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Spending Money Smartly:  Resource Alignment Tools 

Michael Goetz, RSEC LLC 
 
As part of the Bill and Melinda Gates Foundation’s Spending Money Smartly project, RSEC undertook 
the research task of locating, reviewing and assessing various resource alignment tools for inclusion in 
this report. The goal of this effort was to identify tools that can assist districts in strategic planning, 
budgeting or expenditure tracking and that have the ability or potential ability to be tied, or aligned, to 
measures of student academic performance. The material presented here provides descriptive information 
on several resource alignment tools in an effort to give districts and technical assistant partners a broad 
understanding of tools available to them as they begin budget alignment reforms. RSEC completed the 
search and selection of the tools, but the tool designers themselves provided all of the information 
included in this report; RSEC edited these descriptions for length and style only.  
 
Taking advantage of the relatively small population of researchers and developers of resource alignment 
tools, the selection of tools detailed in this report is the result of the use of the snowball sampling method. 
Essentially, following this method, a dozen individuals were asked via email the following questions: 
 

“Do you know of any ‘tools’ that exist that would aid a district in planning/budgeting/expending 
towards programs aligned with student academic learning goals? […And…] do you have a 
suggestion on who to contact to find out such information?” 

 
This sampling method yields 1) the identification of resources alignment tools and 2) contact information 
for others who may be able to identify additional tools.  
 
Twenty nine individuals working in the school finance research/tool designer arena eventually responded 
to this inquiry, resulting in multiple references to some of the same tools. Those tools, once selected for 
fidelity to the project goals, are the ones detailed in this report. They generally fall into the categories of 
Education/Assessment/Diagnostic, Decision Support, Accountability and Monitoring, and/or Program 
Management 
.  
The organizations represented via this method include the following: 

• American Institute for Research 
• Boston Consulting Group 
• Center for Benefit-Cost Studies of Education (CBCSE)  
• Decision Science 
• District Management Council 
• Educational Resource Strategies 
• Lawrence O. Picus and Associates 
• McKinsey 
• Parthenon 
• Timewise/Wireless Generation 
• Tyler Technologies 

 
For each tool submitted by these organizations, tool attributes are catalogued in a matrix (below) for ease 
of comparison. Following the matrix are descriptions of each of the tools. Within each of these 
descriptions the reader will find information on how to obtain additional information, including a list of 
attachments that are supplemental to this report and are available to project participants 

(https://portal.gatesfoundation.org/). Others may contact the tool designers for additional information, 

including the indicated appendixes.  
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Resource Alignment Tool Attributes (Part 1) 

 

 

 

 

1-0 2-0 3-0 4-0 5-0 6-0 7-0 8-0 9-0 10-0 11-0 12-0 13-0 14-0

Currently Has/Allows/Supports/Is:

Resource 

Map 

(ERS)

Resource

Check 

(ERS)

School 

Budget 

Hold 

’em 

(ERS)

School 

Based 

Budgetin

g Tool 

(ERS)

Compensation 

Modeling Tool 

(ERS)

DREAM 

(ERS)

Practical 

Tools 

(ERS)

School 

Design 

Training 

(ERS)

Cost Tool 

Kit 

(CBCSE)

Performance 

Evaluator 

(AIR)

Revenue 

Allocator 

(AIR)

Strategic 

Planner 

(AIR)

School by 

Design 

(TimeWise/

Wireless 

Gen)

Tyler Pulse 

(TylerTech)

Intended User/Audience

District administrator X X X X X X X X X X X X X

School Administrator X X X X X

Teacher X X

Other X X

Intended Purpose

Education/Assessment/Diagnostic X X X X X X X X X

Decision Support X X X X X X X X X X X X X

Accountability and Monitoring X X X X X X X X

Program Management X X X X X X X

Interface

Web-Based X X X X X X X

Excel-Workbook X X X X X

Software X X X

Other X X X  

Budgeting

5-year Forecasting X X

Budgeting at the program level X X

Budgeting at the school level X X X X X X

Budgeting at the district level X X X X X X

Strategic Planning

Compare to Current to Best Practice X X X X X X

Uses return on investment (ROI) indicators X X X

Simulations X X X X X X X

Packaged Output Reports X X X X X X X X X X X

Customizable Output Reports X X X X  X X X

Benchmarking

Students (Similar) X X X

Students (All) X X X

Programs/Policies (Similar) X

Programs/Policies  (All)

Schools (Similar) X X X X

Schools (All) X X X X X

Districts (Similar) X X X X

Districts (All) X X X

Reporting

Pre-Designed Content X X X X X X X X X X X X X

Customizable Content X X X X X X X X X

Data Linking

Student-Teacher Link X X X X X X X

Teacher-School Link X X X X X X X

School-District Link X X X X X X X X X X

Student-Program Link X X X X X X

Longitudinal X X X

Student Information System

Behavior Tracking (discipline, etc.) X

Programmatic (attendance, dose, duration) X X

Cumulative at-risk ranking X X

Cost

(Low, Low-Med, Med, Med-High, High) H Free L M M Free Free L-M Low X Low

Initial cost ($$) H n/a n/a M M n/a n/a L-M 10,000 Integrated package of tools, X $3/std

Ongoing cost ($$) M n/a n/a L L n/a n/a n/a Variable processes, planning activities X $1/std

Staff for start/ramp up L n/a n/a L L n/a n/a L-M Variable that requires stakeholder X $10-25K

Staff for ongoing L n/a n/a L L n/a n/a L-M Variable engagement and training. X

Training or PD M n/a L M M n/a n/a M As neededSee tool description & pricing. X
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Resource Alignment Tool Attributes (Part 2) 

 

 

15-0 16-0 17-0 18-0 19-0 20-0 21-0 22-0 23-0 24-0 25-0

Currently Has/Allows/Supports/Is:

eROI 

(Parthenon)

District/School 

Resource Gap 

Analysis Tool 

(LOP)

Decision 

Science 

(Decision 

Science)

SimBudg

et 

(DMC)

General 

Education 

Staffing 

Module 

(DMC)

Special 

Education 

Staff 

Module 

(DMC)

Special 

Education 

Transportation 

Module 

(DMC)

Unit 

Costing 

Tool 

(DMC)

Fiscal 

Forecasting 

Model 

(BCG)

Dynamic 

Budget 

Staffing 

Model

OrgBuilder 

(BCG)

Intended User/Audience

District administrator X X

School Administrator X X

Teacher

Other

Intended Purpose

Education/Assessment/Diagnostic X X

Decision Support X X

Accountability and Monitoring X

Program Management X X

InterfaceWeb-Based

Excel-Workbook X

Software

Other X

Budgeting

5-year Forecasting

Budgeting at the program level X

Budgeting at the school level X X

Budgeting at the district level X X

Strategic Planning

Compare to Current to Best Practice X

Uses return on investment (ROI) indicators X

Simulations X

Packaged Output Reports

Customizable Output Reports X

Benchmarking

Students (Similar) X

Students (All) X

Programs/Policies (Similar) X

Programs/Policies  (All)

Schools (Similar) X

Schools (All) X X

Districts (Similar) X

Districts (All)

Reporting

Pre-Designed Content X

Customizable Content X

Data Linking

Student-Teacher Link X

Teacher-School Link X

School-District Link X

Student-Program Link X

Longitudinal X

Student Information System

Behavior Tracking (discipline, etc.) X

Programmatic (attendance, dose, duration) X

Cumulative at-risk ranking X

Cost

(Low, Low-Med, Med, Med-High, High) L-M Low

Initial cost ($$) L-M $

Ongoing cost ($$) L-M $

Staff for start/ramp up L-M X

Staff for ongoing L-M X

Training or PD L-M
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Resource Alignment Tool Descriptions 

 
 

1-0  Resource Map 

Education Resource Strategies (ERS) 

 

 
ERS’s Strategic Resource Map begins with a framework and analytic method developed over the last 
decade with generous foundation support. It allows assessment of the level, distribution and organization 
of resources to see whether they align with strategies likely to improve performance. ERS has defined 
seven transformational strategies that leading edge districts and research suggest must be present to 
sustain high performance at scale. Each of the promising districts ERS works with has identified most or 
all of these strategies as central to their system-wide improvement - although of course they implement 
them in different ways with different emphasis depending upon their own specific needs. Using this 
common framework, ERS builds a picture of spending and resource use that is truly unique in several 
ways. 
 

