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A Primer on Lean for School Leaders: Are You Wondering What To Do
About Teacher Evaluation?
by Shannon Flumerfelt, PhD, and JJ Villarreal, EdD
This article is the first in a series of three designed to introduce elementary school leaders to a world-class leadership philosophy and methodology known as lean. In this first article, lean is defined and then applied to the State
recommended appraisal system called Texas Teacher Evaluation and Support System (T-TESS).
T-TESS, the Texas teacher evaluation system, is new legislation that
may present challenges to elementary
leaders. T-TESS is a high stakes evaluation system and it is critical that it
is implemented with fidelity. Some
important questions school leaders
have posed for T-TESS include:
1. How will I manage teacher
thinking, fears and expectations
(both positive and negative) in
order to produce dynamics for
school improvement about TTESS?
2. How can I better understand,
collaborate and communicate
what T-TESS entails to create
a positive and improving
professional culture?
3. What should I do to deploy
T-TESS with fidelity?
Simply put, as a leader, you must
select some principles and strategies to guide you as you deploy
T-TESS. There is a world-class set
of leadership practices, known as
the Lean Performance Management
System, that may well benefit you
(Womack, Jones & Roos, 1990).
While lean is used in all types of
leadership roles, in recent years
much emphasis has been focused

on applying lean to education specifically (Womack, 2006; Todd, et.
al 2001; Stedinger, 1996; Flumerfelt
& Green, 2012; Flumerfelt, Kahlen,
Alves, Siriban-Manalang, 2015;
Arnold & Flumerfelt, 2012).

Boeder, 2003; Bicheno, 2008; USEPA, 2007). And now, educational
leaders are learning to benefit from
lean as well (Flumerfelt, 2012;
Alves, Kahlen, Flumerfelt & SiribanManalang, 2012).

In this article, the application of
lean in education is called Lean for
School Leaders. Superintendents,
principals, faculty, Boards of Education and state Departments of
Education have been working to
learn how to use Lean for School
Leaders. Through these applications and others, it has been found
that lean ignites work to be done by
improving both the processes for
work and the results of work (Lean
Enterprise Institute, 2007). Further,
the pace of work is also impacted
whereby the work can be done
either incrementally or rapidly
in sprint cycles. All work is conducted based on respect for people
by engaging various lean teams in
problem identification, testing and
solution. This is known as the continuous improvement cycle. Lean
for School Leaders is supported by
long-standing research conducted
in all sectors including healthcare,
finance, manufacturing, government and non-profits (Burton &

