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APS Context: Teacher/Leader vs Student Race Comparison

At APS, our 
employee

demographics 
mirror our student 

demographics



FY’25 HR Bright Spots

St a ffin g  Su c c e s s

• 100% of teacher vacancies  
were filled on Day One! (644  
teachers)

•  Fully staff our Nutrition 
Department  which 
transitioned from an 
outsourced model (400+ staff 
members)

• New Employee Orientation  
Success

• Re-engineered the hiring 
process and new service 
model for HR Support 

• Implemented a new 
professional growth and 
learning system

• Enhanced EAP offerings for 
employees

•  New e-form for Employee 
Relations Incidents

Process and 
System Updates

• Recipient of the 2023 C. S. 
Robinson Innovation Award  by 
AASPA 

• High Employee Retention  
Certificate for 80% or more of 
staff (District Recognition)

• High Employee Engagement 
ranked top 10 for Gallup 
Engagement Scores (District 
Recognition)

  

Achievements

• $58.9 million  in compensation 
upgrades. (11% increase for 
teachers)

• Dress code modernization : 
Jeans and Sneaker acceptance

• CROWN Act: prohibits 
discrimination based on hair 
texture or style for 
employment

Compensation and 
Policy Updates



Process Management

Talent Acquisition

Experience Management

HCLE 
STANDARDS 
ALIGNMENT

• Process Mapping  Tools
• Identify  Key Performance  Indicators
• Data -Driven Decision Making
• Leverage  Technology  
• Support  Employees  through  the Change Process

• Legally  compliant  hiring  process
• Evaluate  applicants  and  monitor  for  bias
• Extend employment  offers  and  onboard
• Provide a positive  hiring  experience  for  candidates  

and  hiring  managers  

• Solicit feedback to identify customer expectations 
and experiences

• Provide exceptional service
• Implement inclusive and equitable policies and 

practices
• Manage relationships with partners 
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AGENDA
About Atlanta Public Schools

HCLE Alignment: Why Process Mapping 
Matters 

APS Journey: HR R.I.S.E.

Process Improvement Culture 

Lessons Learned and Outcomes



 W H EN  YO U TH IN K ABO UT 
YO UR H R P RO C ES S ES

 W H AT’S  O N E RO UTIN E 
TAS K O R C H ALLEN G E 

TH AT FEELS  M O RE 
C O M P LIC ATED  TH AN  IT  

S H O ULD  BE?  

PONDER ON THIS



The main purpose is to make the process clear and 
understandable by mapping out each step, decision point, 

and role involved. 

This can be done through various tools such as 
flowcharts, diagrams, or software specifically designed for 

process mapping.

WHAT IS PROCESS 
MAPPING?

Process mapping  is a visual representation  of  the  steps 
involved  in a process  from  start  to  finish . It helps  outline  how  a 
specific  task or  workflow  is carried  out  within  an organization .



HCLE STANDARD: 
P ROCES S  
MAP P IN G

Process Management: 
Continuously define, measure, 
analyze, and improve the way 
work is accomplished to enhance 
student, employee, and 
organizational outcomes.

• Drives Excellence: Process mapping in driving excellence and 
strategic alignment in HR practices, as emphasized by the 
AASPA HCLE Standard.

Why Process Mapping Matters?
Top 4 Key Benefits

• Supports Standardization: Ensures consistency in HR 
procedures for e ffective  a nd replica ble  pra ctice s.

• Identifies Bottlenecks: Helps uncove r ine fficiencie s a nd 
process ga ps, a llowing  for ta rge ted im provem ents

• Drives Accountability: Esta blishes clea r ownership  for ea ch 
pa rt of the  process



APS JOURNEY: 
P ROJ ECT HR R.I.S .E.

REDESIGNING INNOVATIVE SOLUTIONS FOR EXCELLENCE



Problem 
St a t e m e n t  

P r o je c t  HR RISE a d d r e s s e s  t h e  c r it ic a l 
c h a lle n g e s  im p a c t in g  t h e  e ffe c t ive n e s s  a n d  
s a t is fa c t io n  w it h in  HR p r o c e s s e s :

• Decreased principal satisfaction with the hiring process, 
• audit findings 
• Decline in candidate job offer acceptances, and 
• Frustration among HR staff due to inefficiency gaps and 

ambiguity 

Objectives

• Enhance Hiring Process Efficiency : St re a m lin e  a n d  
o p t im ize  t h e  h ir in g  p ro c e s s  t o  im p ro ve  p r in c ip a l 
s a t is fa c t io n  a n d  re d u c e  c a n d id a t e  o ffe r  d e c lin e s .