• Integrates expenditure, payroll, course schedule, HR, student information, student performance, 
and other data and is supplemented by extensive district interviews at multiple levels. 

• Ensures accuracy and comparability by recoding district data using a common coding scheme 
and detailed interviews that enable realistic comparison of spending and resource use to other 
districts, and it highlights and adjusts for data flaws and inconsistencies. 

• Measures more than dollars spent by including a broad set of resource metrics that describe how 
people, time, and money are allocated to create individual attention, leverage teaching quality, 
and focus student time. These metrics can then be used by the district to support schools and 
central departments in more strategic use over time. 

• Can be compared to any of the other districts in ERS’ database. 

• Tracks spending and other metrics (like class size and time) first to the school level and then to 
the individual student level so that ERS can link them to performance. So, for example, ERS can 
measure whether low performing students in math spend more or less time in that subject. 

• Creates a measure of “academic need” to determine whether resources were allocated to need, 
and allows for the potential creation of a “value-add” approach to changes in student 
performance over time. 

• Can be recreated over multiple years to measure changes in resource allocation over time. 
 
The standard Strategic Resource Map contains the following components, adjusted for the district’s 
specific priorities: 
 

1. School funding system analysis and refinement 
2. Human capital systems and restructuring the teaching job 
3. School design and resource use 
4. Central office and function cost comparisons 

 
ERS has conducted the Resource Map over twenty times and has developed a proven, rigorous process 
for calculating measurements of resource use that can be used immediately to prioritize resource 
allocation actions. The approach couples an expert Resource Mapping team with direct engagement 
from ERS. Because ERS has focused closely on this set of questions over time, their knowledgebase and 
expertise is unique among professional services organizations. This in turn informs ERS’ work with 
their partners and districts in real-time in a way that is rooted in the specifics of each district. 
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The Resource Map is an analytic process supported by a proprietary system owned by ERS. ERS 

performs the Resource Map service for districts, and in some circumstances can help the district to 

integrate pieces of the analysis into their reporting systems. If districts interested in ongoing monitoring 

of Resource Map metrics, they can either elect to have ERS perform the Resource Map annually or bi-

annually, or ERS can work with the district to integrate key metrics into their management systems. 

 

Cost 

 

$250,000 with detail in Attachment 1-1 
 

For More Information 

 

• Attachment 1-1 ERS Strategic Resource Map with data detail 

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
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2-0 ResourceCheck 

Education Resource Strategies (ERS) 

 

 

This web-based tool is designed to help district leaders dive into the transformational strategies that lead 
to better resource use. ResourceCheck asks a series of questions, and then tallies and analyzes responses 
to show how close a district is to best practices and where opportunities for improvement exist. 
ResourceCheck also links to resources for taking action. 
 

This tool allows district leadership to assess resource use relative to best practice. 

 

Cost 

 

Free. 

 

For More Information 

 

• Tool may be found at http://erstrategies.org/resources/details/resourcecheck_tool 

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
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3-0  School Budget Hold’em 

Education Resource Strategies (ERS) 

 

 
Education funding decisions should never be left to chance. School Budget Hold'em is more than a 
game…it’s an interactive exploration of the thoughtful trade-offs school administrators have to make in 
these challenging budget times. Created out of ERS’s experience working with large urban districts 
around the country, the game's goal is to provide an engaging, interactive way for administrators to think 
differently about how they allocate resources. Playing the right cards can create lasting improvement — 
transforming your district to make the most of every budget dollar, while increasing student success. 
 
The engaging online game lets players learn about critical resource decisions and trade-offs that districts 
can make to support improved student performance, even in tough budget times. 
 
Group live play with actual card decks (purchased separately) is a powerful way to engage diverse 
constituencies including district leadership teams, school boards and community representatives in a 
transformative conversation about school budgets and school performance improvement.  A free 
Facilitator’s Guide provides easy-to-use instructions to help leaders organize and play School Budget 
Hold'em as a group, and offers three different approaches for playing the game based on goals and time 
available for playing. 
 
School Budget Hold ‘em is an interactive game that can be integrated into a budget generation process 

as a way to engage multiple diverse constituencies in a transformative budget conversation. 

 

Cost 

 

Online tool is free, with cards for minimal fee. 
 

For More Information 

 

• A quick video introduction:  http://erstrategies.org/resources/details/school_budget_holdem  

• To play: http://holdem.erstools.org/hold-em  

• To purchase cards: http://erstrategies.org/resources/details/school_budget_holdem  

• To read the ERS Facilitator’s Guide: http://erstrategies.org/documents/pdf/HoldemGuide.pdf  

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
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4-0  School Based Budgeting Tool 

Education Resource Strategies (ERS) 

 

 
For districts looking to implement a weighted student-funding (WSF) system or evaluate changes to 
their existing student-based funding system, this dynamic, excel-based modeling tool allows users to test 
formula and policy decisions. Users are able to run scenarios based on different WSF decisions and see 
their impact on school funding. The model runs off two input files that the user must load – the district 
budget file and the student enrollment file. The control panel of the WSF model allows users to 
determine the size of the WSF pool and set weights for student needs (and school needs) by method of 
either setting per-pupil values or setting ratios. The model then enables users to evaluate whether schools 
are able to afford a baseline level of services given the formula and policy decisions made. Finally, the 
model allows users to see the amount each school would receive under the new formula, and provides a 
comparison with current school funding levels. Several districts have used this model to develop their 
WSF formulas, and some have even adapted it by adding additional features that meet their specific 
needs. ERS has also created a WSF Model Companion Guide as a reference for users. There is a license 
fee for this tool. 
 
This tool can be layered on top of the district’s budgeting system to support ongoing management of a 

student-based budgeting system. 
 

Cost 

 

ERS has not priced a licensing fee for this tool.  The School Based Budgeting Tool is typically part of a 
funding system implementation engagement, which runs $200,000-250,000. 

 

 

For More Information 

 

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
 

 
 
  



10 

 

5-0  Compensation Modeling Tool 

Education Resource Strategies (ERS) 

 

 

ERS has developed a suite of compensation design tools to support their district work in Washington, 
DC and Prince George’s County, MD as well as through the compensation design work they have just 
completed, funded by the Gates Foundation. The tools include: 

• Excel-based Summary Compensation Design Tool. This tool allows teams to quickly model and 
cost out scenarios for a variety of compensation structures, including base salary and various teacher 
leadership incentives.  As part of the project start-up and onboarding, ERS will assess the 
applicability of this model and whether it should be adapted to support the preliminary incentive 
recommendations. 

• Excel-based Compensation Design Tool. While the first model provides for a more generic cost 
estimate, this model takes into account the specific attributes of the district being modeled, including 
distribution of teacher experience, educational attainment and certification, and actual salary 
schedule. This model will be customized to support the final incentive recommendations and the 
long-term financial sustainability work. ERS also expects the need to integrate elements of their 
detailed compensation cost tool (see below) into this tool in order to get a full picture of the long-
term financial sustainability of the proposed structure. 

• Excel-based Detailed Compensation Cost Tool. ERS’ most detailed tool, this model requires 
upload of individual teacher information including current salary, current status on the salary 
schedule, and other compensation and evaluation information and then uses this information to 
estimate at a detailed level the ongoing salary/stipend costs based on a set of assumptions. 

 

Cost 

 

The Summary Compensation Design Tool is available free of charge. The license fee for the two more 
detailed tools is $30K, but ERS would generally only deploy them as part of an overall compensation 
system redesign engagement, for which ERS charges $250,000-300,000.  ERS could talk to the TA 

providers about partnering on this at it is likely that none of the districts are going to want to undertake 
a compensation redesign in year 1 of this kind of work. 

 

For More Information 

 

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
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6-0  DREAM 

Education Resource Strategies (ERS) 

 

 
This web-based tool allows district leaders to test a variety of scenarios for resource use, and to focus 
resources more strategically on their highest-priority needs. 
 
This exercise is about prioritizing and making the necessary adjustments to achieve your instructional 
goals in the context of budget tightening. The tool format enables district leaders and others to step 
outside of the constraints of their day-to-day decision-making to look at program and budget choices in a 
new and more integrated way. The lessons can be applied to transform their district strategic budgeting 
process. 
 
