you have communication tools in place and regularly utilized that allow for two-way sharing of
information with all your stakeholders, and that you have the ability to give and receive quantitative and qualitative
information with all stakeholders.

Tool (e.g. Facebook, Instagram,
e-newsletter)

Two-Way?

Quantitative and Qualitative
information?

Part 3: Making Meaning
Instructions

As a last step—once you determine that you have the tools in place and they are being actively utilized with your
partners—you will need to have someone be responsible for synthesizing information and describing what it means.
Synthesizing incoming information is a task that should occur for this individual on a fairly regular basis, especially
given the evolving nature of the current public health crisis.

Person responsible for synthesizing information: _________________
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Destination Impacts
COVID-19 has prompted a significant and ongoing crisis that will continue to unfold across the places
we live, work and recreate. It is important to understand how it affects our treasured places and what
brings people to our communities. We need to explore questions about how the impact varies across
the landscape: How are different segments of our destination affected? Will different tourism attractions
be impacted at different times of year? How do impacts differ between different locations? What is the
cumulative effect of these impacts?
This tool will help you evaluate the impacts of the current crisis on your destination. While this tool can
be informed by qualitative data, we encourage using quantitative data where it is available and quick to
access to create a more accurate understanding of the magnitude of impact.
Is This Tool Right for My Organization?
• Have you seen a marked decline in visitor volume?
• Are you an organization that is engaged in destination management?
• As you look to the future, are you striving to identify where and how to direct your resources to affect a
positive change?

Instructions

To better understand and have a comprehensive picture of your destination right now, consider the following
questions. Use the table at the end of this tool to record your thoughts and observations.
1. For each destination facet listed in the table, provide a description (qualitative or quantitative) of its condition
and performance at the beginning of 2019, beginning of 2020, and the most recent snapshot in time. Information
can be in dollars, visitation, etc.—the purpose is to gain a sense of magnitude and the direction of change.
Quantitative data will provide a more accurate picture of the destination. However, if such information is not
available or may take too much time to gather, a qualitative assessment will provide a general direction and
sense of that status of your destination and its component parts.
2. Makes notes of any outliers:
Are there seasonal differences that are unique to your destination? This may be the case for attractions like
ski resorts.
Are there unusually “strong performers” in a category that are historically draws above and beyond other
participants in a tourism category (e.g. a marquee restaurant, a national monument, etc.).
Consider your destination and what has made it a unique place to visit. What else would you note that
makes it so singular?
3. Consider geographic differences in your destination:
Are the impacts felt differently across your geography?
Do these impacts affect certain populations or regions more than others?
4. Looking at the first column and information in the Outlier column, circle the facet that you believe is stronger than
others for your destination, or that you believe will be the primary draw for visitors once “Stay Home. Stay Safe.”
policies are relaxed. When doing this assessment, consider whether there are facets of your destination that
need to be re-activated first to jump-start the re-activation of other facets.
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Tourism/Destination
Facets
Accommodations

Food & Beverage

Retail & Shopping

Outdoor Recreation

Cultural & Heritage

		

Jan 2019
Metrics

Jan 2020
Metrics

Outliers
(seasonality;
marquee attraction)

Destination Impacts
Current
Metrics

Geography

Notes
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Organizational Impacts
Research shows that by holistically assessing and improving internal systems,
organizations are better able to dramatically improve employee satisfaction,
engagement, and retention. These important factors are commonly stressed
during periods of significant change. In order to best determine how your
organization can recover and support your long-term goals, we have provided
two organizational impact activities: Budget & Staffing Analysis and Team
Cohesion & Morale.

The Budget and Staffing activity will help you get clear on the importance and reinvestment required of the
programs, services and staffing to restart daily operations of your organization and recover the long-term
programs, services and staffing needs to accomplish your recovery plan. Meanwhile, the Team Cohesion
& Morale activity will help you assess key risk factors impacting team cohesion and morale and help your
organization develop the action steps needed to mitigate those risk factors.
Is This Tool Right for My Organization?
1. Do you need to understand how to allocate and align resources to your highest priorities and needs?
2. Do you need to maintain a flexible operating model to adjust to changing market dynamics and
opportunities?
3. Do you want to ensure that positive cultural norms are forming and taking root in your new
environment?
4. Do you question how strong staff morale currently is, as the organization operates in a virtual
environment?
5. Given the size and scope of recent changes, do you know how active team members are in keeping
their work moving forward and engaging others for support as needed?
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Part 1: Budget & Staffing Analysis

The purpose of the Budget and Staffing Analysis activity is to analyze the programs, services and staffing that will be
vital to restart daily operations of your organization and recover the long-term programs, services and staffing needs
to accomplish your recovery plan.

The Budget and Staffing Analysis activity has two steps:

1. The Budget and Staffing Assessment which identifies the tier 1 and tier 2 recovery programs, services and
associated staffing.
2. The Budget and Staffing Reinvestment Plan captures the specific programs, services and staffing expenses,
reinvestment amount and estimated timing.
We recommend that your leadership team use this activity as you align on the priorities for reinvestment in
programs, services and staffing. The activity of aligning on priorities as a leadership team will help surface areas of
concern and allow for collective ownership of the decisions you make.

Budget & Staffing Assessment
Instructions

1. List the key programs, services and associated staffing.
2. Plot the priority programs, services and staffing on the diagram below, based on specific requirements of a
program to fulfill your organizational mission and the investment required to restart the program. Complete this
assessment whenever the funding projections of your organization change.

Tier 1 Recovery

Tier 2 Recovery
High

Program Requirements

Low

Investment Requirements

High

Low
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Budget & Staffing Reinvestment Plan
Instructions

1. Transfer the programs, services and associated staffing from the Budget and Staffing Assessment into the Tier 1
Recovery and Tier 2 Recovery tables.
2. Identify the investment required.
3. Estimate the timing for the reinvestment for your organization. Complete this assessment again whenever the
funding projections for your organization change.

Tier 1 Recovery: The programs, services and associated staff that are vital to resuming daily operations.
Resource

Investment Required

Estimated Timing

Tier 2 Recovery: The programs, services and associated staff that are vital to long-term recovery.
Resource

Investment Required

Estimated Timing
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Part 2: Team Morale & Cohesion

The Team Morale & Cohesion activity will help you analyze the behaviors within your organization and identify where
your team is exhibiting behaviors that support team morale and cohesion and where behaviors are detrimental to
team morale and cohesion.

The Team Morale & Cohesion activity has two steps:

1. The Team Morale & Cohesion Behaviors Assessment which identifies various behaviors and assigns a 1-3 rating
to identify areas of strength and potential risk factors.
2. The Team Morale & Cohesion Action Plan which captures the specific action steps to be taken to address a
potential risk factor.
We recommend that this process be used as a discussion document within a team so that you can collectively
assess areas of strength and specific risk factors to team cohesion. The process of assessing team cohesion within
your team will help surface areas of concern and allow for collective ownership of the action steps.

Instructions

1. Read each statement below.
2. Rate using a scale from 1 to 3 for each statement.
3. Review your answers and identify action steps to strengthen the resiliency and cohesion of your team.
Complete this short assessment twice a month to evaluate how your team is navigating the change and keeping
team cohesion.

Rating: Team Morale & Cohesion Behaviors Assessment
Team members are collaborating with colleagues inside and outside your organization
Team members are inspiring and motivating others to carry out shared goals
Team members are demonstrating empathy and an ability to listen to and understand others’
concerns
Team members are willing to accept and act on feedback they receive from their co-workers
Team members are demonstrating curiosity and openness to new approaches
Team members are approaching and addressing conflict constructively
Team members are showing trust and supporting collective decisions even if they have doubts
Team members are following through on their commitments
Team members ask for help without hesitation
Team members acknowledge and tap into one another’s skills and responsibilities
During team meetings, the most important and difficult issues are discussed
Team members actively volunteer their support to assist others when needed
SCALE:
1 = Seeing little to no evidence of this behavior being demonstrated—high risk factor
2 = Seeing inconsistency in the behavior being demonstrated daily—moderate risk factor
3 = Seeing evidence of this behavior being demonstrated daily—not a significant risk factor
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Team Morale & Cohesion Action Plan
Instructions

1. List at least two behaviors identified as risk factors from the Team Morale & Cohesion Assessment.
2. For each area, list a minimum of one specific action step you will take within the next two weeks and when you
will do it. We encourage you to enlist others (peer, manager, colleague, etc.) to help you implement the action
step. Complete this action plan twice a month.

#

Team Morale / Cohesion
Behavior

Action Step

Timing

1

Following through on
commitments

We will ask for clarification on
commitments made and track all
commitments in a spreadsheet

May 15, 2020
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Windsocks
A windsock is a hollow fabric tube, mounted to a pole, that is used at small airports to help pilots gauge
the speed and direction of the wind at ground level. Thinking about knowing “which way the wind is
blowing” as you prepare for recovery, we are using the term “windsock” as a metaphor for how you will
watch for indicators of the conditions that will begin to foster a resurgence of your local visitor economy.
These are what economists call “leading indicators”—things that are useful for prediction purposes.
The alternative is “trailing indicators”—which would include something like growth in occupancy in your
destination, or measures of things that have already occurred.
We’re thinking of these indicators across four categories: general public health indicators, general
economic indicators, general travel intent indicators, and local indicators. For the first three categories,
we have identified a standard set that we recommend as a baseline. We have identified publicly-available
data for these to make it easy for you to build and maintain your own tracking of these metrics—see the
footnotes for links to the data sources. This tool will also help you identify local windsocks to use and will
give you advice on monitoring them.
It’s important to note that we’re all reading tea leaves in this uncertain time—our recommended windsocks
do not come with any guarantees. However, we believe that positive trends in all these categories will
indicate a good likelihood of a near-term visitor economy rebound.
Is This Tool Right for My Organization?
• Will it be important for you to have advance notice about the return of your visitor economy to know
when to reactivate certain marketing campaigns?
• Do you have the organizational capacity to introduce a monitoring tool, track the numbers monthly,
and report those out to interested stakeholders?
Instructions
1. Identify a person responsible for gathering and monitoring data points.
2. Identify your local windsocks—see ideas below. Use the Stakeholder Engagement Tool (the first tool in
this kit) to set up systems to gauge anecdotal local evidence such as food & beverage spending and
hotel bookings.
3. Set up a system and cadence for checking your windsocks. How often will you capture and review
data? Where will you collect the data—consider an Excel spreadsheet or a simple table like the
example below. How will you organize it to be shared with others on your team, your Board, or key
stakeholders?
4. Monitor your windsocks over time to adapt the choice and timing of your recovery strategies. As
more of the windsock thresholds are met, you can expect a greater likelihood of an increase in visitor
volume.
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Windsock Data Table: Examples
NOTE: These examples are marked in green where the identified threshold is reached. In some cases,
windsocks may cycle back below the threshold if the virus makes a resurgence and we begin a pattern of
rolling shutdowns of the economy.
April
No

Testing of
symptomatic
individuals
Leading
102.0
economic index

May
No

June
No

July
Yes

August
Yes

105.3

107.9

110.6

109.1

Suggested Windsocks
Public Health
- Testing of all symptomatic individuals, with contact tracing, in your destination and at least 3 of your
top 5 feeder markets
- Sustained reduction in new cases for 14 days1 in your destination and at least 3 of your top 5 feeder
markets
- Gradual easing of travel restrictions and stay-at-home orders in your destination and at least 3 of your
top 5 feeder markets
Economic
- National Conference Board Leading Economic Index up to 110.02
- Consumer Confidence above 132.6, per The Conference Board3
- Unemployment rate (U3) down two months running, per BLS4
- Monthly consumer spending at minimum 0.2% two months running, per BEA5
Travel Intent
- Google trends search query for “safe travel coronavirus” at or above March 12, 2020 level6
- Arrivalist Weekly Travel Index week-over-week change up for 8 consecutive weeks7
- Google trends search query for “hotel” at or above March 14, 2020 level8
- Adara Trip Purpose: Leisure – Solo Travelers & Couples 0-15 day bookings above 91+ day bookings
for four weeks running9
Local Windsock Ideas
There may be other appropriate windsocks for your destination, but the ideas below will get you started:
- Anecdotal local growth in food & beverage spending, possibly indicating day-trippers, if not overnight
visitors
- Anecdotal increase in accommodation bookings
- Increase in inbound group sales inquiries, even if long-term
- Increase in visitor guide inquiries
- Increase in destination website traffic