In total, Lean for School Leaders
is a large method (with up to 50
tenets and tools), whereby administrators can select any combination
of one or more strategies, depending on the situation. To give you a
sense of what is possible when using Lean for School Leaders, Table
1 provides three examples of how
selections and decisions are made
by aligning a lean tenet with a lean
tool in order to start or support the
continuous improvement cycle.
Lean for School Leaders is not hard
to learn. In fact, if you read Table 1
on page 2, you are likely intuitively
using some aspects of it in your
current leadership capacity. For
instance, you may have figured out
the most impactful agenda items
for faculty meetings, the easiest way
for parents to schedule appointments to see you, or the safest list
of To Do’s for field trips. Through
trial and error, you are likely conducting some form of continuous
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improvement by making positive
changes when problems surface.
Lean for School Leaders can put
you a notch above by providing
a more definitive approach than
enjoying success through problem
correction (Shewhart, 1934). As
you can see from Table 1 on page
2, specified work tools are used
that explicitly scope out and define problems at the root cause,
allow for deployment of tasks for
improvement, assess success and
make small or large corrections to
get even better results or processes.
These tenets and tools all flow into
the overall continuous improvement cycle. It is possible with lean
to avoid making the same or similar
mistakes by giving you a chance to
analyze and understand the dynamics, processes and results of success and of failure. Also, Lean for
School Leaders has the advantage of
providing visual management techniques to bring clarity to data walls,
communiques and documentation.
In short, educators are finding that
using Lean for School Leaders improves both the journey and the
results of school improvement. One
superintendent described Lean for
School Leaders as (Flumerfelt &
Soma, 2012, p. vii-viii):
This philosophy of lean helps
me to make sense of everything. It also brings a formal
language to express internal
notions I have had my whole
professional career about trying to improve.
So, let’s assume that when you deploy the first round of T-TESS, you
encounter some problems. Lean
for School Leaders is a system that
will better enable you to solve those
problems through a continuous
improvement cycle or two. Figure 1
on page 2 provides a depiction of the
cycle of continuous improvement.
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The continuous improvement
cycle is also known as the PlanDo-Check-Adjust cycle (Deming,
2000), containing Steps 1-4. Each
Step requires an allocation of your
time and effort. So an easy way to
think about the continuous improvement cycle is to divide your
time and effort equally among the
four steps: 25% to Plan, 25% to Do,
25% to Check and 25% to Adjust.
Just “Doing” is not continuous
improvement. Problems must first
be studied and understood (Plan)
so that practice is informed and
focused (Do). Further, it is critical
to ensure that after Planning and
Doing, the work of reviewing results (Check) and making refinements (Adjust) all occurs. Many
times, school initiatives falter or
fail because the last two steps of
the continuous improvement cycle
do not commence. This often happens when the Plan and Do steps are
considered as project completion,
when they should be considered as
project testing. Once a solution is
tested, through Check and Adjust,
there may be a need for another
full cycle or two of Plan-Do-CheckAdjust. This happens until project
completion is attained. Continuous
improvement, therefore, does take on
a work-by-design approach, and it
means that both project management
and project results will be managed.
For each step in the continuous improvement cycle, there are many lean
tenets and tools that can be used.
One example of a lean tenet and
tool can be used for T-TESS challenges and problems is presented
next. There could potentially be
many choices of lean tenets and
tools to use for solving any T-TESS
issue. Keep in mind that Lean for
School Leaders is not a prescriptive approach. This means that as
a knowledgeable and experienced
Lean School Leader, you will have

a “quiver full” of strategies to use as
you learn more and more about it.
In order to demonstrate how Lean
for School Leaders works on a basic
level, one specific lean tenet and
tool package is presented as you
might use it for T-TESS, focused on
the Plan and Do steps of a continuous improvement cycle.
So, let’s assume that you have this
tenet in play:
“I have a need to comprehend
the current paradigms my
teaching staff hold for T-TESS.”
This means that you could select
this lean tool as,
“I should work with a Lean
Team to create a Current
State Concept Map of T-TESS
Teacher Perceptions so that
I know what the significant
misperceptions and correct
understandings are and their
relationship to teacher performance.”
This tenet and tool combination are described in more
detail as:
The Tenet: I have a need to
comprehend the current
paradigms my teaching staff
hold for T-TESS. This will
help me to:
-understand the essential
ideas, paradigms held and
promoted by teachers;
-describe the hierarchy and relationships of essential ideas and
paradigms to better conceptualize teacher behaviors and inform my decision making.
-help my building to refine
and/or improve essential
ideas, paradigms held by
teachers about T-TESS.
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The Tool: Current State
Concept Maps of Teachers for
T-TESS. This will help me and
my building to:
-visualize and comprehend
the current state of essential
paradigms and ideas held by
various stakeholders and their
impacts on the school to inform actions.
In creating a Current State
Concept Map, there are two
recommendations to consider using
if they are available to you:
1. Use all qualitative and
quantitative data (surveys,
interviews, anecdotes) to inform
your work and avoid bias
2. Either work with a task force
or Lean Team to develop the
Current State Concept Map or
vet your Current State Concept
Map with a focus group from the
school community
Figure 2 on the right is an example
of a Current State Concept Map of
Teachers for T-TESS.
The Current State Concept
Map highlights the following
information about teacher
perceptions about T-TESS:
1. There are more negative ideas
than positive ideas about T-TESS
2. The negative ideas are
supported by a hierarchy of
interrelated paradigms, namely:
-Fear of Losing Job, supported
by Fear of Peer Competition
-Belief that T-TESS is a part of a
conspiracy to dismantle public
education
-Concern that poor teaching
results will tarnish the school’s
image
3. The positive ideas are supported
by a hierarchy of interrelated
paradigms, namely:
-Belief in the Marzano model
supported by personal interests
in getting recognition for excel-