To play, create a scenario by entering your district's name into the search bar on the home page. 
DREAM will provide you with a list of possible matches from which to choose. If you cannot find the 
district you are looking for, try entering less information. For instance, enter “Boston” instead of 
“Boston Public Schools.” DREAM searches the NCES Common Core of Data (CCD), so your district 
will be listed as it is listed in the CCD. Once you choose your district, DREAM will automatically create 
an estimated cost model for your district and take you to the modeling page. 
 
DREAM uses the most recent available (2009-10 data in most areas, 2008-09 financial data) NCES 
Common Core of Data (CCD) to generate a cost model for your district. This model is represented as a 
series of “sliders”, each representing a key cost lever. By adjusting the sliders, you can drive changes in 
cost and other important measures of quality and efficiency. Where CCD does not provide specific 
information, DREAM estimates values by using data that ERS has gathered through our extensive work 
with districts and from other publicly available sources.  

 

DREAM is a budget visioning tool that allows users to model the financial impact of changes in key cost 

drivers. It could be integrated into a budget generation process as a way to quickly generate alternative 

scenarios. 

 

Cost 

 

Free. 
 

For More Information 

 

• Access tool at http://www.erstools.org/dream 

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
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7-0 Practical Tools 

Education Resource Strategies (ERS) 

 

 

The following are practical tools developed to engage leaders in resource alignment policies. 

 

Overview Seven Strategies Resource Guide 
Use this overview for a quick introduction to seven resource misalignments in school systems — and 
seven strategies to transform your system. 

School Funding Systems: Equity, Transparency, Flexibility 
You’re a district leader who wants to see higher student achievement and balance your district budget — 
and that is getting harder. Budget cuts loom for at least another couple of years. There is pressure to use 
federal stimulus dollars to fill gaps and backfill longstanding programs but also to turn around struggling 
schools. This confluence of tough times and unprecedented federal support presents a major opportunity 
to transform school systems through effective funding practices. This guide offers practical guidance for 
remedying specific funding problems.  

Turnaround Schools: District Strategies for Success and Sustainability 
Turnaround efforts at individual schools will not result in widespread, sustainable change without 
fundamental shifts in the way districts evaluate school, student, and teacher needs and match resources 
and support to meet those needs. Your challenge is to develop district capacity to address these 
questions. This guide offers practical guidance for school turnaround tailored to your district’s situation. 

School Design: Leveraging Talent, Time, and Money 
The growing urgency to design schools that work, coupled with crippling state and local budget 
reductions, means it is more important than ever to make investments where it really matters. Our work 
has led to the discovery that the opposite is occurring: We see multiple examples of district operations 
and practices that perpetuate traditional school structures, creating barriers to the vision of excellent and 
innovative schools designed to meet the unique needs of their particular students. These misalignments 
are anything but intentional, but they require a deliberate, focused effort to identify the size of the 
problem and to correct it. This guide offers practical guidance for school districts to remedy specific 
resource misalignments that prevent the effective implementation of strategic school designs. 

The Teaching Job: Restructuring for Effectiveness 

Recent work on improving teaching effectiveness has focused on preparing and hiring better teachers 
and on identifying and removing the lowest-performing teachers. These efforts are critical, but by 
themselves they affect only a small percentage of the total teaching force and students. To improve 
teaching and increase student achievement at scale, districts need to fundamentally restructure the job of 
teaching — changing the working conditions, requirements, expectations of and rewards for the 
profession of teaching. This degree of restructuring means an overhaul of the whole system of funding, 
assigning, supporting, compensating, evaluating, retaining, and dismissing teachers. This guide offers 
practical guidance for restructuring the teaching job tailored to your district’s situation. 

The practical tools are a series of workbooks developed to engage leaders in assessing resource use, 

compiling data to make the case for change and specific recommendations for reallocating people, time 

and money. 

 

Cost 
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Free or minimal cost. 

 

For More Information 

 

• Overview Seven Strategies Resource Guide  
http://erstrategies.org/resources/details/seven_strategies  
 

• School Funding Systems: Equity, Transparency, Flexibility 
http://erstrategies.org/resources/details/school_funding_systems  

 

• Turnaround Schools: District Strategies for Success and Sustainability 
http://erstrategies.org/resources/details/turnaround_schools  

 

• School Design: Leveraging Talent, Time, and Money 
http://erstrategies.org/resources/details/school_design  

 

• The Teaching Job: Restructuring for Effectiveness 
http://erstrategies.org/resources/details/the_teaching_job  

 

• Hard copies are available for purchase at: http://www.edweek.org/ew/collections/ers/index.html 
 

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
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8-0 School Design Training 

Education Resource Strategies (ERS) 

 

 
The training focuses on the strategic organization and use of resources (people, time and money), often 
in conjunction with the implementation of student-based budgeting or turnaround strategies. The training 
includes case studies and modeling tools to apply strategic design principals toward creating new plans 
for student grouping, teacher teaming, scheduling, student support, and leadership —all of which result 
in a new budget. Depending on the goals of the training, results could include increased capacity, or 
could build to a complete school design and budget. 
 

Cost 

 

Varies. 

 

For More Information 

 

• Contact Karen Baroody, kbaroody@erstrategies.org or Stephen Frank, sfrank@erstrategies.org 
 

 

  



15 

 

9-0 Cost Tool Kit 

Center for Benefit-Cost Studies of Education (CBCSE), Teachers College, Columbia University 

 

 
The CBCSE Cost Tool Kit© was built to help evaluators and education decision-makers compile a 
comprehensive list of the resources or “ingredients” required to implement an educational program or 
policy, and ascertain the total costs of program/policy implementation, the costs per participant and the 
costs per unit of educational outcomes, e.g., cost per extra high school completer. It is based on the 
“ingredients method” which has been widely used to cost out educational programs and is generally 
accepted to be the most reliable means of capturing full program costs. Budgets rarely provide a 
complete picture of all the resource requirements to ensure successful program implementation. For 
example, the budget may not reflect the fact that introduction of a new program may require extra days 
of teacher professional development and hiring of substitute teachers. The goal of the ingredients 
method is to identify all resources required to implement a program, including personnel, facilities, 
equipment and materials, and subsequently to ascertain their costs. The Tool Kit© includes three items: 

1) CBCSE Cost Tool: This is a series of Excel spreadsheets that allow the user to conduct a cost 
analysis of a program. The user lists all ingredients required to implement the program under 
consideration and assigns a price to each ingredient either from the CBCSE Database of Educational 
Resource Prices or from his/her own sources. Costs can be assigned to different agencies to help 
determine where the financial burden for a program falls, e.g., the school district vs. the state.  If the user 
provides effectiveness data (e.g., an increase in test scores) the tool will calculate a cost-effectiveness 
ratio. 
 
 2) CBCSE Cost Tool Kit© Manual: This User Manual explains how to use the CBCSE Cost Tool Kit© 
and includes an Example Cost Analysis to illustrate use of the CBCSE Cost Tool Kit©. 

 3) CBCSE Database of Educational Resource Prices: These Excel spreadsheets comprise lists of 
ingredients commonly used in educational programs such as personnel, facilities, materials and 
equipment, with associated national average or typical prices obtained from publicly available sources. 
The user can find valuable data such as prices for each ingredient from these lists or can use their own 
data and prices. 

The tool can currently be used for costing any educational program and to calculate cost-effectiveness 
for those that have effectiveness data available. Future developments of the cost tool will allow a cost-
utility analysis, whereby program costs are assessed relative to the “value” of the program in meeting a 
school’s or district’s educational goals. Rather than simply incorporating effectiveness data, this 
approach will incorporate local values, local capacity to deliver a program, program preferences of 
school/district personnel and parents, and local context that affects expected effectiveness of a program. 

This excel-based tool can be used to cost out any educational program either currently being used or 

under consideration for use. It allows the user to document all resources or ingredients required to 

implement a program or policy and to identify the entity (school, district, state, parents etc.) providing 

the ingredient so that decision makers can evaluate their ability to implement a program or policy 

based on the resources available. Where the user has access to effectiveness data, the tool can calculate 

a cost-effectiveness ratio. 

 

Cost 

 
Access to the tool will be free but with a restrictive license in terms of to whom it is available. Training 
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for a team of district office administrators and principals who would be the initial users of the tool would 
cost around $10,000 for 5 days of training. Technical assistance for an initial application of the tool to 
cost out an educational program at the district would cost around another $10,000. Ongoing technical 

support, additional training and consulting would be negotiated as needed. 
  