1.
2.
3.
4.
5.
6.
7.
8.
9.

https://www.nytimes.com/2020/04/06/upshot/coronavirus-four-benchmarks-reopening.html?referringSource=articleShare
https://www.conference-board.org/data/bcicountry.cfm?cid=1
https://www.conference-board.org/data/consumerconfidence.cfm
https://www.bls.gov/news.release/empsit.t15.htm
https://www.bea.gov/data/consumer-spending/main
https://trends.google.com/trends/explore?date=today%203-m&geo=US&q=safe%20travel%20coronavirus
https://www.arrivalist.com/daily-travel-index/
https://trends.google.com/trends/explore?date=today%203-m&geo=US&q=hotel
https://adara.com/traveler-trends-tracker/
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Future Opportunity
The COVID-19 travel shutdown won’t last forever, and when travel returns—even if it returns in
cyclical waves for a while—there will likely be some long-term adjustments to how people select and
experience a destination. Before engaging in recovery planning, it’s important to have a perspective
on how your destination’s appeal may shift over time. For example, a rural destination with wideopen spaces may find itself a bit more desirable to those who want to distance themselves from
other people. Or an urban destination with small, boutique shopping may find itself more attractive
than competitive destinations with more crowded shopping areas. Or some particular assets within a
destination may become more of a focus of your marketing for a while to distribute your visitors across
the destination and minimize crowding.
Is This Tool Right for My Organization?
• Have the drivers of visitation to your destination historically been influenced by sociological,
psychological, or generational factors? (vs. market-driven)
• Do you have dreams for the destination that might find an opportunity in this time of crisis?

Part 1: Destination Facets
Instructions

1. For each of the eight facets of your destination listed down the left side of the table, mark whether that facet
is likely to become less attractive to visitors post-COVID 19, more attractive, or will have no change in its
attractiveness. Consider things like how psychological factors such as fear of disease might play out in visitation
patterns, how spending might transition to different attractions, or how different people might be more willing to
engage with a certain set of attractions you have in your destination.
2. In the “Why?” column, jot down a few bullets about why you think that change is likely.
3. In the “Implications” column, think about what that change means for your destination. Will you need to market
to the same target visitor in a different way? Will you need to broaden or realign your target visitor to take
advantage of (or mitigate) changes? Will you need to shift marketing messages, at least for a period of time?
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Accommodations
Food & Beverage
Nightlife & Entertainment
Retail & Shopping
Outdoor Recreation
Culture & Heritage
Safety
Transportation

Less
attractive

No
change

Destination Facets
More
attractive
Why?

Implications for visitor profile or
marketing pivot
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Part 2: Destination Dreams
Instructions

There might be some changes that you’ve always wanted to make for your destination, and this resetting of travel
values might be just the time. Consider the following questions:
1. Is there an opportunity to realign, refocus, or refresh your destination’s brand?
2. Are there infrastructure changes or destination updates that a slow period will enable, setting the stage for postcrisis growth?
3. Are there long-term shifts in your travelers that you know are coming, but haven’t taken the time to plan for?

Destination Dreams

Part 2: Making Meaning
Instructions

Looking at your answers in Parts I and II above:
1. What changes will you need to be prepared for?
2. What are some potential strategies that might maximize the impact of these shifts?
3. What changes could be advantageously made in this time?

Making Meaning
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Making decisions in a highly disrupted time can be daunting. You may not have
ample decision-making time or sufficient data to inform your decisions, and it can
be hard to focus on those courses of actions that are both urgent and productive.
In this module, we present four tools that can help you focus on your most
important next steps:
The Triage Decision-Making tool will help you sort decisions by impact and
complexity, and align on who makes decisions and how those decisions will
be made.
Using Decision Criteria will help you define success before you begin
making decisions and will focus you and your team on an objective analysis
of your potential courses of action.
As you turn your attention to Recovery Marketing, it will be important to
clearly identify the phases of your rollout, consider how your targets will need
to adjust, do work to align your messaging, and take steps to mitigate fear
among both your visitors and residents.
Recovery will be a shared responsibility, and the Coordinated Partnership
tool will help you identify who your partners need to be and establish a
framework for working together to achieve collective success.
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Triage Decision-Making
You’re in a crisis. You may have lost a portion of your revenue, your budget and/or your team. Given the
situation, it’s easy to get overwhelmed by the range of options to explore, and the number of decisions
you’re expected to make, especially when every decision seems mission critical. This tool is meant to
help you get a handle on which decisions are most important to make right now, which require additional
information, and which can wait. We’ve also provided an activity to help create a clear understanding of
who owns which decisions, so you can delegate some decisions to sub-teams and be consulted on others
as appropriate.
The Impact & Complexity Matrix will help you get clear on the different decisions in front of you, and
assess which decisions require immediate attention, which require additional consideration or information,
and which might not require a decision right now. The Role Clarity Matrix allows you to identify and
define roles in decision-making for different teams in your organization and different topics. The DecisionMaking Matrix gives clarity on different kinds of decisions and who makes the decision. As you lead your
organization through crisis, it’s important that there’s a shared understanding of how decisions will be
made for different kinds of topics, and that the teams empowered to make decisions can move forward
quickly and without hesitation.
Is This Tool Right for My Organization?
• Do you need to sort through which choices will have a significant impact on your organization right
now, and which will take more time to bear fruit?
• Do you need to know where to focus your time and effort, and where to say, “no for now”?
• Do you need a clear understanding of who makes which decisions, when they need to consult with
others, and how those decisions should be made?
• Do you need to take some decisions off your plate and delegate those decisions, but don’t know which
topics should be delegated?
• Do you need your team to understand which situations require consultation with you and in which
situations they can make decisions on their own?
• Do you hesitate to delegate decision-making authority because you’re concerned you won’t be
consulted in critical situations?
• Do you need to speed up decision-making in some instances, and/or increase involvement in others?
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Part 1: Impact & Complexity Matrix

The purpose of the Impact & Complexity Matrix is to help you sort through the many decisions on your plate.
We recommend that this tool is used by your leadership team as you consider the many decisions ahead.
Depending on the nature of those decisions (For example, personnel, budget allocation, etc.), you may want to
create a decision list in consultation with a few key team members, and then work together with the full team to align
on the impact and complexity of each decision. This step helps build collective ownership of those decisions.
Instructions:
1. Create a list of all decisions that need to be made in the next 30 or 60 days.
2. For each decision, assess whether the decision has a high, medium or low impact on your organization, and a
high, medium or low complexity.
3. Using these ratings, identify which quadrant each decision belongs in on the matrix below.

Move these to your
top priorities

Low

Impact

Quick Wins

High

Major Projects

Assess potential ROI
and actively seek
to reduce required
effort

High

Complexity

Delegate

Avoid

Ask others for help
or pursue later

Eliminate these
potential wastes
of time
Low
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Part 2: Role Clarity Matrix

The Role Clarity Matrix helps create a clear understanding of the role of different people in your organization in
making critical decisions. Do this activity with your leadership team to define decisions by core teams in the crisis.
Do not attempt to define all decisions and all teams or roles; instead, build on the high-impact decisions you
identified in Part 1 (“Quick Wins” and “Major Projects”) to determine how those decisions should be made. The focus
should be on clarity for critical teams and roles, not on defining all potential decisions.
Instructions:
1. Transfer the decision areas defined as “Quick Wins” and “Major Projects” from Part 1 to the Role Clarity Matrix.
For each decision area, note the decision roles as follows:
a. Primary decision maker or team is indicated with an “A” for Accountable. This is the person or team
ultimately accountable for each decision or process, including veto power. Only one primary decision maker
should be indicated for each decision.
b. Those who are consulted in the decision, such as in a Single Area Decision, Two Area Decision or Team
Consensus, are indicated with a “C” for Consulted.
c. Those who are responsible for carrying out the decision are indicated with “R” for Responsible.
d. Others who need to be informed of the decision have an “I” for Informed.
2. Share this matrix with your leadership team and revisit it frequently to ensure that it is providing the team with
the needed clarity to move quickly.
Example Role Clarity Matrix

Executive Team

Frontline
Managers

Other Functions/
Employees

Marketing

A

R

CI

Sales

A

R

CI

Planning

C

AR

I

Cash Management

A

R

CI

A/R and A/P Management

AR

R

CI

Legislative and Gov’t Affairs

C

AR

I

Corporate Communications

A

R

CI

Media

AR

R

CI

Annual Workplans

C

AR

RCI

Supply Chain

C

AR

CI

Distribution

C

AR

CI

Revenue Generation

Financial Management/Budgeting

Public Relations

Operations

A = Accountable
“The Buck Stops Here”. Accountable teams are ultimately answerable
for the activity or decision. This includes veto power. Only one “A” can
be assigned to each decision area. The accountable team/member
will also be responsible for identifying the consultation process and
expectations.
R = Responsible
“The Doers”. The team or individual who completes the task and who
is responsible for action/implementation. Responsibility can be shared.
The group/individual with “A” determines the degree of responsibility.

C = Consulted
“In the Loop”. The consulted role is the team(s)/individual(s) (typically subject matter experts) to be consulted prior to a final decision or
action. This is a predetermined need for two-way communication. Input
from the designated team(s)/member(s) is required.
I = Informed
“Keep in the Picture”. The team(s)/individual(s) who needs to be
informed after a decision or action is taken. They may be required to
take action as a result of the decision.
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Part 3: Decision-Making Matrix

The purpose of this activity is to help you define how decisions will be made. The appropriate decision-making
approach for each situation will be dependent on several factors, such as importance, urgency, resource availability,
and technical expertise.
Situations may have multiple layers of decisions and can evolve over time. For example, let’s say you delegate a
task to a team to create recommendations and then present the final recommendation to you, then the team elects
to use consensus to inform their decisions. While you still may make the final decision, you have used a consultative
approach to make it.
Instructions:
1. Using the decision areas identified in Part 2, determine the column in the Decision-Making Matrix which best
represents how each of those decisions should be made.
2. Next, define broad types of situations which will require each decision-making approach. Provide examples of
these decision in the row “Types of Decisions”.
3. Share this matrix with your leadership team and revisit it frequently to ensure that it is providing the needed
clarity.

Decision Making
Mode

Scope of Decision

Single Decision
Maker

Single Area
Decision

Two Area
Decision

Single decision
maker decides and
announces decision
to the rest of the
team without
gathering input.

One person makes
a decision after
gathering input
from the team.

Two
representatives
make the decision
after gathering
input from their
teams.

Single Area of
Impact

Multiple Areas
Impact

Minimal Impact

Team Consensus
The whole team
makes a decision
as a group.

CEO Decision
The team makes
recommendation
to the CEO which
makes the
ultimate decision.