lent pedagogy, interest in mentoring and in the potential for
getting merit pay.
Notice that this Current State Concept Map does not highlight or embarrass individuals. It simply presents a visual representation of what
is in play in terms of what teachers
are thinking. It is not possible to ignore the current state. Ignoring the
current state typically makes things
worse. So, when you put together
this current state concept map, it
should help you to better comprehend the current state (Plan). In
turn, this comprehension should
inform your decision making (Do).
In short, you can use this lean tenet
and tool combination so you can
make decisions about how to begin

to improve the culture and climate
of teacher evaluation in your building, completing the first two steps of
the continuous improvement cycle,
Plan and Do.
Once the Current State Concept
Map is reviewed as the first
continuous improvement Plan
step, it can then be used to create
improvement strategies as the
second continuous improvement
Do step. For example, since the
Concept Map provides importance,
hierarchy and relationships of
various teacher perceptions of
T-TESS, you are now specifically
informed about what this looks
like. You understand the current
state and the problem or problems
in the current state (Plan). You can

Figure
2 Current State Concept Map of Teacher Perceptions of T-TESS
Figure 2 Current State Concept Map of Teacher Perceptions of T-TESS
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then derive your leadership choices
as to what to do next (Do). For
example, Table 3 below shows an
Implementation Chart of what this
could look like.
This Implementation Chart provides a clear set of ranked issues
surrounding T-TESS and corresponding strategies that are
designed to address the shortfalls
and to leverage the benefits in the
system that are evident in the Current State Concept Map. Once
implemented, you would complete
the continuous improvement cycle
by using other lean tenets and tools,
such as kaizen or data defect audits
and benchmarks, to complete the
remaining two steps, Check and
Adjust. Depending on the scope of

the problem you are dealing with,
two or more rounds of continuous
improvement may be needed. That
may be the case with this T-TESS
situation. At some point, you will
decide the system or process has
been improved enough and you will
sustain the solution at that point.
Again, all of this is a generic example and it is not intended for
duplication for you. This example
was designed to demonstrate how
lean tenets and tools can be used by
you to produce an actionable solution or set of solutions to enable
successful deployment of T-TESS,
with a particular emphasis on how
to start the continuous improvement cycle with Plan and Do. So,
you will have to decide if the tenets

you hold around T-TESS would
result in the selection of the Current State Concept Map tool. And
if they do, then you can create your
own Current State Concept Map
and analyze it to create strategies
with accountability in an Implementation Chart. You would apply
the continuous improvement cycle,
and use the Current State Concept
Map and subsequent Implementation Chart to complete the Plan and
Do steps. When the current state is
understood correctly, future actions
can be planned and carried out. To
complete continuous improvement
through Check and Adjust steps,
you read that you would review
your results from Do (Check) and
then make changes where needed
and note lessons learned (Adjust).

Table
Chart
of of
T-TESS
Improvement
Strategies
Table3.3.Implementation
Implementation
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and
through
an
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diagram
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to understand these teachers' perceptions
Lean Team
through an Ishikawa diagram
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In this article, you have read about
what Lean for School Leaders
means generally as the application
of the continuous improvement
cycle using team-based work to
identify, test and solve problems.
And you have read about how to
specifically apply one lean tenet and
tool combination to better inform
your decision making around TTESS. The Current State Concept
Map and Implementation Chart are
methods for getting started in the
first two steps of continuous improvement, Plan and Do.
The possibilities are great for Lean
for School Leaders to be helpful to
you as you work on systems and
processes large and small. This was
the first lesson in your Lean for
School Leaders primer.
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Effective Tools for Using Social Media
by Ronald Williamson, EdD and Barbara Blackburn, PhD