 

For More Information 

 

• Attachment 9-1 CBCSECostTool_NewVersion.15.03.xlsx (available upon request) 

• Contact Fiona Hollands, Teachers College, fmh7@tc.columbia.edu, 212-678-3351 

• Visit http://www.cbcse.org  
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10-0 Performance Evaluator 

American Institutes for Research (AIR) 

 

 
The Performance Evaluator (PE) tool is designed for the purpose of analyzing resource allocation and 
student performance data to support decision making within the Revenue Allocator (Tool 11-0) and the 
Strategic Planner (Tool 12-0). The PE tool uses existing district data to capture, organize, and present 
information in an easy to understand format to help district and school leaders assess and evaluate 
existing patterns across schools and trends over time in student performance, spending, student 
demographics, and attitudes and perspectives of stakeholders obtained through surveys. Initially, the PE 
tool is used to help district leaders make informed decisions on moving forward to consider whether or 
not to implement ISS. However, once ISS is implemented the PE tool is used to help central office 
decision makers monitor the equity with which revenues are allocated to schools, adjust revenue 
allocations to schools accordingly (using the Revenue Allocator), and to identify struggling schools 
whose leaders need to take action (using the Strategic Planner) in terms of adjusting patterns of resource 
allocation in order to improve student performance. 
  
Invest for Student Success (ISS) is a comprehensive resource allocation strategy to be implemented by 

local educational agencies (LEAs) that includes tool, process, and policy components. AIR’s reasoning 

for advocating this as a comprehensive system that includes these three components is that innovative 

resource allocation systems need to be implemented in a way that recognizes the complex decision 

making structures that characterize LEAs.  

Success in implementing these kinds of tools requires buy-in of all of the players who participate at 

various stages of the resource allocation process (district leaders, school leaders, teachers and their 

professional associations, community members, parents, and students) and the importance of seeing the 

link between the nature and philosophy underlying the delivery of instructional programs, the goals of 

the system, and the ways in which the labor and non-labor inputs are organized to be most successful in 

achieving the goals. It requires a comprehensive approach to organizing resources and engaging 

stakeholders around establishing the goals of the system and figuring out how these resources can most 

effectively be used to achieve those goals.  

The ISS must also leverage existing relationships and structures that exist in any target district and 

adapting the tools, policies and processes to fit the circumstances. AIR outlines its approach to 

integrating ISS into existing district structures in the Attachment 10-2. 

While the likelihood of success in changing a district’s decision-making paradigm to one of needs-based 

funding, enhanced site-level autonomy and accountability, and a culture of innovation and efficiency, is 

improved when the full suite of tools, policies and processes be thought about in an integrated fashion, 

the tools can also be used as separate modules to address different components of resource allocation 

decision making within an LEA. 

 

Cost 

 

Year 1 – District Engagement, Data Review and Analysis, and Planning:  $350K – $450K 
Year 2 – Continued Engagement, Finalize Plan, and Initiate Implementation:  $250K – $350K 

Year 3 – Finalize Implementation:  $150K – $250K 
 

Cost estimates are approximate (and are for entire three tool suite) and will vary depending on a number 
of factors including number of schools and degree to which tool suite must be tailored to district 

specifications. Estimates include costs of tool setup, training and implementation of tools/processes, 
and associated data analysis. While the three ISS tools and corresponding processes were developed to 
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be used as a comprehensive set, use of the individual tools as isolated modules is possible with the 
associated costs determined after consultation with the client over their specific needs. 

 

For More Information 

 

• Attachment 10-1 1259 ISS Overview Document Final v4.2013-03-25.pdf 

• Attachment 10-2 ISS Implementation Guide v4.2013-03-25 

• Attachment 10-3 ISS Tools and Processes 2012-03-25 CLEAN 

• Contact Jesse Levin, jlevin@air.org, or Jay Chambers, jchambers@air.org.  
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11-0 Revenue Allocator (RA) 

American Institutes for Research (AIR) 

 

The ISS Revenue Allocator (RA) tool facilitates the division of revenues at three levels. First it divides 
funds between the central office and the schools. Second, it divides those funds designated for schools 
by level (e.g., elementary, middle, and secondary). Third and finally, it allocates resources within 
schooling level according to up to seven different student needs categories (e.g., the concentration of 
students from low-income families or who are English learners) or other factors that impact the costs of 
educational services such as size (i.e., scale of operations). 
 
Invest for Student Success (ISS) is a comprehensive resource allocation strategy to be implemented by 

local educational agencies (LEAs) that includes tool, process, and policy components. AIR’s reasoning 

for advocating this as a comprehensive system that includes these three components is that innovative 

resource allocation systems need to be implemented in a way that recognizes the complex decision 

making structures that characterize LEAs.  

Success in implementing these kinds of tools requires buy-in of all of the players who participate at 

various stages of the resource allocation process (district leaders, school leaders, teachers and their 

professional associations, community members, parents, and students) and the importance of seeing the 

link between the nature and philosophy underlying the delivery of instructional programs, the goals of 

the system, and the ways in which the labor and non-labor inputs are organized to be most successful in 

achieving the goals. It requires a comprehensive approach to organizing resources and engaging 

stakeholders around establishing the goals of the system and figuring out how these resources can most 

effectively be used to achieve those goals.  

The ISS must also leverage existing relationships and structures that exist in any target district and 

adapting the tools, policies and processes to fit the circumstances. AIR outlines its approach to 

integrating ISS into existing district structures in the Attachment 10-2. 

While the likelihood of success in changing a district’s decision-making paradigm to one of needs-based 

funding, enhanced site-level autonomy and accountability, and a culture of innovation and efficiency, is 

improved when the full suite of tools, policies and processes be thought about in an integrated fashion, 

the tools can also be used as separate modules to address different components of resource allocation 

decision making within an LEA. 

 

Cost 

 
Year 1 – District Engagement, Data Review and Analysis, and Planning:  $350K – $450K 

Year 2 – Continued Engagement, Finalize Plan, and Initiate Implementation:  $250K – $350K 
Year 3 – Finalize Implementation:  $150K – $250K 

 
Cost estimates are approximate (and are for entire three tool suite) and will vary depending on a number 

of factors including number of schools and degree to which tool suite must be tailored to district 
specifications. Estimates include costs of tool setup, training and implementation of tools/processes, 

and associated data analysis. While the three ISS tools and corresponding processes were developed to 
be used as a comprehensive set, use of the individual tools as isolated modules is possible with the 

associated costs determined after consultation with the client over their specific needs. 

 

For More Information 

 

• See Attachments 10-1, 10-2, 10-3 

• Contact Jesse Levin, jlevin@air.org, or Jay Chambers, jchambers@air.org. 
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12-0 Strategic Planner (SP) 

American Institutes for Research (AIR) 

 

The ISS Strategic Planner (SP) encompasses a comprehensive and participatory decision making process 
that will allow school leaders, faculty, and community members (e.g., parents, students at the upper 
grade levels, and community leaders) to collaborate in assessing student needs, setting school goals, 
identifying programmatic approaches and strategies, and allocating school resources in a way that meets 
the needs of the students they serve and to achieve the educational goals established by the district and 
the schools themselves.  ISS incentivizes acquisition of school autonomy by setting performance goals.  
ISS also encompasses training modules to be used for school leadership teams and it encourage districts 
to establish a network of central office support staff to facilitate and monitor the implementation of the 
SP to ensure effective use of resources. 
 
Invest for Student Success (ISS) is a comprehensive resource allocation strategy to be implemented by 

local educational agencies (LEAs) that includes tool, process, and policy components. AIR’s reasoning 

for advocating this as a comprehensive system that includes these three components is that innovative 

resource allocation systems need to be implemented in a way that recognizes the complex decision 

making structures that characterize LEAs.  

Success in implementing these kinds of tools requires buy-in of all of the players who participate at 

various stages of the resource allocation process (district leaders, school leaders, teachers and their 

professional associations, community members, parents, and students) and the importance of seeing the 

link between the nature and philosophy underlying the delivery of instructional programs, the goals of 

the system, and the ways in which the labor and non-labor inputs are organized to be most successful in 

achieving the goals. It requires a comprehensive approach to organizing resources and engaging 

stakeholders around establishing the goals of the system and figuring out how these resources can most 

effectively be used to achieve those goals.  