Broad Impact

Escalation

Time

Faster ----------------------------------------------------------------------------------- Slower

Level of
Involvement

Less ------------------------------------------------------------------------------------- More

Types of Decisions

• ____________
• ____________
• ____________

• ____________
• ____________
• ____________

• ____________
• ____________
• ____________

• ____________
• ____________
• ____________

• ____________
• ____________
• ____________

*gold figures represent the decision-makers
1
*Larger figures represent the leader
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1

Decision Criteria
You’re ready to make some decisions to help your organization cope with the current crisis. But how will
you know which decisions are going to move you forward and which will hold you back? Decision Criteria
help leaders to make better decisions. When most successful, decisions should be based on an objective
assessment of many different aspects of a given problem or situation. However, as human beings, we
struggle with our own biases as well as those of others.
In our work with clients, we often use decision criteria to help ensure that those inherent biases can be
reduced or removed from decision-making. These criteria are determined early, before you start gathering
information or options, and help guide you with a clear sense of which aspects of your organization you’re
seeking to protect and which outcomes you’re expecting to achieve. Using decision criteria help to take
some of the challenges out of decision-making, especially in emotionally difficult times.
The Decision Criteria tool helps you to define success before you even understand all your options and
alternatives. It also helps to reduce the impact of our natural human subjectivity and allows for more
objective criteria and weighing of options.
Is This Tool Right for My Organization?
• Do you feel unsure about how to determine whether the decisions in front of you are a step in the right
direction, or might make matters worse?
• Do you struggle with separating the needs of stakeholders and employees from what’s right for your
destination?
• Do you need to maintain an objective stance in an emotionally charged decision?

Instructions:
1. First, consider the attributes of a successful decision. There will be multiple aspects of success—financial,
organizational, stakeholder-related, etc. Don’t forget to consider any important constraints that are assumed, for
example, “Allows the organization to continue to operate with a 30% reduction in budget.” In the example tool
below, these are the categories down the left side.
2. Next, select the most important criteria which, if they are not achieved through the chosen solution, will result in
a sub-optimal outcome or—at worst—failure. These should be framed as SMART goals: Specific, Measurable,
Attainable, Relevant, and Time-Based. Eliminate “nice to have” criteria or criteria which are difficult to measure.
You should have at least one criterion in each of your “Attributes of Success” areas while working to keep the
total to about 5-7 criteria.
3. To apply your criteria to decision-making, determine how well each potential course of action meets your goals
on a criterion-by-criterion basis. A simple scale can be used, such as: 1) Does not meet this criterion; 2) Partially
meets this criterion; and 3) Fully meets this criterion. A course of action with a higher score is more likely to be a
successful decision.
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Attributes of Success

Decision Criteria
•

Destination

•

Will result in at least additional jobs for the travel and tourism industry in my
destination
Should increase the capacity of the destination to attract new visitors in the
future
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Recovery Marketing
As the scale and severity of the COVID-19 crisis became clear, most destination organizations turned
their marketing to long-term travel inspiration, rolled out campaigns supporting local businesses, boosted
public health messages, or stopped marketing altogether. For good reason, it seems as if nobody continued to encourage visitation.
There will come a time to once again encourage visitation, but how can you know what messages are
right at which time, and how should you phase marketing back in until we get to that point? To make
sense of this, you need to sort out the WHEN, the WHAT, and the WHO of your marketing ramp-up. You’ll
also need to consider how you’ll address the fear that this crisis will leave in its wake: both among your
residents who might be wary of visitors for a while, and your visitors who might be reluctant to travel.
For many destination organizations, your marketing agency will have a lot of ideas to contribute to the
exercises in this tool, and we encourage you to engage them in the conversation. In either case, this is
a complex set of questions to be asking, and it probably requires a group of people, whether that’s your
internal leadership, or whether you also include outside voices such as your agency or select external
stakeholders. One thing to keep in mind: it’s critical to do this carefully and avoid the risk of too much too
fast, which could backfire on your destination’s brand, or waste essential funds.
This tool is organized in four parts: Staging your Comeback, Adjusting Targets, Aligning Messaging,
and Mitigating Fear.
Is This Tool Right for My Organization?
• Do you need some clarity about exactly when you should start marketing with the purpose of drawing
near-term visitation again?
• Is it possible that you’ll need to phase marketing back in, both in terms of who you sell to and what
you promote?
• Is it possible that your targets have shifted in the near-term? Is it possible that there may be some
more permanent shifts?
• Do you need to consider the fears of your residents, as well as your visitors as you start marketing
again?
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Part 1: Staging your Comeback

Think of your recovery marketing in four phases:
•

•

•

•

The Latent phase is the one most destinations went into
immediately. Messages in this phase are turned away from active
encouragement of visitation, and the audiences targeted, if any,
by these campaigns are either residents for PR purposes or to
promote local businesses, and—if visitors—solely focused on longterm “dreaming” about the destination.
The Emergent phase is when you begin to promote limited
visitation, either by controlling the audience you’re targeting, or by
limiting the geography of your messaging.
The Calibration phase responds to the Emergent phase and
slightly expands the bounds of your marketing while watching for
signs of positive or negative response.
The Full Engagement phase is when you’re at your “new normal” and marketing to your target markets again,
though those targets may not be the same as the ones you had before.

Each of these phases builds upon and learns from the previous and can be thought of as ever-expanding concentric
circles as in the diagram to the right. You’ll be expanding your marketing in terms of geography, audience, assets
promoted, and even the “voice” you’re using.
Instructions:
1. Watch your windsocks* to know when to switch phases.
2. In the table below, indicate which of your windsock thresholds will need to be crossed for you to consider moving
into the next phase.
Public Health

Economic

Travel & Tourism

Local

Emergent

Calibration

Full Engagement

*What is a Windsock?
A windsock is a hollow fabric tube, mounted to a pole, that is used at small airports to help pilots gauge the speed and
direction of the wind at ground level. Thinking about knowing “which way the wind is blowing” as you prepare for recovery,
we are using the term “windsock” as a metaphor for how you will watch for indicators of the conditions that will begin to foster
a resurgence of your local visitor economy. These are what economists call “leading indicators”—things that are useful for
prediction purposes. (See the “Windsocks” tool in the Evaluate module of this toolkit to develop your own windsocks.)
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Part 2: Adjusting Targets

Destinations will begin with their drive markets, and work to get those regional dollars circulating in their visitor
economies first before trying to pull in visitors from farther away. As you consider the geography, demographics and
psychographics of your target audiences within those near-term markets, collaborate with your team to consider
questions like these:
•
•

•

Where can we get the biggest bang for our buck, geography-wise? How will we market to those geographies?
How will we phase geographies in over the different stages of our comeback?
Among our visitor profiles, which demographics and psychographics make the most sense to focus on? Who
are bigger risk-takers and more likely to return to travel sooner? Who is more likely to have disposable income
coming out of this economic hard time?
Is there a target visitor for whom we will be more appealing than our competitors in this time, and how can we
leverage that advantage, if only temporarily?

Instructions:
1. In the table on page 32, fill out information in the Part 2 columns for each phase of your recovery marketing:
Geographies and Visitors/Targets.

Part 3: Aligning Messaging

In the early parts of this recovery—and perhaps for some time to come—events, attractions, and assets that rely on
crowds will be hard or impossible to market. You’ll need to consider what you can sell, and what within that, what
might be most attractive to those audiences you are speaking to at each stage. The “Destination Impacts” tool under
the EVALUATE portion of this toolkit may be helpful to complete as input to this activity. Collaborate with your team
to consider questions like these:
•
•
•
•

•
•

Are there any of our events that can still operate with reasonable social distancing requirements? For example,
could we reconfigure a farmer’s market to be a safe space to shop for fresh products but also social distance?
How has our product changed? What businesses didn’t make it and how has their disappearance shifted our
product, brand promise and what people have come to expect from our destination?
What events, attractions and assets need to be put on the back burner for now, from a promotion standpoint, so
we can promote safe visitation? What can we do to support the survival of those entities in the meantime?
What activities and assets fit best with the spirit of social distancing, and would make sense to promote more
heavily in the long-term? How can we effectively use messaging to disperse visitation across all appropriate
assets? How do these activities and assets align to the target visitors identified in Part 2 of this tool?
What will be most catalytic—that is, what can we promote that will most quickly get the most visitor spending
back into our community across the biggest variety of tourism-related businesses?
What messages are stakeholders or partners using? How can we align our messaging to ensure broader
representation of the most strategic voice?

Instructions:
1. In the table on page 32, fill out information in the Part 3 “Messages” column for each phase of your recovery
marketing.
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Part 4: Mitigating Fear

Some scientists believe that the emotion of disgust evolved in humans to incentivize the avoidance of infectious
diseases. With all of us bombarded daily with stories of COVID-19, it’s inevitable that some of us will end up with
fear-based or disgust-based reactions to this crisis that may shape our behavior for years to come. For travelers,
this may mean avoiding events, crowded attractions, restaurants, and other places people gather. For your
residents, this may mean a fear or suspicion of visitors and the potential for them to bring sicknesses into your
community—and those residents are important not only because you need political support for tourism, but also
because they, too, spend money in many of the tourism-related businesses in your community.
Although it isn’t usually part of the repertoire of a destination organization, you’ll need to play a little bit of amateur
psychologist and imagine how fear might drive changes in behavior and what you can do through your messaging to
mitigate that. Collaborate with your team to consider questions like these:
•
•
•
•
•
•

What was resident sentiment toward visitors before this crisis, and what can that tell me about what their
sentiments are likely to be as visitor volume increases? What am I hearing from locals about tourism promotion?
Is there a new limit to our destination’s carrying capacity?
What partnerships, messaging, and activities do I need to undertake to ease resident sentiment about the return
of visitors?
What am I hearing from local tourism-related businesses about the sentiments of our early visitors? What can I
learn about the local landscape in my feeder markets that would give me a clue as to how they are responding
to this pandemic?
What messages will help our visitors understand that our destination is safe and ready for them? What will ease
any worries they have?
How can we leverage local media to reinforce the messages we need residents and visitors to hear?
How will I need to modulate my messaging over time, particularly if COVID-19 comes in recurring waves and we
go through rolling shutdowns?

Instructions:
1. In the table on the next page, fill out information in the Part 4 “Mitigating Fear” column for each phase of your
recovery marketing. What tools will you use and what messages will you send to ease the fears of your visitors
and your residents?
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Stage

Latent

Emergent

Calibration

Full
Engagement

Geographies

Recovery Marketing
Part 2
Part 3
Visitors/Targets
Messages

Part 4
Mitigating Fear
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Coordinated Partnership
No destination organization can cause the recovery of their visitor economy on its own. It will take a
community-wide effort in both the public and private sectors to bring that about, but the destination
organization and its actions can be catalytic in getting some recovery efforts organized and begun.
The purpose of the Coordinated Partnership tool is to help you identify your universe of stakeholders
and align them around a common framework as you collectively move toward recovery.
The Coordinated Partnership tool is organized on four parts: Create a Stakeholder List, Identify
Stakeholder Values and Assets, Identify Potential Partners, and Plan for Collective Success.
Use this tool with your leadership team as you seek opportunities to work in a collaborative and
coordinated fashion with partners. Understanding and aligning resources acknowledges that recovery
will not happen in isolation, but in an interdependent way with stakeholders.
Is This Tool Right for My Organization?
• Do you need to identify your critical stakeholders and what can they bring to the table in recovery?
• Do you wonder how to ensure you move forward in a coordinated way that leverages existing
resources (e.g. staffing, budget, destination assets, etc.)?

Part 1: Create a Stakeholder List

Instructions:
1. List stakeholders by group or organization in the first column of the table below. (If you completed the
“Stakeholder Engagement” tool in the EVALUATE module of this toolkit, you may already have this list
compiled.)
2. For each group or organization, identify a primary point of contact.