• Address Operational Gaps and Improve Compliance : 
Im p le m e n t  s o lu t io n s  t o  re s o lve  fin d in g s  fro m  a u d it s  a n d  
a lig n  HR p ra c t ic e s  w it h  d is t r ic t  s t a n d a rd s  a n d  p r io r it ie s .

• Increase HR Staff Engagement and Effectiveness: 
In t ro d u c e  u p d a t e d  t o o ls  a n d  p ro c e s s e s  t o  a lle via t e  s t a ff  
fru s t ra t io n  a n d  e n h a n c e  o ve ra ll s e rvic e  d e live ry a n d  
re s p o n s ive n e s s .



Theory of Action

If

We redesign the hiring process to:

• Simplify   the hiring and 
onboarding process

• Create a one-stop sho p HR 
Support Structure

• Launch a  compensation 
support  center to manage 
complex issues  

The  HR Team will:

• Reduce the time -to -fill metric  
after a recommendation for hire 
is submitted to HR

• Reduce ambiguity waste  among 
the internal HR teams

Th e n

Improve the new hire and hiring 
manager experience:

• Implement a more streamlined 
and efficient hiring process for 
Atlanta Public Schools that will 
enhance APS’ ability to attract 
and retain top-tier talent.

To



STATISTIC

INSIGHT

Factors for Consideration 
• Decreased principal 

satisfaction - the hiring 
process 

• Audit  Findings
• Declination in candidate 

job offers
• Frustrated  HR staff
• District  prioritization  

57%

2023 Principal Satisfaction Rating 



District Prioritization
The Atlanta Public Schools 2020 -2025 Strategic Plan district priority 
number 3 is “ Equipping and Empowering Leaders and Staff” a nd 
the  Stra teg ic Fra m ework outline s a ttra cting , rewa rding , recognizing  
a nd re ta ining  top pe rform ers a s a  stra teg ic priority

Supporting Research 

Continuous Improvement / Operational Excellence

Internal Context and Championing

Ha rva rd  Business Review surveyed 800 senior business lea de rs, m ore  tha n 
95% of them  to ld  us tha t hiring  a nd re ta ining  ta lent wa s one  of the ir top  

three  prioritie s a s they strive  to  de live r on the ir stra teg ie s.  40 Ideas to 
Shake Up Your Hiring Process

Addressing  the  problem s in the  HR New Hire  a nd Com pensa tion Process is 
crucia l for im proving  ove ra ll organizational effectiveness,  a ttra cting  a nd 

re ta ining  ta lent, a nd foste ring  a  positive  workpla ce  culture  a t Atla nta  Public 
Schools. 

Strea m lining  the  hiring  a nd com pensa tion processe s will yie ld  a  
positive  a nd enha nce  new hire  a nd em ployee  expe rience .



Project Scope: HR R.I.S.E. 

Hiring and Onboarding 
Process redesign

Office Design: 
Proximity to Greatness 

Organizational 
Structure

Compensation 
Center of Expertise

HR Support:
 One Stop Shop

Define, map, and 
implement new hiring and 
onboarding processes.  

Pro tip: Leverage external 
expertise, if possible, for 
lead process mapping 
efforts. 

Based on a Harvard 
Business Review, 
Workplace Design:
The Good, the Bad, and the
Productive , strategic 
spatial management can 
increase productivity by 
15% if high-performing 
workers are in close 
proximity to other high 
performers.  

*Conversely, a toxic worker 
can decrease the 
productivity of others by 
30%  when in close 
proximity.

We had to be intentional 
about tackling work team 
silos and signals of 
divisiveness.  We needed to 
address accountability 
gaps due to the lack of 
proximity and interaction 
between team members. 

Bringing teams together in 
a hub can help bridge 
these gaps by increasing 
interaction and fostering a 
stronger sense of 
accountability .

The availability of 
comprehensive HR support 
enables specialized HR 
teams to concentrate on 
high-value activities, such 
as compensation and total 
rewards.

Implementing a one - stop 
shop for HR support 
enhances:

•  operational 
effectiveness,

•  improves the employee 
experience, and 

• aligns with strategic 
business goals by 
delivering streamlined, 
reliable, and 
accessible HR services.



