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Courtney Bullard:
And something that I've learned is fun can build trust faster than any meeting, and trust reduces 
defensiveness. Compliance teams operate in conflict environments, and if your only shared experiences 
are intense ones, then the team's nervous system never resets.
Welcome to The Law and Education, delivering insight into Title IX compliance and its practical 
application. I'm your host, Courtney Bullard, founder and CEO of Institutional Compliance Solutions. 
Join me in conversations with campus and school leaders, subject matter experts, and colleagues who 
navigate the intricate landscape of Title IX and equity and other areas that intersect with this space.
These discussions, rich with insights and expertise, shed light on the legal and practical implications that 
shape your career in campus and school communities.
Hey there, and welcome back to the podcast. I have only had one episode in 2026, things have been a 
little busy, and part of what I'm going to cover today might shed some light on why that has been.
So we just wrapped up our retreat for ICS and I've done a lot of reflecting on what made it meaningful. 
There's a lot of preparation that goes into it to ensure that we strike the right balance for all of our 
employees, and I think we really did that this year, and so we had a lot of fun and so I've been thinking a 
lot about it.
And I've been thinking about how to translate some of the elements that I worked into our retreat for you 
all for your compliance teams. Really what made it meaningful wasn't the location, although we had it 
here in Chattanooga, Tennessee where we're headquartered, or the dinners or even the time away from 
email or the work. It was the balance. We had restoration, we had real work, and we had a ton of fun.
And as I've thought about it, I realized that rhythm is something compliance teams rarely experience. 
Most compliance professionals operate in sustained intensity, intake, investigations, angry parents or 
parties, policy interpretation, OCR shifts, administrative priority shifts, state and federal tension, the list 
goes on and on. It is constant, or as I say sometimes, it is relentless. Constant intensity without intentional 
rhythm translates to burnout.
So today I wanted to talk about something simple but hopefully powerful. You may not need a retreat, but 
your team does need rhythm. So let me break down the three elements that mattered and made our retreat 
successful. Those three elements are restoration, real work, and fun.
So while we did have a spa day as an option for the team and other options for restoration, restoration 
really meant slowing the pace, stepping out of reactive mode, creating space to think strategically instead 
of responding emotionally, and letting the nervous system settle.
Compliance work keeps people activated. You're constantly holding tension so others don't have to. 
Restoration in my mind then is not indulgent, it's protective. It protects clarity, judgment, and ultimately 
longevity in this field.
Second, the real work, which is absolutely important. The retreat was not just about connecting, although 
that is a lot of what we did. We did have meetings and real work where we talked about the history of ICS 
and where ICS is going, what each area of the company does, and clarified roles, talked about where 
ownership lies, what lanes everyone is in, and where we can of course collaborate across areas.
And here's something I've learned as a leader when it comes to doing the real work. Rest without clarity 
just delays burnout. So clarity can reduce it, and that's something I tried to integrate into those times 
together when we were doing the work.
Sometimes burnout doesn't come from volume alone, it comes from unresolved friction. Either unclear 
authority or unspoken tension or duplicated efforts. Doing the hard structural work reduces that emotional 
weight.
And then the best part, the fun. This, I think, is the most underestimated piece and one that sometimes I 
struggle with myself because I, as an Enneagram 8, can be all business.

https://www.rev.com/transcript-editor/shared/q8B9BzYWkkQOZF8UioZ7kjYZjRTQf44cxw_bXK9UoHjnP2IsEVA01EEiiHLS8Q2lLVWywIaxSpi9xERU81y9fIop7mY?loadFrom=DocumentHeaderDeepLink&ts=0
https://www.rev.com/


This transcript was exported on Feb 26, 2026 - view latest version here.

