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Introduction: Knox County Schools Context and Commitment 
 
With 88 schools, over 56,000 students, and a budget of $406 million, Knox County Schools (KCS) is the 69

th 
largest school 

district in the country and the third largest district in Tennessee.  Serving a socioeconomically and geographically diverse area 
and student population (an urban central city core, numerous suburbs, and rural communities), the KCS is successfully 
addressing many of the critical challenges that districts across the nation face. The KCS’ track record in instructional innovation 
and academic performance has been instrumental in creating parent and community engagement.  Parents and families identify 
strongly with the KCS as indicated by the very high percentage of local students who attend KCS rather than private schools. 
 
The Bill and Melinda Gates Foundation has invited the KCS leadership to submit a proposal to become one of the sites in the 
Strategic Use of Resources Initiative.  Through this initiative, the Foundation seeks districts that will demonstrate for the nation 
how intentional planning, strategic alignment of resources, and courageous decision-making ensure that schools serve students 
and families in the high-quality and sustainable way they deserve to achieve excellence for all.  With the educational needs of 
our students and families so great and the resources increasingly scarce, this issue of strategically aligning resources has 
become critical, and the districts that work with the Foundation will be vital exemplars for the field as a whole. 
 
What will the work entail? Through this project, the KCS will scrutinize human and financial resources, determining whether 

they are in fact closely aligned with the district’s core instructional priorities.  In doing so, the KCS will tackle the thorny issues 
that confront school districts across the country – the design of instructional models (including decisions related to use of time 
during the school day), special education models and various intervention programs, and instructional support staffing models – 
with the goal of identifying ways to make these services more effective or opportunities to free resources which can be 
reallocated to other initiatives with higher potential impact.  
 
In addition to conducting detailed analyses (including financial, student performance, and return on investment), the project will 
also focus on sustaining this work beyond the duration of the grant.  While the district’s data collection and reporting systems 
(e.g., data warehouse) are strong, district processes leave room for improvement. The KCS intends to identify gaps in current 
planning, budgeting, and evaluation processes in order to develop and implement a district-wide continuous improvement 
process that does not feel like an “add-on” but becomes “part of the culture” and is embedded in district leadership daily 
operations.  Achieving this goal may require a few budget cycles to perfect, but the KCS is committed to better connecting 
independent programmatic evaluations (occurring in many places throughout the district) to the annual budget development and 
adoption process.  While the underlying analyses, systems, and tools are important components of any resource allocation 
initiative, it is the KCS’s strong belief that no resource allocation initiative can be successful in the long term if is not embedded 
in the culture and everyday processes of district management. 
 
What will it take to do this important work?  Why will the KCS be successful?  The KCS’ plan to work in close partnership 

with The Parthenon Group and with Education Resource Strategies (ERS) is outlined later in the proposal.  This introduction 
focuses on the reasons why the KCS is well positioned to successfully execute its plan: 

 Demonstrated track record  

 Bold but achievable vision for success 

 Alignment with ongoing KCS work 
 
 
I. DEMONSTRATED TRACK RECORD 

The KCS has a demonstrated track record in delivering on instructional priorities to drive academic improvement, using 
resources strategically and efficiently, and executing on challenging stakeholder engagement and change management. 
 
Strong Academic Performance: The KCS is currently in the fourth year of its five-year strategic plan, Excellence for All 
Children. The plan laid out four fundamental goals for the KCS: (1) a Focus on the Student (with an emphasis on high 
expectations, rigorous curriculum, multiple pathways, individual learning plans and targeted interventions); (2) Effective 
Educators (with an emphasis on rigorous evaluation systems to help teachers grow, on teacher supports such as Professional 
Learning Communities in every school and instructional coaches working across schools, and leadership pathways for 
teachers); (3) Engaged Parents and Community (making data available and transparent, educating parents on grade-specific 
expectations, and facilitating opportunities for parents and families to engage with schools); and (4) Efficient and Effective 
Infrastructure to support the first three goals.   
 
Importantly, the Excellence for All Children plan identified clear performance targets for each strategic goal, and was followed by 

a deliberate effort to translate the high-level strategic plan into department-level implementation plans with clear milestones.  
Due to the intentional planning process, the KCS has been able to report annually on the progress of various initiatives 
undertaken under the strategic plan and, most importantly, has seen its student academic performance improve significantly 
from year to year. 

