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Objectives

• Share insights on operational excellence and its five pillars

• Explore two of the pillars (Roles & Responsibilities and 

SOPs) in more detail

• Discuss reconceptualizing the ops team’s role

• Provide best practice tools to build upon ops practices at 

your schools
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Five Pillars of Operational Excellence

• Increase 

accountability

• Reduce confusion

• Boost team 

cohesion and 

forward planning

• Prevent things 

“falling through 

the cracks”

• Increase 

consistency of 

deliverables

• Create roadmap 

for operational 

procedures

• Decrease new 

staff training 

burden

• Improve team 

flexibility and 

overall 

performance

• Foster internal 

coverage of 

vacancies

• Build skills 

towards 

promotion

• Replace “fire 

fighting” with 

forward 

planning 

• Raise awareness 

of ops team 

contributions

• Develop 

cadence for 

updates and 

streamline 

information

• Promote staff 

engagement and 

professionalism

• Improve service 

level while 

providing 

growth 

opportunities

• Encourage staff 

ownership over 

advancement

Clear Roles & 

Responsibilities

Standard 

Operating 

Procedures

Cross-Training
Proactive 

Messaging
Staff 

Development

There are many factors which encourage well-run school operations.

We believe there are five pillars to creating an effective operational environment.
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What is Operational Excellence?

Routine 

communication and 

feedback loops

Shared understanding of expectations and 

goals, with clear accountability of objectives 

and appropriate resources, empowerment, 

training, processes and tools

Operations positions are exciting, 

competitive and rewarding; Less 

operations turnover

Proactive and ahead of the 

game

Maximize instructional time; ops processes run 

behind the scenes

Schools hum; systems 

run smoothly, avoiding 

unnecessary hiccupsGiving 100% during the work hours, 

but leaving work / not being 

consumed by it

Commitment to defined 

key processes and 

strategic decisions 

across schools



7

What Can Hold Us Back from Achieving Op Excellence?

Clear Roles & 

Responsibilities

Standard 

Operating 

Procedures

Cross-Training
Proactive 

Messaging

Staff 

Development

Lack of time, or a lot of urgent (or seemingly urgent) requests

Operations isn’t a priority for the organization

Lack of feedback 

or trust

Jack of all trades, 

master of none 

mentality

Underdeveloped 

career pathways 

due to  lack of 

clear directives or 

resources for PD

Many exceptions to policies & procedures

Lack of joint planning or effective communication between academic and operations teams

We have something “that works,” and a lot of other problems to solve

Desire not to have 

accountability to a 

written process

Staff feeling that 

“it is not their job”

High turnover in operations staff

We don’t have strong communication between Ops Team and other staff, students, and families
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Our Perspective on Implementation / Building Ops Excellence

There is no silver bullet.

Pursuing incremental improvement across the five core areas is more 

likely to lead to success.

Do not over-engineer.  

A simple, consistently implemented process aligned with the school’s size 
and needs is always better than a more complex one.

Take ground gradually and keep it. 

It is best to go slow or take a measured approach, especially at first, to 

avoid re-work and staff frustration. 

Explicitly identify dependencies. 

The sequence of implementation will depend on when certain steps are 
taken (e.g. cross-training can only begin once roles are defined). 
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Roles & Responsibilities

• Increase 

accountability

• Reduce confusion

• Boost team 

cohesion and 

forward planning

• Prevent things 

“falling through 

the cracks”

• Increase 

consistency of 

deliverables

• Create roadmap 

for operational 

procedures

• Decrease new 

staff training 

burden

• Improve team 

flexibility and 

overall 

performance

• Foster internal 

coverage of 

vacancies

• Build skills 

towards 

promotion

• Replace “fire 

fighting” with 

forward 

planning 

• Raise awareness 

of ops team 

contributions

• Develop 

cadence for 

updates and 

streamline 

information

• Promote staff 

engagement and 

professionalism

• Improve service 

level while 

providing 

growth 

opportunities

• Encourage staff 

ownership over 

advancement

Clear Roles & 

Responsibilities

Standard 

Operating 

Procedures

Cross-Training
Proactive 

Messaging
Staff 

Development
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Clear R&R Are First Step to Ops Excellence

The first step to achieving operational excellence is a clear, shared understanding of who is 

supposed to be doing what, and who is responsible for various decisions.

No amount of process documentation, cross-training, development or proactive messaging 

can make up for lack of clarity when it comes to what staff members’ jobs are (and are not). 
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Who is on the hook for what?