The ISS must also leverage existing relationships and structures that exist in any target district and 

adapting the tools, policies and processes to fit the circumstances. AIR outlines its approach to 

integrating ISS into existing district structures in the Attachment 10-2. 

While the likelihood of success in changing a district’s decision-making paradigm to one of needs-based 

funding, enhanced site-level autonomy and accountability, and a culture of innovation and efficiency, is 

improved when the full suite of tools, policies and processes be thought about in an integrated fashion, 

the tools can also be used as separate modules to address different components of resource allocation 

decision making within an LEA. 

Cost 

 

Year 1 – District Engagement, Data Review and Analysis, and Planning:  $350K – $450K 
Year 2 – Continued Engagement, Finalize Plan, and Initiate Implementation:  $250K – $350K 

Year 3 – Finalize Implementation:  $150K – $250K 
 

Cost estimates are approximate (and are for entire three tool suite) and will vary depending on a number 
of factors including number of schools and degree to which tool suite must be tailored to district 

specifications. Estimates include costs of tool setup, training and implementation of tools/processes, 
and associated data analysis. While the three ISS tools and corresponding processes were developed to 
be used as a comprehensive set, use of the individual tools as isolated modules is possible with the 

associated costs determined after consultation with the client over their specific needs. 

For More Information 

 

• See Attachments 10-1, 10-2, 10-3 
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• Contact Jesse Levin, jlevin@air.org, or Jay Chambers, jchambers@air.org. 

 

 

13-0 School by Design 

Wireless Generation/Amplify and TimeWise Schools  

 

 
Educators face a difficult challenge when trying to understand how educational inputs influence teaching 
and learning outputs. Accounting for resources and measuring outcomes represent initial steps toward 
clarity, but when viewed in isolation they risk missing essential interactions that happen at the point 
where teaching and learning happen, in the learning environment.  Impactful resource optimization 
begins with instructional design followed by aligning and distributing available resources to empower 
teaching and learning. School by Design (SxD) software synthesizes fiscal and instructional decision-
making into a seamless strategy support system that helps convert resource decisions into meaningful 
instructional action. 
 
The software supports:  

1. District–level school allocation system design. Allocation systems include resources (money, 
staff, time) and rules/regulations/requirements for how the allocation is used. 
 

2. Using allocation to design and build master schedules at the school level, including strategy 
support for designing high performance, high support schools that optimize teaching and 
learning conditions. 

 
SxD views resource optimization choices through three main lenses:  

 
1. Instructional efficiency- Efficient use of money, time, and personnel in service of teaching and 

learning.  Strategic objectives include: time for learning in relation to need, alignment and 
distribution of responsibility across school staff, impact of timetable choices on efficiency, 
adjusting enrollments for functional impacts such as attendance, class size controls and 
variations, and capacity to broker additional resources beyond allocation. 
 

2. Instructional strategy-Create an overall plan for delivering instruction, including course 
offerings and delivery options, course-taking order, multi-credit course combinations, non-
traditional options such as credit-by-proficiency and individualized pathways. Also includes 
supports for students and embedded professional development for teachers. 

 
3. Instructional design- School models designed to support instructional strategies that put 

efficiencies to work for students and teachers. Organization for personalization, flexibility and 
institutional responsiveness, and extended run-times. PD time for teachers, orchestrated for 
collegial work groups that mirror the instructional strategy. 

 
SxD uses a 3-step process with roles for both district and schools, and supports localized decision-
making by assembling budget and instructional choices into a unified system.  

 

Step 1: Audit (What DID we do?) 

District analyzes resource use in all schools across the district, and at impacts of district 
allocation/rules given to schools.  Schools analyze their use of resources for efficiency and 
effectiveness in optimizing conditions to support teaching and learning. 
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Step 2: Scenario (What COULD we do?) 

District and schools create scenarios using fiscal and instructional modeling to explore the full range 
of options within district fiscal limits. Push the limits of the existing allocation and design high 
performance, high support schools that align with teaching and learning goals. Understand policy 
implications, barriers, and gaps that impact efficient and effective resource use. Make fiscal 
decisions with detailed understanding of instructional implications of allocation system. 
 
Step 3: Schedule (What WILL we do?) 

Schools design and build master schedules that optimize support for teaching and learning. Districts 
provide support as needed, including addressing requests for formula adjustments and policy 
waivers, as well as technical assistance. 

 
School by Design includes a school model library that leaders can explore to help design their own 
schools. 
 
The School by Design software has a flexible back-end structure that currently integrates with inBloom, 

and can be extended to integrate with other existing LMS, fiscal, scheduling, and SIS systems. The 

School by Design software is a web application developed using a front-end javascript framework, 

AngularJS that interacts with a backend PHP application server written using the Symfony2 framework.  

All data are stored in a NoSQL database to accommodate ad-hoc data structure updates. Software 

access is restricted, and housed at www.schoolbydesign.com 

 

Cost 

 

• One time setup fee:  $2,000-10,000/school. This cost overs up-front work to identify, access, 
cleanse, and upload data to the SxD system in year 1. As part of this work, consultants  make  
recommendations on how to streamline (and automate if possible) data import for subsequent  
years. Per school costs within this range depend on total number of schools, and how much data 
can be accessed centrally (i.e., the district level). 

• Recurring costs:  $100-500/certified teacher (allocated FTE)/year. Annual costs within this 
range depend on the number of participating schools and contract length. 

 

For More Information 

 

• Contact Marilyn Crawford (timewiseschools1@gmail.com) and/or Jack Shaw 
(jshaw@wgen.net) or visit www.schoolbydesign.com. 
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14-0  Tyler Pulse 

Tyler Technologies 

 

 

Tyler Pulse aggregates data from multiple disparate systems within a school district into hundreds of 
singular, pre-built views. For example, has there been any improvement in test scores after a particular 
response to intervention (RTI) approach/tool has been implemented? What is the cost to improve student 
achievement by two percent? Does the amount of time a student travels on the school bus affect their test 
scores?  What effect does a teacher’s salary have on their student’s performance or discipline? 

 

Enterprise Resource Planning (ERP) – Tyler has a standard comprehensive model that can be adapted 
to integrate most of the modules of a district’s ERP. This is a broad model that incorporates most of the 
financial and PR/HR data sets.  Individual model segments are provided for budgets, historical tracking, 
general ledger, accounts payable, purchasing, accounts receivable, inventory and several other financial 
areas. Also available are complete models for payroll and human resources. All ERP data is or can easily 
be integrated with student data from the district’s student information system (SIS) such as Infinite 
Campus, Powerschool, Zangle/QUE, or Tyler SIS. 
 
Student Information System (SIS) – Tyler currently has comprehensive models for 16 different 
student information systems including Infinite Campus, Powerschool, Skyward, Zangle/QUE, Chancery 
SMS, STI, or Tyler SIS that incorporates virtually all of the meaningful data from the SIS. The SIS 
model provides specialized access to student demographics, attendance, discipline, master schedules, 
grades (gradebook, term and transcript grades) as well as several other specialized areas such as 
mobility, trending, risk administration, civil rights reporting, and more. All SIS data can be easily 
integrated with assessments data from the district’s assessment management systems. 
 
Assessments – Tyler provides a comprehensive model to manage the results of student assessments. Up 
to 25 assessment brands (with infinite history) may be simultaneously loaded in this model. It is one of 
the most advanced assessment analysis systems on the market today and represents the “known by” view 
of Tyler Pulse. It also incorporates user defined test score sets to merge like scores (for example math 
scores) from multiple test for easy student evaluation, student benchmark assessments that analyze 
student and student cohort group progress on assessments over time, the most advanced teacher scoring 
system on the market today that evaluates the incremental impact of a teacher on student learning and a 
system that uses student benchmark test results over time to rank and analyze response to intervention 
programs. 
 
State Assessments – Tyler provides a comprehensive assessment model that is specifically directed 
toward the state-specific high stakes and NCLB testing.  As with all Tyler products, this model is 
completely maintained over time as the State updates the testing detail or even the structural contents of 
the testing. 
 
Bus Transportation – Tyler has developed an extensive model for bus transportation management 
systems. This model provides two separate views of data, one for the transportation department and a 
second for the rest of district staff that also need access to ridership, bus/route assignments, ride times 
and similar data. This model can also be integrated with the SIS, ERP and Assessment data so that bus 
information can be integrated with student data. For example, one page compares student ride time to 
discipline activity. 