Process Improvement 
Scope

Process Name: APS Hiring Process

Process Start:  HR receives a recommendation 
from the Hiring Manager

Process End: Onboarding has taken place

 

Define Scope Define what’s 
out of scope

Team Inclusion

*Hired a consultant, STB Consulting, to lead the team through process mapping



Project Team: HR R.I.S.E. 

Executive 
Sponsorship

• Chief HR Officer
• Executive Director of 

Talent Management

Role: An effective executive 
sponsor provides stability, 
support, and a clear direction 
for the project team, 
increasing the likelihood of 
successful project outcomes.

• Visionary
• Budget
• District Alignment
• Planning Team

Subject Matter 
Experts

• Staffing Director
• Staffing Specialist
• Records Management 

Specialist 

Role: SMEs bring expertise in their 
respective fields, offering insights 
that guide technical, functional, 
and strategic decisions within 
the project.

Project Support 
• HR Coordinator
• Project Manager
• Business Analyst
• Consultants - STB Consulting

Role:  The implementation team is 
responsible for carrying out day-to-
day project activities, managing 
resources, and meeting deadlines 
to maintain project momentum.

Nicole Lawson - CHRO

Felecia Lester - Executive 
Director Marlene Parker

 HR Coordinator

Dr. Nardiann Mighty
 Staffing Director

Fallon Sanders
 Staffing Specialist



Our Timeline



Where we began...



Current State



We identified lots of pain points



Eliminate Bureaucracy

Streamline decision -m aking by 
rem oving unnecessary approva ls 
and  redundan t steps tha t slow 
down processes.

Simplification

Break down com plex p rocedures 
in to  sim ple r, m ore  m anageab le  
steps to  im prove  cla rity and  
execu tion .

Assess Value Add

Evalua te  each  step  of the  p rocess 
to  de te rm ine  if it con tribu te s 
m ean ingful va lue  to  the  ove ra ll 
ou tcom e .

Reduce Cycle Time

Shorten  the  tim e  it takes to  
com ple te  tasks by e lim inating 
de lays and  op tim izing workflows.

Eliminate Duplication

Iden tify and  rem ove  dup lica te  tasks 
or ro le s to  enhance  e fficiency and  
reduce  re source  waste .

Automate

Im plem ent technology to  pe rform  
repe titive  tasks, a llowing team s to  
focus on  h ighe r-value  activitie s.

DEFINING FUTURE STATE: APPLY IMPROVEMENT TECHNIQU
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Define the Future State



Take Note of Pain Points along the way



Creating One Stop 
Sh o p  Hu b s





01

02
03

HR Director 

Staffing 
Specialist  

HR Records 
Specialist

HR Support Function -  
One Stop Shop Structure

HR Partner -  Serves as primary 
contact for applicants and 
employees for onboarding, 
transfers, calculates offers, and 
separations.

HR Records Analyst -  
Responsible for HRIS data 
entry accuracy, initial 
certification, record 
compliance, and records 
generation.

01 02 03
HR Director - Serves as the 
Lead of the HR Support team 
and primary contact for 
Hiring Managers and serves 
as HR Staffing Consultant. 

HR Director 

HR Partner HR Records 
Analyst

Old Structure New Structure



Team Feedback

What changes are you most excited about?
Collaboration

• No more silos / breaking down barriers
• Cross functioning
• Records Analyst joining the Hub
• Relationship building

Process efficiencies 
• Turnaround time
• No compensation hold up
• Assisting our team members to succeed with all of our streamlined 

efforts
• Process improvement
• Increased productivity and gained efficiencies

 
Professional Growth

• Ownership and Accountability
• Growth opportunities



Team Feedback

What changes are you most concerned about?
Will new silos be created?

• Silo of hubs
• The possibility of new bottlenecks

Learning something new and getting comfortable with new tasks and 
ways of working?

• Blended calculations 
• Knowledge sharing and transfer
• Variance with compensation calculations
•  Releasing old practices and embracing new practices

Continuing the Process
• Handling the outstanding pain points
• Standard Operating Procedure maintenance protocol



Reduction in the time to complete the hiring and onboarding process

Offer more compelling wages during the onboarding phase of hiring

Reduce the number of hand-offs within the hiring and onboarding process

Define and implement a newly redesigned hiring and onboarding to 
address stakeholder feedback  

Project HR RISE: Process Improvement Outcomes



READY TO GET 
STARTED WITH YOUR 

J OURNEY?



