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Measuring the Value of Investment

A CoSN K-12 Leadership Initiative
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[ CoSN’s TCO and VOI
bt AR Projects

Understanding Where You Are (TCO),
and

Helping to Plan Where You Are Going
(VOl)
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I Total Cost of Ownership
byt AR (TCO)
= A methodology for determining all of the costs

for implementing and maintaining networked
computers

= “‘Would you tell me, please, which way | ought
to go from here?'
‘That depends a good deal on where you want
to get to,' said the Cat.”

Lewis Carroll's “Alice in Wonderland”

e It's difficult to determine your technology
direction if you don’t understand current costs
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\(‘.!!.Hﬁ?e,m Why CoSN’s TCO Project

» School leaders didn’t understand how to
plan for the long-term costs of managing
technology

* Increasing complexity of networks makes
understanding ongoing TCO more
important

» Schools need to manage networks to
avoid backlash against educational
technology
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value TCO Focus

o iNVestment

» Help Identify all of the costs of acquiring
and maintaining a networked computer
environment
— Direct technology and labor costs
— Indirect (end-user) labor costs

» Know where you are so that you can plan

» Understand costs to drive efficiencies

» Reassure constituents that dollars
are being used wisely
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CoSN'’s Taking TCO to

value the Classroom
rcol Launched June 1999
‘L Includes:
L Web-based TCO assessment
taking tool developed by CoSN and

Gartner (U.S. Schools Only)

8 TCO Case Studies (plus 3
One-to-one Studies)

TO THE
classroom
www.classroomtco.org
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Measuring the Value of

value Investment

TCO is key to knowing your current costs
(Where you are) and helps to anticipate
future costs
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How do you determine the value of
proposed investments (Which way to go)?
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I Measuring the Value of
bt AR Investment (VOI)

*New CoSN Initiative

*Methodology to Help Schools
Determine Costs and Benefits
vqlue of Proposed Projects

T elncludes Project Cost Estimator
and Benefits Worksheet
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VOI and the School
Mission
The business of schools is education

Value of Investment = Total benefit towards
school mission or goals vs. Anticipated costs of
project

value
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> ROI (used by business) is only effective as it allows
resources to be diverted to school mission

> Need to determine and measure qualitative benefits
Costs can be estimated —
Measuring benefits is more difficult
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Technology Applications

value Value Measures

 Infrastructure improvement —ROI: computer services
staff and/or user efficiencies reducing costs

» Administrative computing applications — such as
accounting and SIS; ROI: reduced administrative costs

» Community outreach — Internet applications to )
communicate with parents, students and the community
at large; some ROI, but more community image and
student performance value

> Teacher computing — Teacher productivity and
teaching tools; ROI plus value for enhanced student
achievement

- Student computing —~Improved student achievement;
potential personnel productivity
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I Methodology
bk oed R Determining Costs and Benefits

1. Estimate project costs (Project TCO)
2. Subtract and $ savings for net cost
3. Measure (score) benefits

Align with school mission, goals, mandates

State in measurable terms

Effect of project on applicable goal(s) (+ or -)

Importance of affected goal

4. Assess risk

Weigh anticipated risk-weighted benefits vs. estimated
net cost

o

6. Was it worth it? - Evaluate Results
*  Actual costs

QJUEH *  Actual benefits
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Proposed 9th Grade One-to-one Laptop Pilot
100 laptops to all 9t graders at school #1

The Process
Estimate Project TCO costs
Savings, Productivity, Cost Avoidance, Revenue

Determine and Score Measurable Benefits
Toward District Goals

Risk Assessment
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value 1. Estimate Project TCO

Budgeted Costs
Initial & Implementation Costs
Ongoing costs

Real Costs for Real VOI

Includes indirect labor for Project TCO
iﬁjm;

Project TCO = $69,560 for our example
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I 2. Calculate Estimated
VO e Savings

Estimated Savings = $18,400
Teacher productivity = $16,800
8 teachers x 70hours x $30/hour
Printer purchase avoidance and supplies
savings = $1,400
Mailings = $200
Free up lab space - N/A for Pilot
Net Cost (TCO minus savings) = $51,160

Qﬁﬂuﬁﬂ )
www.cosn.org "

www.edtechvoi.org

3. Measure (Score)
Benefits
$ Savings have been covered...
Now determine Qualitative Benefits
(The business of schools is education)

Tie project benefits directly to school or district
mission, values, goals, mandates

Importance of the value, goal, mandate
Effect of the benefit on this value, goal, mandate
State benefits in measurable terms
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value Al Measuring Benefits

Areas of Value for K-12
-- Base Yours on School Mission/Goals Fit --
ROI — Staff efficiencies, equipment savings, service level

Student Achievement — measure by test scores, attendance,
graduation rates

Political Value — qualitative constituent approval
215t Century Skills — measure against list of desired skills
Curriculum Expansion — especially for small districts

NCLB, Federal, State Compliance — directive; may affect
funding

Equity (Digital divide and students with disabilities)
Improved Assessment — efficiencies and timely feedback

Adult & Vocational Education — source of revenue, political
value

More...
((EHEII
www.cosn.org
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value  Project Benefits Worksheet

* Download (Excel .xls format)

« Enter school/district mission, goals, mandates,
values

¢ Assign relative importance

« Align measurable project benefits with these
goals

« Consensus effect of each project benefit on the
goals (+ or -)
* Project score is calculated
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value  Benefits — Laptop Pilot

R group std math scores
Perform in the top 25% B from 45 to 60 40
of schools in the state Raise control group std reading scores
3
from 51 to 60
Keep students in school s Increase graduation rate from 87% to o .
through graduation 95% (Can't measure for 4 yrs)
Prepare students for
workforce and college s 90 % of graduates will have the 5 20
following 21st century skills...
success
Provide each student with a computer 5
and internet access
Close the gap on minority std test
Provide equal scores in math from 12 points to 5 2
opportunity for all 9 points 72
students Decrease drop-out of minority students 2
from 20% to 5%
Close the gap on students with
disabilities standard test scores in 1
math from 12 points to 5 points
[TOTAL PROJECT SCORE 206 Fe
LG[FFottiess than or equarto 10 ?_
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value 4. Assess Project Risk

Consensus of probability of success

* For project evaluation purposes only:
— Apply to $ savings
— Apply to qualitative benefits score

« Laptop pilot example: 90% probability of succes
— $18,400 Savings x .9 = $16,560

— Risk-weighted net TCO = $69,560 — $16,560 or
$53,000

— Risk-weighted benefits score = .9 x 206 or 185
— Covers only 9" grade (25% of school): Score = 46
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5. Evaluate Benefits vs.

!9!.!,’;9,,..“,.., Cost
Compare projects competing for the same
funds

* Student laptop pilot project

— Score 46 vs. cost of $53,000
(Whole school would be score of 206 vs. cost of $212,000)

e Upgrade and Refurbish auditorium and stage
— Score 35 vs. $83,000

Confidently articulate costs and benefits
in measurable terms
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Schools need to understand
their educational goals and
how technology will support
their goals — something a TCO
assessment and Value of
Investment (VOI) project
assessment helps to clarify
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TCO/VOI Resources

http://www.classroomtco.org
CoSN-Gartner Tool, Data definitions and case studie
White papers and presentations
Additional tools and resources

http://www.EdTechVOl.org
Articles and presentation
One-to-one case studies
Technology Project Cost Estimator
Project Benefits Worksheer

Support: k12tco@alyrica.net &=
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Thank You CoSN VOI Project Sponsors!
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