Let’s do a quick status check on how well your roles are defined 

(Page 3 of Workbook)
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Outlines essential job 

functions for each 

position; typically 

externally facing, setting 

expectations for new 

hires

Tools to Clarify Roles & Responsibilities

Clarifies team roles and 

decision rights within 

specific tasks allowing for 

a clear delineation of 

duties

Allows for tracking staff 

skills by helping to 

determine appropriate 

responsibilities & 

individual growth plans

Job Descriptions Competency Maps

Articulates ownership of 

decision-making by 

showing how 

departmental 

responsibilities are 

broadly allocated

RACI Decision 

Framework
Employee Skills Matrix
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across roles within and outside the team, 

ensuring all parties share expectations
Visible

Dynamic

Balanced

so it can be regularly reviewed and 

adjusted as needed

between a need for team clarity and a 

level of excess detail that poses a barrier 

to regular use

The Right Tool Will Improve Team Performance Only If It Is…
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Spotlight: RACI (Responsible, Accountable, Consulted, Informed)

Responsible
“The Doer.” The individual(s) who completes the task.

Accountable

Consulted

Informed

“The Buck Stops Here.” The individual who ensures task/process 

succeeds.

Should only be 1 person; has veto power if a decision is involved; may 

or may not be the same person as “the doer.”

“In the Loop.” Consulted prior to the final decision / task 

completion.

Typically a subject-matter expert; input affects process / task.

“Keep in the Picture.” Those who must be informed after task 

completion.

One-way communication – NOT solicitation for feedback or advice.

RACI enables teams to clearly define each person’s role within each process 

or task. For each task, individuals are assigned one of four roles:
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RACI: Example
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Quarterly Report 

Cards

ROLES

TASKS / ACTIVITIES
Assistant 

Teacher Teacher

Dir. of 

Curri-

culum Principal

Recep-

tionist

Office 

Mgr

Dir. of 

Ops

1. Enter grades into SIS R

2. Review grades R

3. Print report cards R

4. Mail report cards R

Responsible Accountable Consulted Informed

A

A

A

A

C

C

C

C

I

I III

I

II I I

Listed roles must include all members of the ops team, even if they are not 

involved in the specific process, and non-ops staff when relevant.  These may 

not vary much (or at all) between processes.
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Do Now #2: Example RACI Matrix

Workbook, page 4
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RACI Application: Use to Revise Job Descriptions

Responsible

Accountable

Consulted

Informed
Budgeting & Finance

C • Assists school leadership in understanding and maintaining accurate financial and grant records

R • Generates purchase requisitions and POs, pays all bills within established budgets using correct account codes

R • Processes payroll and hourly timesheets

R • Tracks and reports inventory and capital assets

C • Assesses and monitors data collection processes to assist HOS in creating monthly & annual forecasts

C • Serves on school’s budget team including operational, purchasing, and technology matters

School Management

A • Manages all office functions and daily school operations to ensure efficiency and maximum customer service

A • Supervises in-school ops staff while working cooperatively with instructional staff and volunteers

C • Assists in planning and revision of school safely policies, processes, and programs

R • Prepares and distributes all necessary student / family packets to ensure compliance

C, R • Works with Director of Facilities and HOS to coordinate facilities projects and communicates with all staff and 

administration members the logistics plans
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Standard Operating Procedures

• Increase 

accountability

• Reduce confusion

• Boost team 

cohesion and 

forward planning

• Prevent things 

“falling through 

the cracks”

• Increase 

consistency of 

deliverables

• Create roadmap 

for operational 

procedures

• Decrease new 

staff training 

burden

• Improve team 

flexibility and 

overall 

performance

• Foster internal 

coverage of 

vacancies

• Build skills 

towards 

promotion

• Replace “fire 

fighting” with 

forward 

planning 

• Raise awareness 

of ops team 

contributions

• Develop 

cadence for 

updates and 

streamline 

information

• Promote staff 

engagement and 

professionalism

• Improve service 

level while 

providing 

growth 

opportunities

• Encourage staff 

ownership over 

advancement

Clear Roles & 

Responsibilities

Standard 

Operating 

Procedures

Cross-Training
Proactive 

Messaging
Staff 

Development

There are many factors which encourage well-run school operations.