It’s easy to dismiss social media as a
fascination of young people but to
do so minimizes one of the fastest
growing trends in technology. The
Pew Internet and American Life
Project recently found that 75% of
teens have access to a smartphone
and only 12% have no cell phone
(Lenhart, 2015). The same study
found that 92% of teens report
being online every day and another
found that 75% of their parents use
social media regularly (Duggan,
Lenhart, Lampe & Ellison, 2015).
Social media tools have become
the way for a school or business to
quickly and efficiently disseminate
information. Because of the almost
universal access to social media
across all demographic groups it
often reaches people that traditional
forms of communication miss.

Challenges of Social Media

As teens increasingly use social networking sites there is growing evidence it may promote inappropriate
behavior. The National Crime Prevention Council (2010) found that 11
percent of students between ten and
seventeen admitted to participating
in some kind of cyberbullying.
Promoting Responsible Use
Schools need to work to promote
responsible use of the Internet and
social media sites. They should also
be concerned about student use
of these sites off-campus because
involvement has the potential to
negatively impact the school and

its students. But stopping access
or banning use of smartphones
and tablets doesn’t really work.
Increasingly, schools want students
to use these devices for classroom
instruction and to access rich and
engaging instructional materials.
There are several steps for dealing
with the use of social media.
Steps to Deal with Social Media
1. Develop a clear policy with a focus
on educationally valuable use of
the Internet. Effective policies
are supported by curriculum
and professional development.
Teachers should be expected to
have students use the Internet
only for high quality, well-planned
instructional activities.
2. Implement a comprehensive
program to educate students and
their families about online safety
and responsible use.
3. Develop a plan to monitor
Internet use at school.
4. Have appropriate consequences
for inappropriate use of the
Internet or social networking
sites. Include administrators,
school counselors, school
psychologists, and school
resource officers in developing
and monitoring the plan.
5. Engage families in monitoring
Internet use. Since most use
occurs outside of school hours
it is critical parents understand
the importance of monitoring
their children’s online activities

and how to respond when
inappropriate use takes place.
Socializing Safely Online
OnGuard Online (https://www.
consumer.ftc.gov/articles/0012kids-and-socializing-online),
a service of the Federal Trade
Commission shares these tips for
parents about safe social networking.
The guidelines are also important for
adults who use social media.
Tips for Parents
• Understand what information
should be private.
• Use privacy settings to restrict
who can access and post on you
and your child’s website.
• Be clear you should post only
information you are comfortable
with others seeing.
• Remember once you post
information online, you can’t
take it back even if you delete
it from your own device or
account.
• Know how your kids are getting
online and whether they are
discussing or engaging in
bullying and/or sexual talk
online.
• Tell your kids to trust their gut
if they have suspicions or are
uncomfortable about something
online.

Social Media as a Form of
Expression

When social media is used at school
the legal guidance is clear about

Excerpted from: Williamson & Johnston, The School Leader’s Guide to Social Media and Williamson & Blackburn, The Principalship
from A to Z, 2nd Edition.
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how principals can respond. Use
of school computers, facilities and
school servers can be regulated. But
when social media tools are used
off campus, they may or may not,
be regulated by the school. Schools
cannot regulate the vast majority of
off-campus expression by students.
But when expression off campus impacts the operation of the school by
disrupting the educational process,
school authorities can intervene.
The key is whether there is an actual
disruption, not whether adults think
there might be a disruption or find
student expression distasteful.
When we talk to principals they
almost always talk about texting,
a commonly used form of social
media among students and adults.