Stakeholder Organization

Point of Contact

Title/Role

City Economic Development
Department

Joanna Garcia

Economic Development Director

Destination Recovery Toolkit: Prioritize | 33

Part 2: Identify Stakeholder Values and Assets
Instructions:

1. Add the stakeholders from your Stakeholder List to the appropriate category (Constituent, Supporter, or
Opposition) in the tables below. Some stakeholders may belong in more than one category.
2. Write down your perception of each stakeholder’s values (what drives their focus) and assets (what they bring to
the table in the context of recovery) that relate to your industry or area of focus.
Examples of Values: Loyalty and trust; commitment to innovation, development; emphasis on achievement
and goal accomplishment; formal rules and policies
Examples of Assets: Team resources; political support; administrative funds

Constituents

Those who are directly involved in our industry or area of focus.

Stakeholder Organization

Values
•

City Economic Development
Department

•

Equity – focus on
underrepresented
populations
Growth – expansion of
economic pie

Assets
•
•

Funding programs for small business
Political support
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Supporters

Those who are not directly involved in our area of focus but may find it in their interest to support it.

Stakeholder Organization

Values
•

City Economic Development
Department

•

Equity – focus on
underrepresented
populations
Growth – expansion of
economic pie

Assets
•
•

Funding programs for small business
Political support

Opposition

Those who may be against our area of focus or who share interest in our area of focus yet have significantly different
ideas on how to go about the work.

Stakeholder Organization

Values
•

City Economic Development
Department

•

Equity – focus on
underrepresented
populations
Growth – expansion of
economic pie

Assets
•
•

Funding programs for small business
Political support
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Part 3: Identify Potential Partners

As you develop your coordinated partnership strategy, it is important to understand the influence both you and your
identified stakeholders have on your area of focus. Below is an example of how to map and prioritize stakeholders.
This mapping process can help clarify which stakeholders and partnerships can assist you in achieving your goals or
in furthering your recovery strategy.

Strategic Partners

These stakeholders have
influence over the policy and
systems changes we seek to
achieve but may not be
supportive of our goals and
strategies.
This group is key to our
success; however, we need to
invest in building stronger
relationships and aligning goals.

Stakeholder Influence

High

Low

These stakeholders have
influence over the policy and
systems changes we seek to
achieve and are supportive of
our goals and strategies.
This group is key to our
success. We will work together
provide collaborative leadership
for systems and policy changes.

Stakeholder Support

These stakeholders have little
influence over the policy and
systems changes we seek to
achieve and are unlikely to be
supportive of our goals.

These stakeholders have little
influence over the policy and
systems changes we seek to
achieve, although they are
supportive of our goals and
strategies.

We will keep this group
informed of our efforts.

We will keep this group
informed of our efforts and offer
opportunities to keep them
engaged.

High

Low
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Instructions
1. Using the Stakeholders Values and Asset List and the Stakeholder Influence Map Guidance, list your
stakeholders in the appropriate quadrant.

Strategic Partners

Stakeholder Influence

High

Low

Stakeholder Support

High

Low
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Common
Agenda

Part 4: Plan for Collective Success

The Stanford Social Innovation Review1 describes a collective
impact model as:
“The commitment of a group of important actors from different
sectors to a common agenda for solving specific problem.
Collaboration is nothing new, but collective impact initiatives are
distinctly different. Unlike most collaborations, collective impact
initiatives involve a centralized infrastructure, a dedicated staff,
and a structured process that leads to a common agenda,
shared measurement, continuous communication, and mutually
reinforcing activities among all participants.”

Backbone
Support
Organization

Instructions:
1. Collective impact initiatives typically have five conditions,
Governance and
Communication
that together produce true alignment and lead to powerful
results. Answer the questions below as you collaborate with
your stakeholders and partners (identified in the section above) on a shared recovery plan:
Common Agenda
Collective impact requires partners/stakeholders to have
a shared vision for change, one that includes a common
understanding of the problem and a shared approach to
solving it through collective action.
•

What is our individual understanding of the
situation? Are we dealing with the same set of issues
or problems?
What issues or problems do we have in common?
What should be our primary shared goal(s)?

•
•

Shared Goal Areas
A common agenda will be ineffective without agreement
on how to measure success and impact.
•

Specific to our common agenda, what does success
look like? What will we collectively measure and
report?
Do we have the capability to collect the necessary
data and report on our progress?

•

Mutually Reinforcing Efforts
Collective impact initiatives depend on a diverse group
of stakeholders working together, not by requiring that
all organizations do the same thing, but by encouraging
each participant to undertake the specific set of
activities at which it excels in a way that supports and is
coordinated with the actions of others.
•

Shared Goal
Areas

THE FIVE
CONDITIONS OF
COLLECTIVE
SUCCESS

Mutually
Reinforcing
Efforts

Governance and Communication
Collective impact requires leadership, from within each
participating organization and across the group.
•
•
•
•
•

How will we hold each other accountable?
Are the leaders (organization Directors, CEOs,
Executives, etc.) of participating organizations
directly involved and committed?
Who will formally participate in our governance
committee?
How often should we convene as a group?
What communication tools/approaches will we use
to keep partners/stakeholders informed?

Backbone Support Organization
The expectation that collaboration can occur without
a supporting infrastructure is a common reason why
such efforts fail. Identifying dedicated resources and
leadership will be critical for success.
•
•
•

What does our supporting infrastructure look like?
Is there dedicated staff focused on ensuring the
common agenda is implemented?
Do we have budget resources identified and
allocated?

What unique and specific set of activities will each
organization take to further our common agenda and
measure(s) of success?
How will we support each of our unique efforts?

•

1

https://ssir.org/articles/entry/collective_impact#
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Destination
Recovery Toolkit

Activate

Destination
Recovery Toolkit

Activate

Once you’ve evaluated your crisis situation and prioritized your recovery actions,
it’s time to turn that knowledge into action. In this module, we share three tools
that will help you activate your recovery strategies:
The Talent Needs tool will help you identify what capabilities you will need
to implement your recovery strategies, and how you will develop those
capabilities in your team.
Learning how to form Rapid Response Teams and building a specific
charter for each one will allow your organization to respond in the nimble way
crisis recovery demands.
The Recovery Resources tool serves as a guide to available financial and
non-financial resources for destination organizations and the tourism-related
businesses that might be your stakeholders.

©2020 Coraggio Group. All rights reserved.

Talent Needs
As your organization navigates its way to activate key recovery strategies for your organization, the
capabilities needed on your team will likely evolve. Capabilities are those key intangible assets—collective
talents, skills, abilities and expertise required to effectively move an organization’s strategies forward.
Some example capabilities needed to support your recovery efforts may include:
Strategic Impact: External
• Market understanding
• Competitor knowledge
• Industry benchmarking
• Emerging trends

•

Strategic Impact: Internal
• Business analysis (e.g. ROI)
• Risk management
• Knowledge management
• Continuous improvement
• Systems thinking

Effectiveness Skills (Mindsets and Behaviors)
• Problem solving
• Conflict resolution
• Communication
• Storytelling
• Mobilizing others for action
• Prioritization and teamwork planning
• Change management

•

Leadership Skills
• Coaching/mentoring
• Decisiveness
• Giving and receiving feedback
• Developing high performing teams
• Courageous conversations
• Influencing
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The Talent Needs tool will assist you in identifying the capabilities needed to support your organization’s
recovery and developing a plan to build and/or strengthen those critical capabilities. This tool contains two
parts: The Capabilities Assessment identifies the key recovery activities and the associated capabilities
needed for each activity, and the Capabilities Development Plan captures the specific capability, the
roles where the capability is needed, the measure of success, and the method to build the capability.
Is This Tool Right for My Organization?
• Do you need to understand which capabilities are critical to accomplish the key activities for the
recovery you envision?
• Do you need to evaluate where you have strengths & gaps in the critical capabilities you need to move
your organization forward?
• Do you need a plan to build those capabilities within your organization?
• Have you experienced a reduction in your workforce and are now considering redeploying certain
team members to focus on new roles and responsibilities?

Part 1: Capabilities Assessment

CAPABILITIES

Instructions:

Emerging Trends

Industry
Benchmarking

Competitor
Knowledge

KEY RECOVERY
ACTIVITIES
KEY RECOVERY
ACTIVITIES

Market
Understanding

1. Refer to the example illustration to the right as you fill out
the worksheet on the following page.
2. List your key recovery activities vertically in the boxes
on the left-hand side of the tool marked RECOVERY
ACTIVITIES.
3. List key capabilities horizontally in the boxes across the top
Update market assessment
of the tool in the boxes marked CAPABILITIES.
4. For each circle at the nexus of the RECOVERY
ACTIVITIES and CAPABILITIES:
• First, think of the level of need for each CAPABILITY
(columns) in context to each RECOVERY ACTIVITY
(rows). Based on your assessment of the need for each
CAPABILITY, take a moment to outline the circle to
represent the level of need. For example, if you believe
the level of need for a specific CAPABILITY is low, you
would outline the smallest part of the circle. Outline
the middle circle if you have a moderate need for
that capability and circle the largest circle if you have
significant need for that capability.
• After outlining each circle according to the need for each CAPABILITY related to the successful recovery
of your business, shade each one to indicate the degree to which your team currently has that particular
capability—an empty circle indicates that you have none of the needed capability, a half-shaded circle
indicates that you have some of the needed capability, and a fully-shaded circle indicates that you have
sufficient capability in that area. (See the graphic above for an example.)
5. Once complete, review the entire Capabilities Assessment sheet to identify your most critical capabilities gaps
for your recovery efforts. Look for larger circles that are half-filled or unfilled—a large, empty circle indicates a
major need that is not met.
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KEY RECOVERY ACTIVITIES

CAPABILITIES
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Part 2: Capabilities Development Plan

The 70-20-10 Model for Learning and Development (below) is a commonly used guide as the optimal
sources of learning. This guide indicates that individuals obtain 70 percent of their knowledge from jobrelated experiences, 20 percent from interactions with others, and 10 percent from formal educational
events. This guide is a useful tool as you consider the structure and approach to provide capability
development support for your team.

70%

20%

Critical
Experiences

Coaching &
Mentoring

Learning
Opportunities

Learn by doing

Learn from others

Learn from structured
experiences

Leverage daily
opportunities to
practice leadership
principles and tools

•
•
•
•
•
•

10%

On the job learning
from managers
Job rotations
Increases in job
scope
Horizontal moves
New initiatives
Stretch assignments

Pairing of team
members with
coaches and
mentors

•
•
•

Coaches
Mentors
Communities of
practice

Facilitated sessions
or instructor led
training resources

•
•

Formal training
Self-paced
learning programs
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Instructions:

For the capability gaps identified in Part 1, complete the development plan using the 70-20-10 model to help
structure your approach to the capabilities development of your team members. Complete the development plan for
each individual you will be focusing on.
Note: a single development plan may be able to cover multiple capability gaps.

Role(s) Where the Capability is Needed:
Capabilities

Expected Outcomes

Development Methods to Be Used
Learn by Doing (70%)
What on-the-job activities & experiences will help build this individual’s capabilities?

Coaching / Mentoring / Peer-to-Peer learning (20%)
What additional support will this individual need?