We believe there are five pillars to creating an effective operational environment.
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SOPs Are the Ops Team’s Key Documents

Standard Operating Procedures (SOPs) serve to:

 Document and establish consistent expectations for recurring 

processes

 Provide a basis for measuring operational execution

 Make process improvement easier

 Document procedures for when team members are absent or 

leave

 Provide clarity to people outside the operations team 

(instructional staff, families, etc.) about how we do things
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What Tends to Happen Without SOPs?

• A great teammate running payroll (student enrollment/teacher onboarding/ etc.) leaves 

the organization, and no one else has any idea what to do (or possibly, even how to log 

into system).

A few purely hypothetical examples that we have never seen in any charter schools:

• Four schools run the same process in four very different ways.  Some ways are much more 

efficient than others, but the school staff with the less efficient approach never hears that 

there’s a better way - and the central office is left trying to piece things together once 

information comes in.

• Enrollment (staff onboarding, returning offer letters) is so important, that it’s everyone’s 

job! Roles & responsibilities not clearly defined, though, so multiple people tackle the same 

subtasks, while other tasks fall through the cracks.

• A new smart, energetic staff member joins the team and is told to “figure it out and get 

things done.”  She is provided with only a brief training and ends up working really hard to 

recreate processes and documents that had already existed in the past. 

• A new operations manager takes initiative to hire the badly needed additional SpED vendor, 

but fails to meet the procurement compliance requirements
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Apex Charter School is preparing to open its third campus next school year. It’s 

May 1, and they are anticipating hiring and onboarding over 20 new teachers in 

the coming months. The staff onboarding process involves several departments 

(Human Resources, Facilities, IT, Compliance, Accounting) as well as school staff 

(Director of Ops, Principal). They want to leave no room for error and ensure all 

new teachers are able to hit the ground running once they start on August 10. 

What does each of the positions or departments mentioned above need to do 

to ensure a successful onboarding for these 20 new hires? On what timeline?

(Page 5 of the workbook)

Scenario Exercise: Standard Operating Procedures
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CENTRAL OFFICE

• Facilities: issue key fob

• IT: provision laptops, grant copier access, create email and log-ins to SIS

• Human Resources: create offer letter, provide access to HRMS, run background checks

• Compliance: ensure proper teacher qualifications

• Accounting: collect bank account information, tax documentation, other personal information

SCHOOL STAFF

• Director of Operations: distribute key fobs, laptops, ensure government paperwork is properly 

filled out

• Principal: make offer, send welcome email, assign classroom, provide training materials & 

onboard

Scenario Exercise & Discussion
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Tools to Document SOPs - Checklists

Simple Checklist (Y/N) Detailed Task List

Best for error-checking / quick check that all 

necessary steps have been completed.

Best for documenting more complex processes 

with sequential or non-sequential steps and 

multiple staff members responsible.
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Tools to Document SOPs – Process Charts

Swimlane Process Flow Chart

Best for showing interdependencies 

amongst multiple players for relatively 

simple tasks without too many players

Best for illustrating a complex process and 

highlighting dependencies between multiple 

players
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SOPs Will Improve Team Performance Only If They Are…

Created on a rolling basis, allowing the team to get into a rhythm of 

developing  training  implementing, and then adjusting as needed

Revisited regularly to confirm accuracy and evaluate opportunities for 

improvements

Data-driven, with simple performance metrics that are regularly reviewed for 

increased accuracy, and cost or time savings
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SOPs – Your Recurring Tasks

Workbook, page 6
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Sample of Daily Operations Activities for a DOO

• Update enrollment 

applications

• Track student 

applicants

• Prep for and attend 

recruitment events

Facilities / Safety Student EnrollmentTechnology

• Order classroom 

supplies

• Implement field trip 

logistics

• Plan staff events

Purchasing

• Troubleshoot faulty 

equipment

• Conduct stress test 

for state testing

• Inventory

equipment

• Handle HVAC issues

• Perform building 

cleanliness 

walkthrough

• Ensure safety

protocols are 

properly executed

• Order and serve 

student meals

• Complete monthly 

NSLP claim

• Conduct internal 

audits

Finance Food ServiceHuman Resources

• Ensure attendance 

is taken properly

• Audit student files

• Assist with 

generating report 

cards

Front Office

• Conduct ops team 

check-ins

• Oversee staff 

attendance

• Conduct candidate 

interviews

• Prepare payroll

• Process accounts 

payable

• Develop 

departmental 

budgets
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Sample Impact-Effort Matrix