Identify a Probelm 
and Clearly Define 

the Scope

Keep it Simple - 
Start with low tech 

tools

Identify Key 
Contributors

Prioritize quick 
wins

4 Quick Tips to Jump -
Start Your Process 
Mapping Journey!



Benefits of Process Improvement for HR 
Leaders in the K - 12 space
Can these strategies be utilized in both small and large districts? YES!

• Increased efficiency with limited resources 
• Improved employee experience 
• Time savings for strategic work
• Reduces errors and compliance risks
• Enhanced decision making 
• Better Recruitment and Retention 
• Cost Savings 
• Empowered and engaged HR Teams
• Improved Stakeholder Perception
• Scalability for Future Growth 

Still Skeptical?
• Lean into your data to gain insights and identify potential quick wins 
• Capture your return on investment or your journey 
• Make it a team effort! Collaboration is KEY

As HR Leaders 
• Model the Behavior
• Create a Safe Space for Process Improvement Champs!



5 Suggested Quick Starters

Streamline Onboarding 
• Standardize and digitize forms to reduce paperwork.
• Create an onboarding checklist for HR staff, principals, and new hires.
• Automate reminders for required training and document submissions.

 Simplifying Leave Requests and Approvals
• Move leave request forms online.
• Implement a centralized calendar for tracking leave balances and approvals.
• Develop an FAQ or guide to common leave policies (e.g., FMLA, sick days).

Standardizing Employee Verification Requests
• Create a standardized form or template for verification requests.
• Designate a single point of contact or email for submissions.
• Use a tracking sheet to monitor and prioritize responses.

Simplifying Exit Interviews
• Develop a standardized exit interview template.
• Offer online or phone options for completing interviews.
• Automate reminders for scheduling interviews before an employee’s last day.

Tracking Certification and Credential Renewals
• Create a database or spreadsheet to track renewal deadlines.
• Automate email reminders 90, 60, and 30 days before expiration.
• Share links to renewal resources directly in reminders.



RESULTS



What are our customers saying?

Strategic Update: 

Implemented formative 
metrics to measure the 

employee experience by 
adding a customer 

service survey to each 
HR team member’s email 

address signature   



Silas went above and beyond to render an issue 
that I was having with compensation. His 
customer service was superb and I am truly 
grateful to have encountered an individual that 
showed compassion and assisted me with such 
kindness.

Felicia Freeland is a ROCKSTAR.. She's 
always quick to respond and easily 
accessible. I can't leave out Monica 
Seda- She's awesome too.

Fallon Sanders was an amazing breath 
to interact with during my experience 
of trying to sign my contract. This 
experience was a breeze and was 
extremely stress -free.

I would like to shoutout Dr. Mighty and Ms. 
Sanders...You ladies rock and I truly enjoyed 
my experience interacting with you both. It's 
been extremely professional throughout the 
entire process.

TESTIMONIALS



Eliminate Ambiguity Waste

Bring in the Experts

Trust the Process

Change Management

CLOSING THOUGHTS 

Ambiguity  waste : an area where  significant  confusion  
and wasted  effort  could  occur  if proper  expectations  
are not  clear to  all members  of  an organization .

Tristan Boutros and Jennifer Cardella
The Basics of Process Improvement

Leveraging the  knowledge  and  insigh ts of expe rts 
acce le ra te s our progress and  deepens our understanding.  
Utilize  e ffective  project m anagem ent stra tegies to  “build 
the boat”!

Em bracing process m apping m eans understanding tha t 
each  step  brings cla rity, a lignm ent, and  im provem ent.  
It’s not just abou t e fficiency—it's  abou t em powering our 
team s and  ach ieving exce llence  toge the r.

Effective  change  m anagem ent is  abou t gu id ing people  
th rough  transform ation  with  em pathy and  purpose . 
Utilize  e ffective  Change  Managem ent Stra tegies to  
“move the boat forward”!



Q u e s t i o n s ?        S u r v e y  F e e d b a c k            

F o r  Y o u r  A t t e n t i o n

Thank You

nclawson@apsk12.org

www.linkedin.com/in/nicole-lawson-atl

Nicole Lawson 

Let’s stay Connected!
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