Training / Education (10%)
What specific training or educational experiences will help build this individual’s capabilities?
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Rapid Response Teams
A crisis requires different structures and processes in order to move quickly and nimbly. Your traditional
structure of escalating decisions through a hierarchy won’t cut it. You and your leadership team can’t
be relied upon to have all the answers. And at the same time, you need to involve more people in the
most significant decisions for your destination.
In our work with clients, we often recommend Rapid Response Teams when a situation is evolving and
decision-making needs to be swift. Sometimes known as “scrum teams,” Rapid Response Teams are
able to move quickly, problem solve more nimbly, and often make better decisions than your traditional
hierarchy might allow. A few types of teams might be part of any Rapid Response Team structure—see
examples in the box on the following page.
It’s important to note that Rapid Response Teams require a specific approach to leadership to be
effective. They will not be successful if the teams are subject to the same decision-making processes
as the rest of the organization. Rapid Response Teams are successful when authority is pushed
down to the teams. Leaders must make clear that the teams are empowered to make decisions
within their specified scope, and that they will not need permission from others to do so. Given these
requirements, it’s critical to set the teams up well in order to ensure their success.
Finally, leaders should assess and be flexible in their approach to Rapid Response Teams. As the
crisis evolves, so too will the team structure needed to appropriately address the crisis. Some teams
will dissolve while new ones are formed; this ability to evolve and be nimble is critical to ensuring an
effective response.
Rapid Response Teams have been implemented successfully in a variety of environments, from fastpaced software development and wartime crises to hospital ICU teams. This structure allows teams
to gather necessary information, consult with specific experts, make decisions, and move quickly
in implementing their solutions. Developing a Rapid Response Team Charter provides a clear team
purpose and scope to help your Rapid Response Teams achieve more speed, agility and effectiveness
as your organization responds to the crisis.
Is This Tool Right for My Organization?
• Do you need a faster, more agile response to the current crisis, removing the bureaucratic
roadblocks that might inhibit your organization’s ability to create an effective response?
• Do you want to establish a clear mandate so your Rapid Response Teams can effectively step into
their role, understand which decisions they can make, and when they need to consult others?
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Example
Rapid
Response
Teams

•
•

•

•

Core Response Team: A Core Response Team is responsible for crisis oversight
and response. This includes key decision makers as well as representatives from
any Rapid Response “Sub-Teams” as described below.
External Monitoring Team: An External Monitoring Team is responsible for
continuously gathering information about the situation and ensuring the most
up-to-date information is shared across all teams. This can include stakeholder
perspectives, “windsocks”, and other critical external monitoring.
Planning Team: A Planning Team is always thinking about “what’s next?” Their
purpose is to focus beyond the current situation, generally 3-4 weeks ahead of the
core response team. Often, a planning team will be working with multiple different
scenarios that are triggered as events evolve.
Communications Team: A Communications Team is responsible for crafting and
distributing communications to stakeholders, customers and employees. Often,
they are working closely with an External Monitoring team to understand current
sentiment, coordinating the messaging of the response with a Core Response
Team, and sharing key messages and information back out with the industry and
key partners.

Instructions:
1. First, consider the purpose of the team. Define the purpose as clearly, narrowly and succinctly as possible to
keep the team focused on their task and free from distractions.
2. Next, determine team composition. The team should be as small as possible, but also contain all the skills
and capabilities needed to fulfill its purpose. Between 5 to 8 people is a good rule of thumb. The attributes of
the team leader are important; this does not have to be a person with hierarchical power in your organization.
Instead, consider a person with strong problem-solving skills, widespread respect, and the ability to make tough,
well-informed decisions.
3. Clearly describe the team goals. What does success look like? Keep the goals succinct. If possible, follow the
SMART guidelines when establishing these goals (Specific, Measurable, Attainable, Relevant, Time-bound)
4. Define the scope of decisions that this team can make, and the types of decisions that would require
consultation beyond the team. For example: they are able to make decisions up to an investment of $50,000
and need to consult with the Core Response team when their decisions could have an adverse impact on some
stakeholders.
5. Finally, provide resources that the team can access to do their work. Will they need access to a web developer?
Will they need to bring in your Public Relations firm? Be as generous as possible with resources, to ensure the
team is not unnecessarily constrained by not having the tools to be successful.
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RapidResponse
Response
Team
Charter
Rapid
Team
Charter
Team Name:________________________________________

Team Name:________________________________________
What is the purpose of the team?

What is the purpose of the team?

Team Members (No more than 8 team members; indicate Team Lead with *)

Team Members (No more than 8 team members; indicate Team Lead with *)

What are the team’s goals? Please be as specific as possible.

What are the team’s goals? Please be as specific as possible.
Who is on the team?

What
do they
make?
What decisions
need to involve
Whatdecisions
decisions
do they
make?
What decisions
needothers?
to involve others?

What resources are dedicated to the team to support their purpose?

What resources are dedicated to the team to support their purpose?
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Recovery Resources
The purpose of the Recovery Resources tool is to help your organization identify and select appropriate
federal, state, local, and/or private resources to assist with recovery. We recommend that this tool be used
by leadership to identify the right financial and non-financial programs to explore to help stabilize your
organization and protect your employees.
Is This Tool Right for My Organization?
• Do you need help in identifying federal, state, local, or non-profit financial resources to help your
tourism organization survive through this crisis?
• Do you have stakeholders or partners who are tourism-related businesses and would benefit from
accessing federal, state, local, or non-profit crisis-response financial resources?
Instructions:
1. Review the three tables below:
a. Financial Resources for Public-Sector Destination Organizations
b. Financial Resources for Tourism-Related Businesses
c. Non-Financial Resources for Tourism-Related Businesses
2. Identify programs that might be right for your organization or your stakeholders’ organizations.
3. The links included and/or directions in the notes will allow you to get up-to-date information on these programs
and others as they develop.

Financial Resources for Public-Sector Destination Organizations (as of 5/4/20)

Federal

Federal

(Note: program availability subject to change, consult frequently with resources listed below)

HUD Community Development Block Grants
• An additional $5B outlay has been added to HUD’s
CDBG program
• A range of new (broader) eligible activities are
available, including grants for businesses impacted
by social distancing and resources for planning,
capacity building, and technical assistance
Municipal Lending Facility
• Program allows states and cities (of a certain
size) to sell bonds to the US Treasury to bring in
proceeds to help manage cash flow impacts
• As written, program language indicates that travel &
tourism agencies could use proceeds for marketing
or other services

Consult with designated CDBG entitlement
communities in your state (typically larger cities)
or the state agency designated to oversee HUD’s
CDBG program for non-entitlement communities

Consult with state and local finance/bond agencies
to better understand options
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Financial Resources for Tourism-Related Businesses (as of 5/4/20)

Federal

Federal

Federal

Federal

Federal

Federal

(Note: program availability subject to change, consult frequently with resources listed below)
Paycheck Protection Program
• Forgivable SBA loans
• Apply through existing lenders
• Applicant must be adversely impacted by COVID-19
pandemic
• Available to business with less than 500 employees
(including sole proprietorships, independent
contractors and self-employed persons), private
non-profit organization or 501(c)(19) veterans
organizations affected by COVID-19.
• Loan max.=the lesser of $10M or 2.5x average
monthly payroll costs
• Part of loan may be forgiven if spent during first
eight weeks on operating expenses
EIDL Advance
• Apply through SBA
• Loan advance of up to $10,000
• Available to business with less than 500 employees
(including sole proprietorships, independent
contractors and self-employed persons), private
non-profit organization or 501(c)(19) veterans
organizations affected by COVID-19.
SBA Express Bridge Loans
• Apply through SBA
• Available to small businesses who currently have a
business relationship with an ABA Express Lender
• Loan up to $25,000
• Can be used to bridge a gap while applying for an
EIDL
SBA Dept Relief
• For current SBA Serviced Disaster Loans
• Deferments available through 12/21/20
Payroll Tax Credits
• Section 2301 Employer Retention Credit: payroll
credit of up to $5,000 per employee that would
otherwise be due 1/1/21 are now due 12/31/21
• Section 2302 Employer Payroll Tax Deferral: permits
employers to forgo timely payment of the employer
portions of Social Security and RTTA taxes that
would otherwise be due 3/27/20 – 12/31/20
Main Street Lending Program
• Loans for small and medium-sized businesses that
were in good financial standing prior to onset of
COVID-19 pandemic
• Business meets at least one of the following two
conditions: (i) has 15,000 employees or fewer, or (ii)
had 2019 annual revenues of $5 billion or less

As of 5/4/20 the SBA is accepting Paycheck
Protection Program applications from participating
lenders.

As of 5/4/20 the SBA is unable to accept new
applications at this time for the Economic Injury
Disaster Loan (EIDL)-COVID-19 related assistance
program (including EIDL Advances) based on
available appropriations funding.

The program is still accepting new applications as of
5/4/20.

The program is currently available through the IRS.

The program is currently available through the IRS.

The program is currently available through the
Federal Reserve and US Treasury.
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State & Local
Private & Nonprofit

Many states and local governments have established
loan and grant programs to assist small businesses
impacted by the COVID-19 pandemic.

Various private businesses and nonprofit organizations
are offering grant programs for small businesses,
including Facebook, Amazon, Yelp, Intuit, the James
Beard Foundation, etc.

Consult with your state or local economic
development organization to learn more about
program availability and eligibility.

Consult with your state or local economic
development organization to learn more about
program availability and eligibility.

Non-Financial Resources for Tourism-Related Businesses (as of 5/4/20)

Nonprofit

Small Business Development Centers
• Virtual or face-to-face business consulting, including
COVID-19 specific advice
• Topics: business planning, accessing capital,
marketing, regulatory compliance, technology
development, international trade, etc.

Private, Nonprofit

SCORE – Service Corps of Retired Executives
• Resource partner of SBA
• Network of volunteer, expert business mentors
• Mentoring programs, webinars and online courses,
library of online resources, local events

Federal

(Note: program availability subject to change, consult frequently with resources listed below)

Most cities and states have a network of small business
support organizations, incubators, and accelerators that
provide guidance and mentoring to small businesses.

Contact local SCORE mentor via SCORE’s website.

Contact your local SBDC office (often housed within
local Community Colleges).

Consult with your state or local economic
development organization to learn more about
existing organizations.
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Destination
Recovery Toolkit

Lead

Destination
Recovery Toolkit

Lead

Make no mistake, leading your destination through the messiness of a crisis is not
for the faint of heart. Since the terrorist attacks of 9/11 and the Great Recession of
2008/09, destination leaders have become increasingly aware of the importance
of resiliency and crisis-response planning as a way to protect their local visitor
economies. In more recent years, climate-related events have been hot topics at
tourism conferences nationwide. Whether it’s fires or droughts in the West, floods
or earthquakes in the Midwest or tornadoes or hurricanes in the South and East—
today’s destination leaders realize now more than ever the importance of planning
to be responsive to any number of challenges that come their way.
Leadership can often feel lonely, but in times of crisis, it can be particularly so.
Everybody is looking to you for answers while at the same time you’re scrambling
to keep on top of fast-moving developments. Recognizing this, the final module of
our Destination Recovery Toolkit, LEAD, contains five tools to help leaders activate
their strategies and their organizations in a time of crisis:
The Organizational Restructuring tool helps you take an in-depth look at
whether your current structure will suit your needs going forward and guides
you through forming a team to design your new structure and rolling a new
structure out to your employees.
Impact Tracking is critical to ensuring that your strategies are paying off.
This tool will help you develop and test hypotheses to make sure your
actions have the impact you need.
The practice of Change Leadership enables an organization to adapt more
quickly and more wholly to a new normal. The activities in this tool will set
you up for a more successful transition.
As a leader, your Crisis Communications are essential to keep your team
and your stakeholders aligned and informed. This tool will help you think
through your audiences and what they need to know.
At any time—but especially in times of crisis and recovery—you want to
foster a Resilient Organization. The final tool included in this module will
help you consider your own personal resilience and that of your team.

©2020 Coraggio Group. All rights reserved.