• Process accounts payable

High EffortLow Effort

Low Impact

High Impact

• Develop departmental 

budget

• Oversee staff 

attendance

• Conduct ops team 

check-ins

• Implement field trip 

logistics

• Prepare payroll

• Order classroom 

supplies

• Track student 

applications

• Plan staff events

• Conduct stress test for state 

testing

• Inventory equipment

• Update annual enrollment 

applications

• Assist with 

generating report 

cards
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Prioritizing Which SOPs to Focus On

High EffortLow Effort

Low Impact

High Impact

Major Projects

High effort, high impact

Quick Wins

Low effort, high impact

Fill-in Projects

Low effort, low impact

Thankless Initiatives

Low impact, high effort
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SOPs – Time/Effort Matrix

Workbook, page 6



Reconceptualizing the Ops Team’s Role
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Where Does Operations Fit In?

• If operations leadership was asked what they are trying to achieve at your school, what 

would the answer be? What would other operations staff say?

• In your school, does operations leadership regularly attend senior leadership 

meetings? If so, do they have designated space on the agenda to share out operational 

priorities and updates? If they do not, and Academic Team makes a decision that 

impacts operations, what is their process for filling Ops Team in?

• In your school, is operations included in planning conversations (e.g., summer break, 

long term strategy)?

• Does operations contribute systematically to external and to internal regular 

communications (e.g., parent newsletters, regular staff email blasts)?

• Are operations team members included in teambuilding and spirit activities (e.g., 

convocation, school celebrations, relevant PD)?
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Academic and Operations Team Distinctions and Synergies

Academic Operations

• Few things are completely in the 

domain of either the academic or 

operations team Many areas have 

interdependencies

• Teams operate in silos with separate 

meetings and goals

• Ops leaders often not as viewed as 

equivalent leaders in school

• Operations team members often 

feel no responsibility towards 

greater mission or building student 

culture (e.g., “just do the job” vs a 

team member to build and reinforce 

school culture)

• Communication flows two ways but 

disproportionately from academic 

to operations Team. Often ad hoc 

and intermittent.

Common Perception Ideal Reality

• Typical perception that Academic 

Team does one set of things and 

operations does another and there 

are a few small areas of overlap in 

which coordination is needed

• Teams operate in silos with separate 

meetings and separate goals

• Operations team viewed as 

executing on tasks (as opposed to 

co-developing or informing 

strategies). Often not viewed as 

leaders in schools

• One-way communication flow from 

academic to operations team

• Communication usually flows only 

through senior ops leadership to 

rest of ops team

AcademicOperations

Common Reality

AcademicOperations

• Few things are completely in the 

domain of either the academic or 

operations team. Many areas have 

interdependencies

• Recognition of the importance of 

the ops team. Ops team members 

co-develop strategies and plans 

with Academic Team

• Ops leaders recognize in schools

• Operations team members feel that 

it’s their role to contribute to 

overall mission and goals of school

• Operations attend key leadership 

meetings (e.g., weekly and special 

planning)

• Operations contribute to regular 

communications 
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Finding a Voice as an Operations Team

 Operations team members need to know about, and take responsibility for, the 

school’s mission and goals.

 Operations team members need to reconceptualize their jobs as not just the tasks 

that they execute (e.g., maintenance, answering phones, serving food, etc.). Various 

operations team members need to be actively connecting, collaborating and building 

relationships with counterparts on academic team (information should not all flow 

top-down from operations leadership or “through the grapevine”).

 All school leaders need to recognize that there is an operational component to 

nearly all decisions in a school. Operations leaders need to recognize that there are 

academic implications to many operational decisions.

 Operations need to be considered an equal member of the school’s leadership team

including being present at the reoccurring regular leadership meetings.

 Operations must consistently contribute to regular external and internal 

communications (e.g., family newsletters, staff email blasts, etc.).
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Finding a Voice as an Operations Team: Discussion

If you are an academic or other school leader, how can you better integrate the 

operations team?

• How do you think about the ops team’s contributions?

• When do you invite ops leadership to participate? When do you 

choose not to?

• How are ops messages included in staff or family communications?

If you are an operations team leader, what does your team need to do 

differently to be more integrated in the school and have a larger voice?

• Do you participate in opportunities provided to share messages with 

school?  To participate in school events and PD?

• What do you look for when you are hiring ops team members?

• How do you bring the operations team into the culture of your school?
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Reconceptualizing Ops Team’s Role: 
Workbook, page 7
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@EdOpsInc

http://www.ed-ops.com/

Thank you and Stay Connected!

Please take a minute to complete the session 

evaluations to provide feedback about the session!

karianne@ed-ops.com