When used for harassment, to cyberbully, or to engage in sexting or
to disrupt class, intervention may
be required. But remember courts
have voided policies and student
discipline if the speech is just unpleasant, insulting or offensive.
Cyberbullying
Cyberbullying has become a major
problem. Common Sense Media
(2010) reported that 29% of children 10-17 years of age had been
cyberbullied, and 52% knew someone who had been cyberbullied.
The most common definition of cyberbullying is repeated, unwanted,
aggressive behavior over a period
of time using the Internet or other
forms of social media. Cyberbullying has serious consequences for
those bullied. Students bullied on-

line are more likely to use alcohol
or other drugs, be suspended from
school, have attendance problems
or experience emotional distress
than those not bullied (Ybarra,
Diener-West & Leaf, 2007).
What School Leaders Can Do
• Determine if the incident occurred on or off campus.
• If off campus did it cause a disruption at school?
• Document the impact and address the issue.
• Ensure your school has a policy
on cyberbullying and penalties
are clear.
• Educate students and families on
responsible use of the Internet
and social media.

Seven Reasons to Pay Attention to Social Media
1. It Builds Relationships – Creating relationships is vital for leaders. Social media is an
effective way to build support among your stakeholders.
2. It’s About Customers – Parents and employees often come from a different
generation, one that wants to work differently and to be involved in the educational
process. Social media is a way to engage them in the life of your school.
3. They’re Already Talking – Check out various online sites. People are already
commenting about your school and about your leadership.
4. Listen as Well as Share – The principal is responsible for maintaining the school’s
image. Use social media to interact with parents and community. Use it to both hear
from them and to share information. It can provide a way to detect rumors and allow
you to respond quickly.
5. You’ll Be Well Received – Almost everyone we’ve talked with reports the positive
reception they get from having a blog, a Twitter feed or a school Facebook page.
6. It Builds Community – People commit to things they care about. As we described
earlier, the public is less trustful of schools. Social media promotes community by
inviting people to be part of the conversation.
7. It’s Here to Stay – While the forms of social media continue to change the evidence is
that our use of the tools will only accelerate. Increasingly the expectation is that
schools stay connected to their families and their community. Social media is the tool.
(Adapted from: Porterfield & Carnes (2010), AASA Online)
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Positive Aspects of Social Media
handbooks, school news, access to
only way. Their social media tools
Although there are challenges that
the school’s web site, and photos
allowed them to locate students and
arise with social media in schools,
and videos.
families, share information about
there are also ways that social meschool openings, bus routes and
dia can positively impact the school
Your website is often the first place
relocated classrooms.
community, including:
families go to for information about
• Communication
your school. Increasingly families
Social Media as a Productivity Tool
• School Safety
rely on your social media accounts,
There is a whole set of social media
What School Leaders Can Doas well as your website, for cur• Productivity
tools that can be used to improve
• Professional Learning
rent, up-to-date information about
productivity. Let’s look at a few of
• Determine if the incidentthings
occurred
on or
off campus.
• Instruction
like school
closings,
lunch
our favorites.
and school
• If off campus did it causemenus,
a disruption
atactivities.
school?
Regardless of the tool you use to
Social •Media
as a Communication
Productivity Social Media Tools
Document
the impact and
address the issue.
communicate online be sure to use
Tool • Make sure your school has
afive
policy
on cyberbullying
and Scheduling
penaltiesMeetings
are clear.
the
important
tips
below
for
enThe online presence for many
Our favorite tool, because it’s free, is
Educate
students
on families
responsible
useagain
of the Internet
and social media.
couraging
to return,
schools• has
moved beyond
the and families
Doodle (www.doodle.com).
Use it
and
again,
for
information.
traditional school website. It now
to identify potential meeting times
includes a Facebook page (www.
and invite participants. It provides
facebook.com), a Twitter account
Social Media and School Safety
an easy-to-read report once people
(www.twitter.com),
blogs
by
teachSocial
media
outlets
have
also
Ways Social Media Positively Impacts the School Communityrespond to the invitation.
ers, principals or the superintenbecome useful during a crisis
Enhancing Collaboration
dent, and YouTube (www.youtube.
and can be used as part of your
A wiki is a combination of a web• Communication
com) and
Flickr (www.flickr.com)
school’s school safety plan. In
site and a place to post, revise, and
• School
for sharing
videos Safety
and photos about
2011 when tornados devastated
edit work. Ron likes to use wikis
school•events.
Some schools have
Joplin, Missouri and Tuscaloosa,
when he works with groups. What’s
Productivity
even developed an iPhone app
Alabama, the school districts
most powerful is that a wiki allows
• Professional Learning
(http://www.apple.com/webapps/)
used social media as the primary
groups to collaborate on planning
• school.
Instruction
for their
The sites frequently
means of communicating with
and implementing projects without
share calendar information, student
families and staff. Often, it was the
having to constantly meet. Mem-