Organizational Restructuring
Chances are you’ve already made some difficult staffing decisions—or you’re in the process of doing so.
As important, you may have determined that the way in which your organization delivers on its mission
needs to shift due to decreased funding and the realization that the destination marketing program you
were implementing pre-COVID-19 is no longer sustainable going forward—at least not for the foreseeable
future until some version of “normal” returns.
These new realities shine a bright light on many important decisions destination leaders
nationwide are contemplating as they think about their destination’s recovery. One in particular is
what to do about their organizational structure.
In every organization’s lifecycle, organizational restructures are necessary in order to ensure its ability to
deliver meaningful stakeholder value efficiently and effectively. Whether you’ve reduced your staff count or
not, every crisis brings with it unique demands and priorities that require leaders to respond decisively and
with agility.
For all destination leaders, now is the time to get clear on this very fundamental question: Does
my organizational structure still work?
Keep in mind that, no matter how big or small an organizational restructure is, changes like these will
always cause some level of discomfort for employees—even if they believe the change will ultimately
be good. Structure change can be messy despite a good process. After all, you’re potentially making
decisions that rattle people’s worlds—how they get work done, how they interact with their peers, who
makes decisions, the level of confidence they have in their individual capabilities, and the value they add
to the organization.
The good news is that by having a clear process supported by good communication, destination leaders
can take steps to reduce the stress and anxiety their teams experience when going through a structure
evaluation and subsequent changes.
The Organizational Restructuring tool will help you to objectively evaluate your current organizational
structure, determine whether changes need to be made, and take steps to implement those changes
as you do the important work of moving your destination toward recovery. There are four parts to this
tool: Organizational Structure Evaluation, Transition Timeline, Transition Template, and New Role
Overview.
Is This Tool Right for My Organization?
• Do you need an objective way to evaluate the strengths and weaknesses of your current
organizational structure?
• Do you worry that your current structure will be more of an anchor than a propeller going forward?
• Do you see the need for new capabilities and roles in order to meet the requirements of new priorities?
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Before you begin the work of evaluating your current organizational
structure, keep these common pitfalls in mind and work to avoid them:
1. The destination strategy changes, but the structure stays the same.
2. Structure is misdiagnosed as problematic when it’s not. It’s actually something
else that’s undermining organizational success.
3. Asking more of structure than it’s capable of delivering. Often, organizational
structure can’t support an organization’s potential and needs to be reimagined for
that potential to be fully realized.
4. Having the wrong people in the right roles.
5. Making structure decisions based on individuals, rather than the capabilities and
roles your strategic direction requires.

Part 1: Organizational Structure Evaluation

The organizational structure evaluation tool is a 11-step framework that will help guide you through your
structure evaluation and design process. Below is an overview of the steps:
1. Get Clear on Capabilities and Strategic Priorities
2. Develop and Implement a Communications Plan
3. Establish a Cross-Functional Team
4. Conduct a Structure Assessment
5. Create Decision Criteria
6. Design a Range of Structure Scenarios
7. Apply Decision Criteria
8. Share Structure Scenarios
9. Consider Insights and Perspectives
10. Decide on Final Structure
11. Create Structure Transition Plan
For several of these steps, we have included specific activities and templates to help keep you on track.

Step

1

Get Clear on
Capabilities
and Strategic
Priorities

2

Develop and
Implement a
Communications
Plan

Action
Get clear on the range of capabilities
and strategic priorities your recovery
plan requires. (see the Talent Needs
tool in the Activate module of this
toolkit for a more detailed approach)
Develop and implement a
communications plan aimed
at clarifying the purpose of the
structure work and the process
you will undertake. (see the Crisis
Communications tool in this module
of the toolkit for advice on tailoring
these communications)

Purpose
Helps to ensure your organization is
prepared to achieve the goals stated
in your recovery plan and exposes
potential structure-related challenges.

Models leadership and process
transparency and helps to minimize
staff anxiety related to potential
structure changes.
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Step 2 Activities:
The most successful organizational restructures begin with a leader who is willing to take time to clearly
communicate what’s motivating the structure evaluation, how the evaluation process will be conducted, and possible
outcomes once the evaluation is complete. Before you get started, we recommend that you share your intention with
your Board or other governing body.
Instructions
1. First, get clear on how you want to “show up” and lead this process. This is an important leadership moment for
you and a scary time for your team. Your empathy and transparent communication will provide the foundation
you need to conduct your evaluation.
2. Use the template below to organize your thinking. It includes the range of communication elements you
should consider as you craft your message to your team, along with an overview of why each is important and
examples to get you started. You can input your talking points at the far right.

Communication
Elements

Why it’s important

What it might sound like

Make your staff
aware of what
you’re doing and
why.

Helps staff share a
collective understanding
of why the evaluation is
important, the risk of not
doing it, and what the
potential outcomes could
be. This also contributes to
an environment of trust.

“It’s important that our structure
enables all of us to do our best
work every day and deliver
well on our mission. It’s clear
we’re all working hard to make
our way through some very
rough waters right now for our
destination and stakeholders.
As a destination and an
organization, we need to begin
taking steps toward recovery.
An early priority will be to make
sure we’re structured well to
move forward. Today, I’m
not sure our current structure
makes sense, given our path
ahead. We need to be sure of
this—which is why we will begin
an evaluation right away.”

Be clear about
how structure
decisions will
be made and in
what timeframe.

Helps bring clarity to how
you will make decisions so
that everyone shares the
same understanding

“I plan to make informed
decisions that reflect the values
of our organization—I will not
do this in a vacuum. I will ask a
small team to work with me—
one that represents different
parts of our organization and
different tenures. Our first step
will be to create decision criteria
that will help shape our thinking
and decisions. I will share
those criteria with you once
they are developed. I expect to
complete the evaluation within
two weeks from now and share
the outcome of the evaluation
by X date.”

Your Talking Points
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Be clear about
what you know
and what you
don’t know.

Builds trust in the process
and in you as the leader.

“It’s possible that, as a result
of this evaluation, we will
need to make some shifts to
our current structure. This
means that some folks may
need to fill different roles. It is
also possible we may need to
eliminate some roles. I know
this will cause anxiety. I want
you to know that my goal is to
conduct this evaluation quickly
and thoughtfully and to keep
you informed along the way.
You should feel free to ask
questions—I will make time to
talk and will share whatever I
can.”

Anticipate the
questions your
team is likely to
have.

Shows you are connected
and attuned to the
concerns your team might
have and will give them
further confidence that
you will make decisions
carefully and responsibly.

“Some of you may be
wondering if this process will
result in losing your job. The
answer is that it could, but to be
clear, that’s not my intention.”

This will help prepare
people for the disruption
that the structure
evaluation will likely cause
and the anxiety that some
(or all) might experience
along the way.

“I know this process will likely
cause some stress and anxiety
during an already stressful and
anxious time. I will do all that I
can to make the process move
as smoothly as possible and
to keep you all informed as we
move through it.”

Foreshadow
what this
process will
feel like for your
team.

“Some of you may be
wondering if you will have to do
a different job. The answer is
yes—it is possible. And if this
happens, I will make sure you
have the support you need to
be successful.”
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Step

3

Establish a
Cross-Functional
Team

Action
Establish a cross-functional
Evaluation and Design Team.

Purpose
Helps to ensure the evaluation and
design work feels open and inclusive,
thus helping to minimize staff anxiety.

Step 3 Activities:
Depending on the size of your organization, this might be a team of one (you) or a larger team composed of
various functional areas and a mix of tenure. If you have a larger team, its size should be kept to a minimum
(5-7 people). This will help keep the process moving smoothly and efficiently. Some leaders might be concerned
about confidentiality, which is understandable since the evaluation and design process will include some hard
conversations. If this is a concern for you, you might prefer to create an Evaluation & Design Team composed only
of the leaders in the organization. If you go this route, we recommend you ask these leaders to seek input from their
respective teams as the evaluation and design process progresses. A primary benefit of opening the process up
to non-leadership members is increasing the likelihood of staff embracing those harder decisions you may end up
making as a result of your evaluation. Practically speaking, the work of your organization gets done by your people—
they are the ones who “live” in your organizational structure every day. Therefore, they have a certain subject matter
expertise that will add value to this effort.
Instructions:
1. Using your current organizational chart, think through who you believe will be important to include as members
of the Evaluation & Design Team.
2. Use the template below, which includes a couple of examples, to create the team.

Name
Mary Jones

Job Title

Functional Areas

Director, Industry Relations Industry Relations

Tenure
8 years
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4

Step

Action

Purpose

Conduct a
Structure
Assessment

Conduct a structure assessment to
determine the scope/size of structure
change that may be needed.

Helps to more accurately discern
structure issues from other potential
issues (for example, process issues).

Step 4 Activities:
Organizational structure is sometimes misdiagnosed as an organizational challenge when in reality, it’s something
else getting that’s getting in the way. For example, sometimes poor processes are the culprit. No amount of
restructuring will fix outdated or irrelevant processes, just like no amount of process improvement will help an
organization’s effectiveness if its structure is broken. To avoid this from happening and make sure that your structure
is ether working well or not working well, the Structure Evaluation activity below will help you to avoid this common
mistake.
Instructions
1. Using the destination recovery you envision as context, answer each question YES or NO.
2. If you have answer NO to three or more questions, your current structure may be holding you back and you
should proceed with a formal evaluation.

Structure Evaluation Questions: Answer YES or NO
My organization…

YES

NO

Has the roles/functions necessary to successfully execute and achieve our
destination’s recovery goals.
Has the capabilities/functional expertise necessary to successfully execute and
achieve our destination’s recovery goals.
Has the capacity to perform the volume of work our stakeholders—and our
recovery plan—demands of us.
Has the appropriate span of control for each manager/leader (seven or fewer
direct reports).
Has a strong track record of productive cross-functional coordination and
collaboration.
Has the right mix of leaders consistently involved in making key decisions that
have organization-wide impact.
Has decision lines that make sense and are clear to all employees.
Has a structure that makes it easy for stakeholders to know who to go to when
they have a particular need.
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Step

5

Create Decision
Criteria

Action

Purpose

Create Decision Criteria that will help
to shape and bring objectivity to any
decisions that will be made. Share
these criteria with your staff.

Models transparency and sets crystal
clear guidelines for what any changes
to the structure must support.

Step 5 Activities:
We recommend working with your organization’s Evaluation & Design Team early on to establish the Decision
Criteria that will help guide and give context to your decision making. These criteria will also be helpful to you as you
go to your organization to explain your rationale for the decisions you make (or don’t make). Knowing how decisions
will be made or in what context will give your staff needed peace of mind and confidence that the evaluation and
design process has the right rigor.
You should have a limited set of Decision Criteria. Ideally, they would be equally weighted, meaning each criterion
must be fully met in order for any structure change can be made. This may not always be possible. If it’s not, you will
need to be prepared to explain your rationale to your staff once you share the outcome of the structure evaluation.
To help you get started, below are a few examples of Decision Criteria you might consider using, or you can use
these as context for creating your own. (For a broader Decision Criteria exercise, see the Decision Criteria tool in the
Prioritize module of this toolkit.)

Example Decision Criteria
Our future structure must…
1. Help us achieve the goals and objectives set
forth in our destination recovery plan.

Your Decision Criteria
Our future structure must…

2. Enable us to work and communicate more
effectively within and across all departments
and functional areas.
3. Contribute to our commitment to make clear
and timely decisions.
4. Further strengthen our ability to consistently
deliver a high standard of excellence to our
industry stakeholders and partners.
5. Support our commitment to career growth and
development of our team members.

Step

6

7

Design a Range
of Structure
Scenarios

Apply Decision
Criteria

Action
Based on the assessment conducted
in Step 3, work with the Evaluation
& Design Team to design a range
of structure scenarios that, if
implemented, might help move your
organization forward.
Once all structure scenarios are
identified, use the Decision Criteria
from Step 5 to evaluate whether
the scenarios meet the required
standards.

Purpose
Helps to ensure that all reasonable
structure options are explored, thus
bringing greater confidence to the
outcome of the process.
Using your Decision Criteria will
bring objectivity to the process and
help to more readily surface the right
scenario or scenarios to take to the
next step.
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Step

8

9

10
11

Share Structure
Scenarios

Action
With your final set of scenarios
(ideally no more than three) now
having met the standards set by
your Decision Criteria, it’s time to
share them with your full team for
discussion and input.