81_-_Lessons_from_the_ICS_Retreat__A_Better_Rhyt... (Completed  02/26/26)
Transcript by Rev.com

Page 2 of 3

But we laughed, we shared stories, we played games which were hilarious, a lot of moments that had 
nothing to do with policy drafting or investigations or decision-making.
And something that I've learned is fun can build trust faster than any meeting. And trust reduces 
defensiveness. Compliance teams operate in conflict environments, and if your only shared experiences 
are intense ones, then the team's nervous system never resets. Fun reminds people they're more than the 
conflict that they manage.
Why do compliance teams need this rhythm, in my opinion? Well, because as you know, compliance 
work is uniquely heavy. All of you are managing emotionally-charged allegations. You're interpreting 
evolving regulations and administrative standards and enforcement priorities. You're navigating political 
scrutiny, and you're often being second-guessed in high-stakes situations.
Most teams gather only in crisis mode. And if the only time your team meets is to triage cases, you are 
conditioning them to live in crisis. You ultimately cannot do the emotionally-charged work in a constant 
state of urgency and expect long-term sustainability, because burnout isn't always about workload. And 
we did a really great burnout exercise that the specialists on our team especially appreciated.
Sometimes it's about lack of structured reflection or lack of clarity or lack of perspective. So sustainable 
compliance isn't all about stamina. As I say, this is a marathon, not a sprint. It can be about rhythm, which 
includes restoration, real work, and connection.
So you're listening to this and you're saying, "That's great, Courtney. I'm an office of one." Or, "We don't 
have the budget for a retreat." And that's not what I'm suggested. Of course most schools or institutions 
don't have time to do a multi-day retreat, and that's okay. You don't necessarily need days away, but you 
do need an intentional pause.
So I want to present to you three simple ideas. One, the 90-minute quarterly reset. Once a quarter, block 
90 minutes where your team does not discuss any live cases, no laptops if possible during those 90 
minutes, and you're going to ask things like what is draining us? Where are we unclear? What friction 
keeps resurfacing and what feels heavy right now? That's restoration and structural work combined.
Second suggestion, clarifying one role per quarter. Instead of overhauling everything, tighten one thing. 
Maybe it's who owns intake or who has the final say on findings or how are reports reviewed? Who 
communicates outcomes or when does legal get pulled in? Burnout often comes from stepping on each 
other, not just workload.
Third suggestion, build intentional lightness which, translation, is fun. This doesn't have to require a 
budget. Celebrate closing a particularly difficult case. Share one non-work win at the start of every 
meeting, have lunch together after a heavy week.
One thing Betsy Smith started on our team is a question of the day that has nothing to do with the work 
where it can be pretty interesting and it can also be a lot of fun for the team. I sometimes hate that I'm not 
in those meetings because I feel like I'm missing out on a lot of fun information.
But fun doesn't have to undermine professionalism. It can reinforce humanity. Your compliance 
professionals are expected to be steady in chaos. That doesn't mean they aren't affected by it.
So as a CEO over the years, I've learned something important. Pausing is not a weakness or a lack of 
urgency and it's not avoidance. It's strategic. It prevents avoidable mistakes, it strengthens alignment, and 
it protects your team.
And if you lead compliance professionals, then you have to understand that they are every day absorbing 
tension so others don't have to. That requires intentional rhythm. Restoration alone won't sustain them. 
The work alone will exhaust them, and fun alone won't solve structural issues, but together you can create 
some durability.
So when I walked away from our retreat, it wasn't necessarily that we need more time away, although I do 
want more time for our team together since we are largely remote, it was that we need intentional rhythm.
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And the yearly retreat, which we've now had every year for many years, is part of that. That's something 
every compliance team though can build even without a retreat. You need some structured space, some 
clear roles, and some moments of connection. So I invite you to think about what is one thing you could 
implement today to try to make that happen for your team, because this really is about balance.
So I hope you can find a place to implement some of these thoughts either for yourself or for your team in 
the coming days or months. I thank you again for tuning in and listening, and I hope to see you next 
episode where hopefully I will have Celeste Bradley joining us to talk about Title VI.
Thank you for joining today's episode of The Law and Education. Be sure to subscribe to the podcast so 
you're the first to know about any new episodes released. Our library of podcast episodes is always 
available online for easy reference and to share with colleagues.
We would appreciate your feedback and enjoy having you join the conversation online with our ICS 
community partners. Visit icslawyer.com for further information. Stay tuned and join me, Courtney 
Bullard, as we continue to shed light on the legal and practical implications you need to stay ahead.
This podcast does not establish an attorney-client relationship, which is only formed when you have 
signed an engagement agreement with ICS. It is also not intended to replace any legal advice provided by 
your legal counsel. It is for informational purposes only.
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