Five Tips to Encourage Parents to Visit Your Online Content
1. Keep it fresh and original. Updated content is critical and fresh—original
content brings them back.
2. Know your audience. Provide content that is relevant to the audience and choose
stories and information that meets their needs. Use a human, personal voice
when writing content.
3. Make it easy to navigate. Name pages and content accurately so it is easy to find.
Routinely check links to make sure they work and include a search box so
visitors can easily locate information.
4. Use a clean, simple, professional design. First impressions are important. So, pay
attention to the look of your site. Use bullet points to improve the layout and
avoid use of too much text.
5. Expand using links. Include links that take visitors to additional content. You
may link to your school’s feeder schools or to information on college admissions.
From: Williamson & Johnston, The School Leader’s Guide to Social Media
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bership in the wiki can be controlled and the wiki keeps a record
of any changes made by members.
Our favorite is Wikispaces (www.
wikispaces.com). There is a free
plan for K-12 schools that is also
free of ads.
Maintaining Meeting Records
We like Meeting Diary (www.
meetingdiary.com) as a way to keep
online records of meetings we’ve attended, along with the agenda and a
summary of major decisions.

Social Media for Building Connections and Professional Learning

Several social media tools can support your own professional learning
and connections. They include sites
like LinkedIn (www.linkedin.com)
to create a professional profile and
build connections to others in your
profession and to professional groups.
It’s important to separate your professional profile from your personal or
family profile on Facebook.
We also encourage you to consider
creating your own Personal Learning Network (PLN). It’s a way of
using the Internet and social media,

to manage your own learning and
to organize the information you
receive. PLNs are not new. Often
they are just networks of professional contacts but with social media it’s possible to add experts, and
colleagues, from around the world
to your network. Google has a set
of tools for creating your own personal learning network (http://sites.
google.com/site/buildingapln/).

Social Media as an Instructional
Tool

Social media has also emerged as
a powerful tool for teaching and
learning. Any discussion of its use
is out-of-date before it is published.
But what’s important to recognize
is there is incredible digital social
media technology that can be used
to fully engage students, and to
provide teachers with access to rich
content for their classes.
Schools have begun to capitalize on
the advantages of social networking. The possibilities are limitless
and the examples grow daily.
continued on page 12
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Effective Tools for
Using Social Media
continued from page 11

Sample Uses of Social Media for
Instruction
• Teachers use YouTube videos
in classes, or ask students to
create videos and post them
on YouTube for others to access and critique. The Flat
Classroom Project (www.
flatclassroomproject.org/
New+Projects+0910) is one
example. On this site educators
developed social-networking
sites for use in class or for assignments to be completed at
home.
• Some classes create their own
web page and use it to create
classroom community, share information or recognize student
accomplishments.
• Teachers can have students create fake Facebook pages for story
characters or historical figures.
Other students can comment on
the status updates.

• Students can demonstrate understanding of content through
a Twitter feed. Use a specific
hashtag and ask students to tweet
the most important points during the lesson or while working
on their homework. The feed can
be used the following day as a
review of content.
• Create a blog to expand literature
circles. For example, two classes
from different schools can read
a book, and use the blog to write
their responses to the text.

A Final Note

It is easy to focus on the negative
aspects of social media but we
encourage you to look beyond those
and consider the way social media has
changed communication, access to
information, and our own personal
and professional learning. Social
media technology is a transformative
tool, one that is here to stay.
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