Following your full-team meeting,
reconvene your Evaluation & Design
Consider Insights Team to consider the insights and
and Perspectives perspectives you heard. Determine
whether there is clear consensus on
one of the scenarios.
Decision Time. At this point, it’s time
Decide on Final
for an executive decision, particularly
Structure
if there is no clear consensus on the
future organizational structure.
Create Structure
Transition Plan

Create your structure transition plan.

Purpose
This step builds engagement and
consensus with your full team, giving
them a sense of ownership of the
final decisions. To be clear, the final
decision will be for the leader of the
organization to make. However, if
your final decision can be consensusbased, it will be considered a win for
all.
This step allows for a final vetting
of the apparent winning scenario
as viewed by staff, or enables a
discussion that leads to a final
recommendation by the Evaluation &
Design team.
This step brings clarity to all on what
the future structure will look like.
Ensures you’ve thought through the
important details, including phasing
and sequencing, implementation
timeline and the range of employee
supports needed.

Step 11 Activity:
How you implement a change to your organizational structure is as important as the process you undertook to
evaluate the need for change in the first place. If your change is a shift isolated to one functional area, it’s likely
that change can be implemented fairly quickly. However, if there are multiple structure changes impacting multiple
functional areas and team members, the need for greater and more detailed implementation planning will increase.
Remember that not all changes need to be made at once. It might be more manageable lead the structure changes
in phases over a specific period of time. Bear in mind—we do not recommend dragging the implementation process
over too long of a time period. Depending on the size and scope of your restructure, a general rule of thumb is to
complete all implementation phases with in 60 days and, while doing so, keep a close eye on how your team is
responding or reacting to the changes.

Part 2: Transition Timeline

The purpose of the Transition Timeline is to provide a bird’s eye view of all transition phases you’ll
implement in order to fully complete your organization’s restructure. If you only have one phase—for
example just one functional area impacted—it’s still important to complete this activity.
Instructions:
1. Fill out the template for each phase of your restructure. The template should be completed by
executive leadership. If you have more than two phases, simply add to the template.
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Number of Functional Areas Impacted
by Restructure:

Position:

Number of Functional Areas Impacted
by Restructure:

Functional Area:

Notes:

Position:

Number of Functional Areas Impacted
by Restructure:

Functional Area:

Notes:

Phase One

Transition Activity Start Date:

Transition Activity End Date:

Transition Date:

Assigned
Leader:

Transition Date:

Assigned
Leader:

New Title:

Transition Activity
End Date:

New Title:

Transition Activity
End Date:

Structure Transition Timeline
Number of Phases:

Transition Activity
Start Date:

Phase Two

Employee:

Transition Activity
Start Date:

Employee:
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Part 3: Transition Template

The purpose of the Structure Transition Template is to do a deep dive on each individual department
or functional area of your organization that will undergo a structure change. It includes an overview of
specific roles impacted, who the incumbent team member is and who the successor will be, a space for
messaging the “why” behind the change, supervisor overview and a role-by-role timeline.
Instructions:
1. Complete this template for each department or functional area impacted by a change in its structure.
2. Review the template with each employee’s new supervisor to ensure alignment.

Structure Transition Template
Implementation Timeline:
Start:___________Finish:___________

Roles Impacted:
• Role #1:
• Role #2:
• Role #3:

Messaging (why is this change being made?):
• Point #1:
• Point #2:
• Point #3:
• Point #4:

Role #3:

Role #2:

Role #1:

Department/Functional Area:

Sequence #:

Incumbent:

Current Supervisor:

New Role:

Exit/Reassignment Date:

Successor:

New Supervisor:

Internal:

New Role Start Date:

Incumbent:

Current Supervisor:

New Role:

Exit/Reassignment Date:

Successor:

New Supervisor:

Internal:

New Role Start Date:

Incumbent:

Current Supervisor:

New Role:

Exit/Reassignment Date:

Successor:

New Supervisor:

Internal:

New Role Start Date:
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Part 4: New Role Overview

Any time an employee is asked to make a change in how they work or are offered a new role inside their
organization, they need to know how the organization will support their success as they make the transition. The New Role Overview template helps ease anxiety and build confidence by demonstrating a general description of the new role, developmental opportunities to consider along with related supports the
employee can expect and an overview of key accomplishments to target during the first 90 days, broken
down by month.
Instructions:
1. Working with the supervisor of the employee who will be transitioning to the new role, complete the template.
2. Use the template as a reference when sharing the new role with the impacted employee.

New Role Overview
Department/Functional Area:

Name and Title:

Position Description:

Primary Responsibilities:

Supervisor:

Supports for Success
Knowledge Transfer Needs: (What knowledge or information is
critical for this person to know in order to be successful in the new
role?)

Method of Transfer: (How will this information be transferred—by
whom and in what timeframe?)

Skills Development Needs: (If there are specific skills gaps this
person needs to address, what are they?)

Method of Development: (What will you offer this employee to
address their professional development needs: e.g., formal training,
coaching or mentoring)

First 90-Days
Month
One

Accomplishment #1:
Accomplishment #2

Month
Two

Accomplishment #1:
Accomplishment #2

Month
Three

Accomplishment #1:
Accomplishment #2

Additional Considerations (Include any additional details related to the role here):
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Impact Tracking

As your Rapid Response Teams* start mobilizing to respond to the crisis, it is important that they stay
nimble and adjust to the changing landscape. It is critical that you are tracking your indicators and
adapting to what they are telling you. Some of these indicators may be driven by actions your teams
are taking to respond to the situation, while others—your windsocks—are not controllable by your
organization but must be constantly evaluated to determine if they are the right indicators and if your
predictions about their meaning are accurate. By adapting to the changes in your key indicators you
will help ensure your teams are working on the right things to drive the impact you are looking for.
This tool will help you organize your thinking around the metrics you are trying to drive and ensure that
your teams are taking an adaptive and iterative approach toward the actions you are taking. It has two
parts: Test Hypotheses Through Key Metrics and Monitor Windsocks and Adjust Action.
*(See tool in the ACTIVATE module for details)

Is This Tool Right for my Organization?
• Are you unsure whether the actions you are taking are the right ones in these uncertain times?
• Do you have limited resources and need to reprioritize activities based on what proves to have the
biggest impact?

Part 1: Test Hypotheses Through Key Metrics

Instructions
1. Identify the handful of key metrics you are trying to impact or improve during this crisis. These may be existing
Key Performance Indicators (KPIs) for your organization, or they may be new metrics that have only become
relevant due to the current situation. The metrics you identify in this part of the tool should be easily measurable
and controllable by your team.
2. For each of your controllable metrics, identify at least one key action that you believe is needed to improve that
metric. The actions should not try to solve the whole problem all at once; rather, think of bite-sized steps that can
be taken.
3. For each action, develop a hypothesis of what you believe the impact of the action will be on the metric. Ideally,
this hypothesis should be numeric. For example, you may think a particular marketing action will drive an
increase in length of stay.
4. After completing your identified action, it is time to measure the results. Take a look at your metric to determine
what the actual impact was over time.
5. Comparing your hypothesis to the result, what can you learn? This may tell you that the action you identified had
more or less impact than you thought, which should inform your next action plan. Additionally, you may learn that
some indicators you thought were important are less impactful that originally thought.
Example:
Metric
Increase length of
stay for drive market

Action Step
Launch “Live
Like an (Almost)
Local” campaign
in partnership with
small businesses

Hypothesis
Increasing the
visibility of local
businesses to
drive-market visitors
may entice them to
book more than a
weekend

Result
Length of stay did
not increase

Learning
Factors other than
local business assets
may be driving the
average length of
stay for drive market
visitors
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Part 2: Monitor Windsocks and Adjust Action

Not all the indicators that are important to your organization are controllable. As you monitor the
uncontrollable Windsocks—or leading indicators—you identified, you need to evaluate if they are telling
you what you need to know.
Instructions
1. Identify the key Windsock* metrics for your organization.
2. For each metric, develop thresholds that you anticipate that metric to cross over time.
3. At each threshold, develop a hypothesis of what that will mean for your destination. For example, you may think
that as the number of new cases of COVID-19 declines, you may start to see more day visitors.
4. As your key windsocks cross your identified thresholds, you will need to measure your actual results and
compare the actual to your predicted outcome.
5. In comparing the actual to the predicted, what can you learn? Perhaps the perceived correlation between your
Windsock and your destination results is not as strong as you predicted, which may mean you need to adjust
your expectations about the timeline of your recovery. Over time you may also realize that some Windsocks you
identified are not relevant to your destination and should no longer be tracked.
*(See the Windsocks tool in the EVALUATE module of this toolkit for guidance on how to select these metrics.)
Metric
Reduction in new
COVID-19 cases

Threshold
Sustained reduction
in new cases for
14 days in your
destination and at
least 3 of your top 5
drive markets

Hypothesis

Result

Public health stability 7.5% increase in day
in drive markets will
trips
lead to 5% increase
in day trips

Learning
Local public health
influences travel
more than we
thought. We will
need to ramp up
capacity faster than
anticipated.
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Change Leadership
There is no doubt that the capabilities needed to lead your organization through change have been tested
through this crisis. At Coraggio there are three principles that guide how we think about organizational
change:
Change is a Sign of Life
You’ve probably heard it said that “Change is the only constant in the universe.” While that may be
true, we tend to think of it in utilitarian terms—because Coraggio exists to help leaders and their
organizations get clear, get focused, and get moving on their most important initiatives, we’ve come to
view change as a key activity in any healthy organization. If you aren’t changing, you’re not going to
succeed.
Change is Harder Than You Expect
Regardless of whether change is desirable, change is hard. Outside of this crisis, anybody who’s been
through a major life change can attest to this—changing jobs, moving to a new city, or starting a new
relationship can all be exciting things, but they also bring difficult changes and require adjustments
to the way we act in the world. It can be easy for leaders of an organization to forget that there’s a
difference between being willing to change and being ready to change.
Culture Makes Change Work
Peter Drucker famously said, “Culture eats strategy for breakfast.” We’ve found this to be true, and
we’ve also found that culture makes the difference between a successful change initiative and one
that falters. Thinking of culture as the total of our collective behaviors within an organization, as well
as the spoken or unspoken social boundaries that govern that behavior, it’s clear that an unhealthy
culture can undermine even the best-planned changes. The center of culture is leadership, and in the
case of change that leadership must be fully present to effectively navigate the change and model the
behaviors that support the change.

The Change Leadership tool contains two parts. The Change Reflection activity asks key questions
related to the changes you are experiencing and where you need to focus your change leadership, and
the Change Leadership Checklist captures specific change leadership behaviors and has you selfassess if you are modeling those behaviors for your team. We recommend that this tool be used by your
leadership team independently, then come together as a leadership team to share reflections and results.
Is This Tool Right for My Organization?
• Do you need to understand what your team needs most from you during this crisis?
• Do you need guidance to help you lead your team through the changes this crisis will continue to
bring?
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Part 1: Change Reflections

Instructions
1. Spend a few minutes reflecting on the following questions and capture your answers in the spaces provided.

What specific changes do you think your team will have difficulty with?

How might the team demonstrate resistance to change?

What could be the impact of not manging this resistance?

What are three ways you can help them get more comfortable with the change?

What do you believe they need from you to successfully navigate the change?
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Part Two: Change Leadership Checklist

Instructions
1. Use this change leadership checklist to determine if you are modeling the change leadership behaviors using the
1-3 scale indicated below the checklist.