 
Tyler Pulse is an information warehouse that is uniquely specialized for the delivery of aggregated, 
highly processed information to educational decision makers such as district and school administrators 
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as well as teachers. Pulse is a very different concept for the implementation of a data warehouse in a 
school district. This concept is based on the goal of simply making every Pulse user a better decision 
maker through access to highly processed information. In addition to this prime directive, Pulse is the 
mandate to deliver this information in the fastest, most efficient manner possible and with the smallest 
effort possible for each user. As such, we ask our users to be information consumers, not data or report 
creators. While Pulse provides super users with tools to interact with data and to create new content, this 
is the exceptional user in Pulse. Pulse’s pre-defined and pre-built models simply deliver to end users the 
information that they need to know in the smallest effort and time period possible. This is the entire 
basis of the design of both our development engine and our data models that are developed with that 
engine. 
 
The goal of Tyler Pulse is to provide this level of intuitive management to education.  Education can 
therefore use its data to anticipate student needs, and to make the instructional, staffing and delivery 
method decisions to address those needs in a way to make a real difference in student learning.  The 
Pulse concept is simply to empower staff and managers though information and to provide a 360 degree 
view of schools, students, and staff. 

In summary, the Tyler Pulse concept is to combine all of the data generated by a school district, 
particularly all assessment data, into a single system of highly processed management information. As 
such, Tyler Pulse is a very specialized information warehouse designed specifically for school districts.  
However, unlike the typical data warehouse that provides a data management “engine” that requires 
highly trained, often external consultants or district staff to generate this information, Tyler Pulse 
provides its users with hundreds of existing views and advanced models immediately upon 
implementation making the date-to-live period a matter of a few months rather than years, the on-going 
support significantly easier, and the cost significantly less than a data warehouse. 

Tyler Pulse is developed on the MS .NET platform with a MS SQL database.  Pulse data models may be 

accessed over an Intranet or Internet from a PC or tablet; can be presented in chart, graph and table 

format; exported MS Excel (Pivot Tables) or MS Word or as a data cube; can be printed, emailed and 

texted (automatic alerts & notifications), and even published to the district’s web site. Pulse can be in-

district hosted or hosted by Tyler in our Hosting Center. 

 

Cost 

 

Tyler Pulse one-time license:  $3 per student (min. $7,500) 
Tyler Pulse implementation services:  $25,000  (less money for smaller districts, more money for 

extensive localization) 
Annual support & updates:  $1 per student per year 

Pricing does not include necessary servers (approx. $7,500) 
Optional Tyler Hosting Cloud available:  $1.75 per student per year 

 

 

For More Information 

 

• Attachment 14-1 Information Warehouse:  http://www.tylertech.com/solutions-
products/school-solutions/information-warehouse 

• Attachment 14-2 Tyler Pulse Video Library:   http://www.tylertech.com/videos/tyler-pulse-
video-library  ID: tyler  PW: pulse 

• Attachment 14-2-1 Tyler Pulse Video & Customer Testimonial Library: 
http://www.brainshark.com/tylertech/vu?pi=zFRzoPHGDz91AMz0&intk=512261727  
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• Attachment 14-3 Tyler Pulse Brochure 

• Attachment 14-4 Tyler Pulse Sunnyside Client Profile 

• Attachment 14-5 Pulse Short Intro 

• Attachment 14-6 Tyler Pulse Ozark R-VI School District Missouri Client Profile 

• Attachment 14-7 Tyler Pulse Is 

• Attachment 14-8 Dr. Dawson Video Testimony 

• Attachment 14-9 Pulse for Finance and HR Produce Sheet 

• Attachment 14-10 Pulse for Schools Product Sheet 

• Attachment 14-11 Pulse Intro 

• Attachment 14-12 Tyler Pulse Sunnyside Client Profile 

• Attachment 14-13 Pulse Reference  

• Contact Gary Dube, gary.dube@tylertech.com, 207-518-4130 
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15-0  eROI (Educational Return on Investment) 

Parthenon 

 

 
Educational Return on Investment (eROI) is a methodology to estimate the cost of generating a 
particular educational outcome. Our teams have used this methodology in the past, for instance, to 
calculate the incremental cost to generate one new high school graduate. 
 
The work requires two inputs: cost and student outcomes. The calculation of student outcomes is 
particularly important, and should take into consideration the performance of particular sub-populations 
in the absence of interventions or new strategies. As an example, in considering the impact on high 
school graduation rates, comparing alternative education models to the district average graduation rate 
potentially under-estimates the effect of the investment. A more appropriate comparison is to the 
graduation rate of students with similar profiles (for instance of age and credit accumulation, which are 
highly predictive of graduation). Parthenon has conducted eROI analysis in numerous districts, relying 
on a combination of analysis of the district’s student data as well as other evidence or research from the 
field to estimate impact on student outcomes. 
 
The goal of eROI is to help district decision-makers navigate the difficult and complex tradeoffs 
involved in resource allocation, understanding that cost is not the only variable to consider. In one 
district, for instance, Parthenon’s analysis showed a significantly higher cost of graduating students who 
were further off-track towards graduation versus only slightly off-track students. While the headline 
finding was not surprising, the degree of the incremental cost was striking. The Parthenon team initiated 
a discussion with the district leadership about how to balance the eROI (increasing graduation rates) 
with the need to ensure that all student populations, including those most off-track and/or with the 
highest needs, had access to high quality educational options (equity). eROI is a tool that enables that 
conversation, highlighting the fact that more than just money matters in education. 
 

Cost 

 

Varies. 
 

For More Information 

 

• Contact Eleanor Laurans, eleanorl@parthenon.com,or 617-478-6317 
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16-0  District/School Resource Gap Analysis Tool  

Lawrence O. Picus and Associates 

 

 
The District/School Resource Gap Analysis Tool allows engagement in strategic budgeting towards 
improved academic performance in core subject areas. The tool is linked to the resource needs of a 
proven effective School Improvement strategy that draws from multiple studies of schools and districts 
that have dramatically improved student learning and reduced achievement gaps. The tool is designed so 
that district and site leaders focus on the allocation of human resources (FTE positions) rather than 
simply assess total dollar costs. By considering the tradeoffs among alternative uses of certificated and 
non-certificated personnel, the district can accurately identify potential trade-offs among personnel 
categories (e.g., core teachers (and class size), elective teachers (including school schedules), 
instructional coaches, and counselors). The tool allows comparison of three personnel allocation 
strategies simultaneously:  

• Current personnel allocations including additions or reductions required by the overall budget  

• Personnel allocations desired by the district  

• Personnel allocations recommended by Odden and Picus’ Evidence-Based Model (see Odden & 
Picus, 2014). 

 
Users input current staff and funding totals for multiple categories of staff (categories linked to the 
School Improvement Model) and for multiple areas of discretionary spending (e.g., professional 
development, technology, instructional materials) for each school and the central office.  Then through a 
menu driven system, users select ratios for desired personnel allocations for elementary, middle, high 
and alternative schools. The model then compares current allocations to both the desired allocation and 
the Evidence-Based Model. Through this, districts can identify areas were they are under or over staffed 
and compare what they currently do with what they would like to do, and with a research based model 
that is based on evidence of how a school would be structured to focus on improving student 
performance. 
 
A School Redesign Tool is also available to be used by principals engaging in the same strategic 
budgeting exercise but just for one school. 
 
Training and support in the strategic reallocation of school resources is also available to school districts. 
 
The District/School Resource Gap Analysis Tool may be used for planning and budgeting purposes. It 

can also be used to evaluate trade-offs among alternative personnel allocation strategies (e.g., if the 

district wanted to place a coach in each school, how much larger would class size need to be? Or what 

other personnel positions could be substituted for coaches? The elements of this tool could easily be 

patched into a district’s budgeting program, if the district budgets staff by staffing categories for every 

school. 

 

Cost 

 

The District/School Resource Gap Analysis Tool is free on the Lawrence O. Picus website. It can be 
used with Allan Odden, Improving Student Learning When Budgets Are Tight (Corwin, 2012), 
particularly Chapter 6, which uses the tool to go through multiple budget scenarios with high, medium 
and low funded schools. 
 
