Learning Leadership and Management from the Master

The master of Systems Thinking is W. Edwards Deming and the great man has always been one of my personal management guides. I have called heavily on his work throughout this book to put these thoughts down. At this point it is wise to reflect and ‘check’ whether any of this book makes management sense. Like Vertical Tutoring, Deming’s 14 Point guide for managers of industry has evolved and matured over time and enjoys international respect. These points are adapted here and reinterpreted for schools:

1. Create constancy of purpose towards improvement: Aim to develop the learning capability of all students so they can be great bosses and workers and international citizens. Education is for life not for short term targets

2. Adopt the new philosophy: Ensure that you really understand Vertical Tutoring by being trained and guided by those few who are expert and have travelled the road. Do not ‘incorporate’ VT but leave the past behind without regret and change the school’s culture. Evolve by walking the talk of values and Systems Thinking

3. Cease dependence on inspection to achieve quality: Build quality and fun into learning. Don’t teach to the test or allow inspection to govern what you know to be right. Provide great learning experiences and work with customers. Never waste time preparing for inspection. Compliance is not creative or innovative. Outcomes will improve faster than you thought possible

4. End the practice of awarding business on the basis of price tag: Liaise in partnership with feeder schools and tell them what is needed to improve learning quality and so reduce your costs. Invest in them. Form Trusts. This establishes greater loyalty and better customer care. Don’t confuse cost and worth. Mistakes in education are costly and difficult to rectify later on

5. Improve constantly and forever the system of production and service: Work with all internal and external customers to improve the service and the process. Build in high quality by innovating and delighting. Establish the front office and the substantive role of the tutor

6. Institute training on the job: Make sure everyone gets the training they need including students, staff, parents and governors. Train people in contributing and improving and share what works. Ignore training for compliance and train on the innovative

7. Institute leadership to help people do better: Make everyone a leader in the school including students. This raises self-esteem, improves work and helps others. Train students so they can be responsible, help others and be great citizens

8. Drive out fear so that everyone can work effectively: fear is now endemic to our schools. It is the duty of Leaders to enable people to do their work well by creating a VT environment where all can work successfully. Fear prevents innovation and increases dependence. People need to be able to speak openly. Cherish your cynics, they were right all along. Remind Unions they are there to make life easier not more difficult and that means understanding school systems not cementing them over

9. Break down barriers between departments: Use VT to unite under a learning philosophy that integrates all facets and departments by using the tutor as the conduit. Ensure the end to end process is coherent and checked regularly. Everyone a tutor and teacher. Create a football team and call it ‘Pastoral and Academic United’

10. Eliminate slogans, exhortations and targets for the workforce: workers in schools do not need to be told that ‘every child matters’. This is adversarial and counterproductive. Implement VT so that every whole child matters. Remember that most mistakes are system errors (94%) and are not the fault of school workers (6%)

11. Remove barriers that rob workers of the right to be proud of what they do: Substitute leadership and support for targets and ‘measures’ of success. Remember teachers and tutors are customers of the school

12. Abolish appraisal ratings and management by objectives: targets tend to change behaviours negatively and this is sufficient to make appraisal inappropriate and fearful. Support should be ongoing not annual. Appraisal is not a right but a barrier to joy in work. Bankers all messed up but still got bonuses. Appraisal does not work and it causes cheating! Tell your SIP they should be running their own school better

13. Institute a vigorous programme of education and self-improvement: do what it says on the packet and / or get everyone to buy a copy of this book!

14. The transformation is everybody’s job: everyone in and around the school should be involved in making the change to VT. Make students ambassadors. Ownership is all but external support at the start is essential.

Deming believed that the first step to transformation is the individual. It involves understanding ‘profound knowledge’ set out earlier and repeated here.
∞
· Appreciation for a system
· Knowledge about variation
· Theory of knowledge
· Psychology
These four bullets (above) are precisely what is missing from school leadership and management programmes...
P A Barnard
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