Rating: Change Leadership Behaviors
I create a safe space and opportunity for employees to ask questions, express emotion, and vent.
I lead with courage and compassion. I am not afraid to be human and be real.
I work to strengthen my relationships. I take time to get to know my team members.
I listen to understand objections or concerns my team has.
I take care of myself and ask for what I need.
I practice being present and meet people where they are.
I work to create an environment in which my team can feel both valued and successful.
I use authentic communication and am thoughtful in how I express it.
I provide clear choices and hold people accountable to the choices they make.
I create hope and inspiration by communicating a clear vision of what’s possible.
I build trust by sharing what I know and am not afraid to share what I don’t know.
I take steps to be inclusive in making decisions that impact my team.
SCALE:
1 = I have work to do to demonstrate this behavior with my team
2 = I have been inconsistent in demonstrating this behavior
3 = I am modeling this behavior with my team

Destination Recovery Toolkit: Lead | 69

Crisis Communications
During times of change or uncertainty, communication with internal and external audiences
becomes increasingly important. The purpose of this tool is to help leaders create a
framework for effectively communicating with internal and external stakeholders about a
significant change event. Change events can include external economic factors such as
the Great Recession of 2008/09 or the COVID-19 pandemic, or internal factors such as a
reorganization, a reduction in force, or a change in strategic direction.
The tool is composed of four parts: Audience Mapping, Change Communication
Principles, Audience Messaging, and Two-Way Communication.
Is This Tool Right for My Organization?
• Is your organization going through a period of significant change or uncertainty?
• Are your core audiences—internal and external—expecting to hear from you?
• Are you uncertain of the most impactful way to communicate during a crisis?
• Is your organization struggling to encourage two-way communication?

Part 1: Audience Mapping1

Instructions
1. Using the Audience Identification table below, identify all possible internal and external audiences your
organization has. Once the list is complete, rank the importance of your audiences, with particular focus on
those groups that your organization needs to inform or influence to be effective in leading the change event at
hand.
2. Using the Audience Reflection table below, put yourself in the shoes of your audiences. Or better yet, where
appropriate, inquire directly with them about their communication needs. For each audience group identified in
Step #1, answer the questions included.

Audience Identification: What audiences do you need to engage with?
Audience (Internal and/or External)

Priority Rank

Audience #1:

Audience #2:

Audience #3:
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Audience Reflection

Audience #1

What do they care
about?
What do they not
know, but should
know?
What actions do
you want them to
take?

Audience #2

What do they care
about?
What do they not
know, but should
know?
What actions do
you want them to
take?

Audience #3

What do they care
about?
What do they not
know, but should
know?
What actions do
you want them to
take?

Part 2: Change Communication Principles2

During difficult times it is particularly important to communicate in the right way. Following are four
principles to consider when messaging to your audience (see Part 3).
1. Health and Safety
Create campaign messaging that communicates and acknowledges basic human needs such as
health and safety. In trauma-led change events, such as the current COVID-19 pandemic, the actual
health and safety of people is of paramount concern. Lives are at stake. During less trauma-led
change events, such as an agency reorganization, basic human needs are still a factor. For example,
uncertainties related to job stability, income, and health insurance.
2. Consistency
Use clear, direct, consistent language across all channels. Avoid jargon or overly technical
terminology.
3. Strength and Compassion
Messaging should convey strength, compassion, and sensitivity. “During a time of crisis (or significant
uncertainty), people look for strength and leadership in the organization. This creates trust.”3
4. Empowerment, Voice, and Choice
Significant change events, particularly a crisis such as the COVID-19 pandemic, will result in a loss of
control, or perceived loss of control for people. Messaging should empower and provide choice when
possible. It should also eliminate “any shaming or stigmatizing language.” 4
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Part 3: Audience Messaging

Once you have identified your core audiences and considered best practice principles for communicating
during a crisis or significant change event, the next step in the process is to develop key messages and
determine the appropriate timing and channel.
Instructions
Using the tables below, and leveraging the work completed using Part 1: Audience Mapping and Part 2: Change
Communication Principles, develop key messages by phase, a release schedule, and communication mode(s)
specific to your organization’s key audiences.

At the onset of the change event (discovery)
Key Message
What do you need to convey?

Timing
Release schedule: date or event

Core Audience(s)
To whom are you conveying the
message? See Part 1: Audience
Mapping.

Mode
Email, newsletter, social media,
official press release, website/
internet, etc

While responding to the change event (implementation)
Key Message
What do you need to convey?

Timing
Release schedule: date or event

Core Audience(s)
To whom are you conveying the
message? See Part 1: Audience
Mapping.

Mode
Email, newsletter, social media,
official press release, website/
internet, etc

After the change event has been addressed (post-implementation)
Key Message
What do you need to convey?

Timing
Release schedule: date or event

Core Audience(s)
To whom are you conveying the
message? See Part 1: Audience
Mapping.

Mode
Email, newsletter, social media,
official press release, website/
internet, etc
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Part 4: Two-Way Communication

In times of crisis, relationships with employees, partners, and stakeholders can become inconsistent
or lack needed depth. As leaders do their best to respond to multiple challenges at any given time, it is
essential to have people to rely upon for help. Any communication plan during a time of significant change
must go beyond just having a good message, it will be essential that you have a dialogue with your
employees and stakeholders.
Following are some best practices for creating opportunities for two-way communication:
•

Create a culture of engagement. Understand your audience and know what’s important to them. Ask
your employees or stakeholders: What is the most important thing you want to know? What is the best
way to encourage dialogue? How would you be most comfortable sharing input?

•

Create feedback channels. You can use existing channels or create new ones. Preference those that
have been successful in the past. Feedback channels can be informal—such as a leader checking in
on staff (walk around the office, call an employee, etc.) or a supervisor seeking specific input during
a team meeting—or they can be more formal such as an anonymous survey, focus group, or listening
session with external stakeholders.

•

Encourage feedback and inquiry. What you do with input speaks volumes. When leaders respond in
a timely manner and authentically to ideas and questions, employees and stakeholders will feel valued
and engaged. In times of crisis, consider assigning someone to respond personally and promptly to
concerns and ideas.

•

Act on ideas and suggestions. Acting on input and responding to concerns is a strong engagementbuilder. Regularly sharing results and requesting additional feedback creates predictable, consistent
two-way communication that encourages employees and stakeholders to take ownership. This
does not mean every suggestion or idea is adopted by leadership, but it does mean input must be
acknowledged and decisions explained.

1.
2.
3.
4.
5.
6.

Based on a tool developed by BRINK Communications: brinkcomm.com Used with permission.
Based on a tool developed by BRINK Communications: brinkcomm.com Used with permission.
Source: https://traumainformedoregon.org/wp-content/uploads/2020/03/Considerations-for-COVID-19-Trauma-Informed-Response.pdf
Source: https://traumainformedoregon.org/wp-content/uploads/2020/03/Considerations-for-COVID-19-Trauma-Informed-Response.pdf
Source: https://npengage.com/nonprofit-marketing/five-actions-enable-efficient-two-way-communication/
Source: https://www.yourthoughtpartner.com/blog/bid/59576/4-steps-to-increase-employee-engagement-through-two-way-communication
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Resilient Organization
The unexpected is inevitable. Because we expect the unexpected, we know we need a resilient
organization—one that can either take action on unexpected opportunities or effectively respond to
unexpected challenges. This is about becoming an organization that thrives in the midst of change—
an organization that can adapt with agility and speed.
Resilience isn’t about being rubbery—it’s about strength and flexibility combined.
There are three key principles to building resilience, whether in an organization or as an individual:
• Face Reality
• Find Meaning
• Improvise More
Facing reality doesn’t mean abandoning your optimistic nature or giving up hope. It means finding
ways to get reliable data, overcome your natural biases, and act on that information in a logical
and fact-based way. Without conscious acts that keep your natural tendencies in check, dangerous
decisions can be made in a crisis.
When you find meaning in your life and your work, you’re better able to weather the ups and the
downs and see the big picture. This may be leading with your organizational values as a guide,
keeping a gratitude journal, or starting a meditation practice. Relatedly, you need to take care of
yourself by sleeping and eating well—a healthy body and mind translates to lower stress and better
decision-making.
If you can train yourself to improvise more, you will learn how to think on your feet and how to
deal with disappointment. This is the “pick yourself up and dust yourself off” part of resilience. Try
things. If they work, great. If not, try something else. Finding activities you enjoy outside of work
that are challenging and creative—and where you can learn to be comfortable with discomfort and
disappointment—will help to build this skill for your work life too.
In this tool, we address these three key principles of resilience-building in two parts: Leading a
Resilient Organization and Building Personal Resilience.
Is This Tool Right for My Organization?
• Do you need to ensure that your organization is able to be responsive to rapidly changing
environments without putting undue strain on your processes or culture?
• Do you wonder if your leadership actions foster resilience in your organization and your team?
• Do you need to find ways to maintain a flexible stance as a leader when the world is chaotic
around you?
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Part 1: Leading a Resilient Organization

No leader wants a brittle organization, and in fact there is a lot you can do to ensure that your organization
is prepared to weather any crisis it encounters. You can face reality by ensuring you have a team that will
tell you the truth and by building the systems and resources to help you make data-driven decisions. You
can find meaning through a focus on your organizational values or through community service with your
team. And you can improvise more by building a diverse team capable of engaging in spirited debate and
doing scenario-based planning as a way to develop a strong collective ability to quickly and effectively
change directions when a crisis hits.
Instructions
1. Rate yourself on the questions in the table below using a 1-3 scale where 1=never, 2=sometimes, and 3=often.
Each question indicates which resilience principle(s) it relates to.
2. Reflect on your answers, thinking about where you have strengths to build upon, where there are opportunities
to do more of some things, and whether there are some leadership behaviors you need to stop doing.
3. Make a short two-column list of things you will do differently to foster a resilient organization: 1-3 items on a “todo” list, and 1-3 items on a “to-don’t” list.

Rate 1-3

Key
Principles

As a leader, how often do I:
Discuss the impact of our work with my team?
Hire people who think differently than I do?
Use our organizational values to make decisions or frame conversations?
Use data to inform decision-making?
Make decisions I am uncomfortable with?
Build contingencies into my plan or budget?
Work with my team to analyze possible futures (good or bad) for our
organization and/or our destination?
Take responsible risks on behalf of the organization?

Key Principles:
Face Reality

Find Meaning

Improvise More
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Part 2: Building Personal Resilience

Every organization is composed of individuals, and they may or may not be resilient. You can build
resilience into your organization’s plan, processes and structure, but without resilient individuals in
that organization, you will undoubtedly break some of them. Leaders in particular can’t afford to break
when the organization bends. The activity below will help you consider ways to build your own personal
resilience as a leader.
Instructions

1. Rate yourself on the questions in the table below using a 1-3 scale where 1=never, 2=sometimes, and 3=often.
Each question indicates which resilience principle(s) it relates to.
1. Reflect on your answers, thinking about where you have strengths to build upon, where there are opportunities
to do more of some things, and whether there are some personal behaviors you need to stop doing.
1. Make a short two-column list of things you will do differently to foster a resilient self: 1-3 items on a “to-do” list,
and 1-3 items on a “to-don’t” list.

Rate 1-3

Key
Principles

As an Individual, how often do I:
Ask others for feedback?
Serve others outside of my work organization?
Take on new skills or challenges outside of work for pleasure?
Engage in a spiritual or mindfulness practice?
Get a full night’s sleep?
Give myself permission to make mistakes?

Key Principles:
Face Reality

Find Meaning

Improvise More
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About Coraggio’s Travel & Tourism Practice
We’re helping destinations recover

The COVID-19 pandemic has impacted the travel & tourism industry with a speed and ferocity that
few were prepared for. We understand how challenging this time continues to be for you and the
many stakeholders your team works so hard to support.We have started working with destination
leaders across the country as they hunker down to begin the process of rethinking the future of
their destinations and their organizations. Our travel & tourism practice includes urban planners,
economists, destination strategists and organizational development experts—all working together
to bring a “total destination health” perspective to local recovery strategies.
For more information, please contact:
Coraggio Group
503-493-1452
travel@coraggiogroup.com
coraggiogroup.com
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