The District/School Resource Gap Analysis Tool also comes with the fifth edition of Allan Odden and 
Lawrence O. Picus, School Finance: A Policy Perspective (McGraw Hill, 2014, available March 29, 
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2013) which sells for about $175. 
 
The School Redesign Tool is available at http://cpre.wceruw.org/finance/reports.php. Use of the school 
reallocation tool is discussed in Chapter 6 of Allan Odden, Improving Student Learning When Budgets 

Are Tight, Corwin Press (2012). 
 
Training and Support:  Lawrence O. Picus and Associates consultants have conducted resource 
reallocation projects with districts that have ranged from $85,000 to over $200,000 depending on the 
size of the district and the scope of the effort. The goal is always to have district leaders understand the 
core concepts undergirding the tool and to be able to operate on their own after the project. 
 

For More Information 

 

• Contact Larry Picus, lpicus@usc.edu 

• Attachment 16-1  District/School Resource Gap Analysis Tool  
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17-0  Decision Science 

Decision Science Developers 

 

 

Rethinking how funds are used in public education is a necessary precondition for so many education 
reform strategies, and yet, most districts are ill equipped to make these financial reallocations. Infusing 
the system with intelligence on productivity-enhancing opportunities has the potential to permanently 
enhance this capacity in districts. The Decision Science platform is designed to both equip leaders with 
the analytics they need to make better decisions, but also with budgeting tools designed to draw leaders 
in to more actively using the financial data in their leadership roles. Toward this end, the platform would 
enable: 
 

Spending Visibility:  Currently there is no scalable, clear way to see how or where funds are spent 
below broad categories at the district level. The Decision Science platform draws on the latest data 
warehousing technologies to extract, integrate, and redesign the presentation of public spending data 
so that system leaders at multiple levels can engage with real-time finance data to discover trends 
and opportunities across schools and services. The platform relies on a deliberate, intuitive, and 
visually appealing design to make financial data accessible, usable, and enlightening. 
 
Smart Analytics to Drive Reform: Leveraging financial and outcomes data, the system computes 
and compares ROI among schools programs, service areas, and units. Drawing on data from many 
schools and districts, the system identifies highflyers and their spending choices as a means of 
prompting new thinking on spending choices and faster adoption of productivity-enhancing 
innovations and spending choices. In the same way that Mint.com uses algorithms to highlight 
relevant tips for personal finance, this system is designed to call out unsustainable models and flag 
more productive spending options among peers (e.g., between similarly situated schools or districts). 
Over time, the infrastructure and algorithms will enable a business intelligence to proactively 
generate alternative spending scenarios including those that leverage technology, making them 
vastly more accessible in order to continuously drive productivity and student outcome 
improvement. 
 
Unit-level budgeting: Simply enabling access to better ROI data doesn’t necessarily create an 
appetite to use the data.  However, this system enhances the relevance of the data with a cloud-based 
interface to enable district, school, and unit leaders to prepare their own budgets (which then get 
rolled up into the district budget). Increased school, unit, and service-level budgeting can enable 
individual schools to make changes with staff attrition, and also encourage more financial 
differentiation, and thus more models from which to learn. 
 
Enhance Finance Training and Consultant Support: With easier, dynamic access to financial 
analytics, the cloud-based system leverages improved finance training and more efficient direct 
consultant support to districts and schools, thereby improving finance capacity at all levels. 

 
Compliance Reporting:  While not a lever for reform, the system vastly simplifies state and federal 
financial compliance, enabling some savings in current spending on these functions. 

 

New Technologies Make the Decision Science Model possible. 

Past finance data systems relied on aggregations of collected and reported data, most of which was two 
or more years old, unable to indicate spending by school or unit level, or required extensive scrubbing 
from year to year to ensure relevance.  With new data extraction technologies, data systems can tap into 
existing real time sources in districts, merging different files to create a richer spending picture that does 
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not hinge on regular district reporting activities. 
  
The Decision Science system is being designed to digitally capture existing data in its current form from 

the various sources at districts (provided districts provide digital access to current systems) and couple 

that with existing outcomes data. The system then integrates the different data to compute many 

decision-relevant measures designed to directly inform strategy decisions in districts. For instance, the 

system will compute school-by-school ROI, make comparisons with like peers, give visibility to spend 

decisions in each school, enable budget models for copying higher performing decisions, flag more 

productive spending choices for specific services or programs, and provide visibility into benchmark 

spending for like peers. 

 

The system can enable school or unit based budgeting and can then roll up those unit budgets to a 

district budget plan. Further, the system can produce spending compliance reports for state, federal, or 

philanthropic purposes. 

 

Cost 

 

Districts pay a startup fee and then yearly subscription.  Where states are early partners with Decision 
Science, fees are lower. 

 

For More Information 

 

• Contact Marguerite Roza, 206-612-0810, marguerite@decisionscience.us, or Victor Reinoso, 
victor@decisionscience.us. 

• Visit www.decisionscience.us  
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18-0  SimBudget 

District Management Council (DMC) 

 

 
SimBudget is a role playing exercise that asks participants working in small groups to close a budget gap 
in a hypothetical urban district. As different options are tested, the budget gap closes or increases, 
potential impact on student achievement is calculated, and political capital spent/gained is estimated. A 
facilitation guide leads both the process and the debriefing. The exercise can be a safe way to understand 
the tradeoffs required for thoughtful resource allocation. 
 

SimBudget is intended to be used at the start of a budgeting cycle to create a decision making 

environment that supports bold, student centered decisions. 

 
 

Cost 

 

$10,000 flat fee, including on-site setup and facilitation. 

 
 

For More Information 

• Attachment 18-1 SimBudget_v5.1_Urban.xlsm 

• Attachment 18-2 SimBudget Facilitation Guide 

• Attachment 18-3 SimBudget Screenshots 

• Contact Nate Levenson, nlevenson@dmcouncil.org  
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19-0  dmPlanning—General Education Staffing Module 

District Management Council (DMC) 

 

 
The dmPlanning – General Education Staffing Module is a suite of web-based tools that supports rule-
based staffing for elementary classroom teachers, elementary specialists (art, music, PE, etc.), secondary 
core teachers, and secondary noncore teachers. Most districts have clear staffing guidelines for 
elementary classroom staff based on class size guidelines, but staffing rules for other positions are 
sometimes less clear-cut. This tool allows districts or principals to create staffing rules, and then based 
on student enrollment and course selections, determine staffing levels at each school in fine detail. 
 

Data from current HR and scheduling systems can be uploaded. This web-based tool can be a key 

component of the budgeting process. 

 

Cost 

 

$300,000 flat fee over 2 years (reduced when purchased with other modules), including setup and 

training. Subsequent years:  $45,000. 

 

For More Information 

 

• Attachment 19-1 General Education Staffing Module Snapshots 

• Contact Nate Levenson, nlevenson@dmcouncil.org 
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20-0  dmPlanning—Special Education and Other Intervention Staff Module 

District Management Council (DMC) 

 

 
dmPlanning – Special Education and Intervention/Support Staffing Module is a suite of web based tools 
that supports rule-based staffing for special education teachers, related service therapists, 
paraprofessionals, ELL teachers, Title 1 staff, psychologists, social workers, reading teachers and other 
support staff. Most districts have clear staffing guidelines for elementary classroom staff based on class 
size guidelines, but support staff don’t have fixed class sizes and caseload data is often the only available 
data, but caseload is a poor proxy for making staffing decisions. Based on actual student needs and 
current service delivery model, this tool helps determine staffing levels in each building and identifies 
opportunities for greater effectiveness and efficiency. 
 
Data about staff members’ weekly schedules provides insights required and optimal staffing patterns. 

This web-based tool can be a key component of the budgeting process. 

 

Cost 

 

$300,000 flat fee over 2 years (reduced when purchased with other modules), including setup and 

training. Subsequent years:  $45,000. 

 

For More Information: 

 

• Attachment 20-1 Special Education and Other Intervention Staff Module Snapshots 

• Contact Nate Levenson, nlevenson@dmcouncil.org 
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21-0 dmPlanning Special Education Transportation, Out of District Tuitions, and Subcontracting 

Module 

District Management Council (DMC) 

 

 
dmPlanning – Special Education Transportation, Out of District Tuitions, and Subcontracted Services 
Module helps manage and forecast line items prone to large swings during the school year. Most parts of 
a school budget stay fairly static during a school year. For example the number of first grade teachers 
doesn’t change much from September to June. A few big line items can fluctuate greatly, especially 
special education transportation, out of district tuitions, and subcontracted services. The tool tracks day 
in and day out changes, updates year-end forecasts based on the newest placements, and helps forecast 
next year’s needs. It also calculates fully loaded costs by student, highlighting areas worthy of further 
research or alternatives. 
 
Some line items change a great deal during the school year, making it difficult to manage and budget. 

This web based tool helps improve managing current year expenses and forecasting next year. 

 

Cost 

 

$100,000 flat fee over 2 years (assuming purchased with at least one other module), including setup 

training, account management, data mining/cleansing. Subsequent years:  $15,000. 

 

For More Information 

 

• Attachment 21-1 – Special Education Transportation, Out of District Tuition Snapshots 

• Contact Nate Levenson, nlevenson@dmcouncil.org 
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22-0 Unit Costing Tool 

District Management Council (DMC) 

 

 
The idea of knowing unit costs (cost per student served) is fairly straightforward. How much does it cost 
per student to provide an AP course or a particular intervention or hundreds of other services? Districts 
often spend hundreds or thousands of man-hours to calculate these costs, often with the help of 
consultants. Once completed, the process takes nearly as long to replicate in future years, or longer if the 
internal staff and consultants have moved on. 
 
This tool draws key data from existing systems and automates the calculations in future years. 
 

This tool automates the calculations of unit costs, embedding capacity for future years. 

 
 

Cost 

 

Fee varies and includes consulting, setup, training, account management, and data mining/cleansing. 

 

For More Information: 

 

• Attachment 22-1 Unit Costing Tool Snapshots 

• Contact Nate Levenson, nlevenson@dmcouncil.org 
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23-0 Fiscal Forecasting Model 

Boston Consulting Group/Public Financial Management (BCG) 

 

 

The tool enables districts to forecast their financial position over a five-year time horizon, based on 
assumptions about anticipated changes in revenue streams and expenses. It also enables districts to see 
the multi-year impact of specific strategic choices (e.g., changing class sizes, closing or opening schools, 
changing compensation or benefits packages) at a granular level, thereby allowing for strategic financial 
planning. 
 

The tool is a client-customized tool built in Excel by another firm, for the School District of 

Philadelphia. Boston Consulting Group provided input into key assumptions (e.g., savings initiatives 

and their yield over time).  BCG cannot share the tool, but can put an interested district in touch with 

senior leaders at the district. 

 

Cost 

 

This tool is a custom-built model, built by Public Financial Management for the School District of 
Philadelphia. BCG does not know how much it cost, but estimates a likely range of $200,000 -- 
$400,000 in consulting fees. 

The tool also required heavy engagement from the school district's budget office, to provide the right 
inputs into the model and to validate assumptions. BCG estimates another $100,000 -- $200,000 in staff 
time. 

For More Information 

 

• Attachment 23-1 Fiscal Forecasting Model 

• Tyce Henry, BCG, Henry.Tyce@bcg.com, 301-664-7517 
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24-0 Dynamic Budget-Staffing Model  

Boston Consulting Group (BCG) 

 

 

A BCG client found it difficult and time-consuming to estimate the fiscal impact of different teacher 
staffing scenarios (e.g., the impact of changing elementary class size from 22:1 to 24:1). This tool was 
built to allow the district to input desired staffing ratios and output budget impact (number of teachers of 
different grade levels and types, and cost) over a multi-year period. The tool used school- and grade-
level enrollment projections, staffing rules (e.g., when to round up or down a teacher), and input ratios in 
order to estimate the number of teachers, and then applied teacher compensation information to 
determine cost. Compensation variables also could be changed to allow the user to project the fiscal 
impact of simultaneous changes to staffing and compensation. The tool was built to support a traditional 
step and lane salary schedule but potentially could be altered to accommodate other compensation 
structures. 
 

The tool is a client-customized tool built in Excel. BCG cannot share the client-specific tool, but can 

share information on what it does and how it was designed so that it can be replicated. This tool could 

be replicated in Excel and customized to districts' unique approaches to teacher staffing. In this 

capacity, such a tool can be used to give decision makers the ability to quickly model the financial 

impact of different staffing and compensation scenarios. The tool does not replace any IT systems used 

to manage actual teacher staffing, and its capabilities could be built into more robust IT systems as a 

more permanent solution. 

 

Cost 

 
This is a customized tool built in the context of a consulting project.  There is no cost to the tool apart 
from the cost of the consulting services associated with creating it (see below).  While creating the tool 
with high quality and in a short amount of time required a high level of analytical and organizational 
skills, the methods used to create the tool are not proprietary and could be replicated by anyone with the 
necessary skills. 
 
It is unlikely that another district would need a tool that is exactly the same; some districts may already 
have some of the capabilities this tool provided within larger HR IT systems. However, lacking these 
capabilities within existing systems, a similar tool could provide similar benefits to any district. 
 
Developing this tool required the work of one consultant for six weeks, with part-time support from a 
BCG project manager. Such work is typically part of a broader engagement but the estimated cost of this 
piece alone is $300,000. This cost includes services to train a district owner/users of the tool, and to 
engage with senior district leadership on how the tool can be used in the context of a broader effort to 
improve the district's use of resources. This cost could be higher or lower depending on data quality and 
availability; a majority of the time spent in developing the model was spent on gathering data and 
validating assumptions. 
 

For More Information 

 

• Attachment 24-1 2013-03-22 Dynamic Cost Model for BMGF 

• Tyce Henry, BCG, Henry.Tyce@bcg.com, 301-664-7517 
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25-0 OrgBuilder  

Boston Consulting Group (BCG) 

 

 

Redesigning parts of the organization can be challenging. OrgBuilder is a tool that automates this 
process to help you identify and realize cost savings, improve effectiveness, and track implementation. 
 
OrgBuilder has five key components: 

 

1. Establishing the baseline  

 

Objectives  

• Capture a snapshot of the organization today 

• Understand the current reporting structure 

• Gather all the data in one place 

Key activities  

• Create a comprehensive HR balance sheet (including headcount, positions and roles)  

• Build a complete, accurate data set 

• Establish a baseline for measuring change 

 

2. Identifying opportunities 

 

Objectives 

• Set realistic goals 

• Quantify the outcomes: Estimate cost savings and productivity gains 

• Make the case for change, set out the “burning platform” 

Key activities  

• Systematically assess spans, layers, duplication and other metrics 

• Compare departments, roles, headcounts and costs with BCG industry benchmarks  

• Identify potential outcomes: Greater efficiencies by reducing overhead and duplication 
while increasing effectiveness by improving decision making, accountability and 
collaboration 

• Bring BCG experience to bear – the product of thousands of engagements 

 

3. Design 

 

Objectives 
• Assess choices by examining a range of scenarios  
• Understand the implications of roles, staffing and collaboration requirements 
• Make the best decision for a course of action  

Key activities  

• Match layers and spans of control against business objectives – find the right mix for 
better feedback, more transparency, smarter decisions, open collaboration and greater 
efficiency 

• Optimize the structure by products, segments, channels, geographies or functions 

• Work with clients to make the difficult decisions, forge consensus on the final outcome  

 

4. Execution 
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Objectives 

• Make implementation transparent, fair and credible to retain employees trust 

• Treat people with respect and build confidence over time 

• Keep key talent on board and drive change without losing momentum 

Key activities  

• Work to find the best fit for each position, match the individual with the role and 
provide opportunities for growth 

• Move forward by “cascading” change – empower each layer to organize the next one 
down. Keep the process local and organic  

• Create an environment for fair and flexible decision making.  Keep channels of 
communication open   

 

5. Accountability 

 

Objectives 
• Track and manage against defined goals, metrics and benchmarks 
• Identify problem areas early 
• Make swift and effective course corrections 

Key activities  
• Establish a framework for real-time tracking  
• Monitor layers, spans, headcount, productivity and speed 
• Inculcate the behaviors and practices that make change permanent  
• Ensure individual accountability and engagement  

 
 
When districts need to redesign parts of their organization to reduce costs and improve effectiveness, 

OrgBuilder will automate, standardize and guide across all steps of redesign effort. 

 

Cost 

 

For More Information 

 

• Attachment 25-1 OrgBuilder marketing deck 

• Tyce Henry, BCG, Henry.Tyce@bcg.com, 301-664-7517 
 

 

 

 