 A key performance target of the strategic plan was 100-90-90-90 which translates into an overall goal of 73% of 
incoming freshmen graduating college and career ready (100% of students completing high school in four years, at 
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least 90% graduating with a regular diploma, at least 90% of graduates taking the ACT, and at least 90% of ACT takers 
scoring a 21 or better). The KCS has already achieved one of the key components – graduation rate surpassed 90% in 
2012. The percentage of incoming 9

th
 grade students who graduate with an ACT score of 21 or better increased from 

34% in 2009 to 40% in 2012.   

 In addition, the KCS saw overall scores on the Tennessee Comprehensive Program (TCAP) improve in grades 3-8 in 
all four tested areas: Math, ELA/Reading, Social Studies, and Science, and overall TCAP proficiency rates exceeded 
those of the state as a whole, even after the standards dramatically increased in 2009.  While TCAP achievement 
results are still not where the KCS aspires to be, the strong gains are evidence that the instructional reforms that KCS 
has implemented to date are beginning to bear fruit. 

 
Strategic Use of Resources: While executing on the strategic plan, the KCS has already taken important initial steps to make 

the most of its financial and human resources:   

 For example, the KCS has consistently worked to move resources out of the central office and to the schools.  In 2007-
08, the district’s central office was already relatively lean compared to other districts (spending on central office 
personnel represented 3.6% of the district’s total budget).  By 2012-13, the district had successfully reduced this 
percentage to 3.2% of the total budget, demonstrating its seriousness and commitment to making the hard decisions 
that the Strategic Use of Resources work will require.  As part of the upcoming project, the KCS seeks to validate that 
its central office is indeed lean compared to valid and accepted benchmarks. 

 Another example of the KCS’ aggressive management of non-instructional expenses to maximize the proportion of 
funds available for instruction and school support is how the KCS has handled energy costs.  Over the last four years, 
the KCS has engaged in a significant energy management and energy education project with TRANE; as a result, the 
KCS has upgraded its systems incurring no additional capital outlay, and has reduced its annual energy consumption 
by about $1 million (or 6.5%) while adding over 500K sf. of space, at a time when rate increases were greater than 
30%. The actual savings and the avoidance of significant increases directly benefited instruction. 

 Another demonstration of the KCS’ commitment to asking hard questions about its resource use is the district’s prior 
work examining Return on Investment.  In 2012, the KCS published a report with analysis of the following areas: 1) 
expenditures versus student performance outcomes, 2) present return on investment for major district initiatives and 3) 
a comparison study of other schools with similar demographics but better outcomes (the ROI report is provided in 
Appendix F). Among other findings, the report revealed that the instructional coaching model (a key support to 
teachers) was being deployed inconsistently across the district.  As further evidence of the district’s seriousness in this 
work, in the year since the report was completed the KCS leadership followed through with the report’s 
recommendations: (1) changed the supervisory structure for instructional coaches; (2) set specific expectations around 
the types of activities in which coaches should be engaged and the amount of time that should generally be dedicated 
to each type of activity; and (3) significantly reworked the model of deploying coaches to schools.  The KCS team and 
system is primed to go deeper in its assessment of the strategic use of resources and is eager for the opportunity to 
partner with the Foundation to do so. 

 
Multi-Tiered Stakeholder Engagement and Change Management: The KCS leadership team is intentional and methodical in 

its approach to stakeholder engagement and change management.   

 Strong examples of this are the 2008 Central Office Review for Results and Equity (CORRE) report developed by the 
Annenberg Institute for School Reform at Brown University and the 2009 district-wide strategic planning process.  In 
both instances, senior district leadership successfully engaged a multitude of stakeholders in a discussion of strategic 
priorities and operational issues.  More detail is provided in Criterion 4 of the proposal. 

 The process of engaging stakeholders in the next round of strategic planning and resource allocation discussions has 
already begun.  In his recent (February 5

th
, 2013) “State of the Schools” address, Superintendent McIntyre described 

instructional initiatives undertaken by the district and student academic progress to date, and articulated three 
important resource priorities related to instruction going forward: Sustaining and enhancing instructional improvement 
initiatives that were put in place in 2012-13 (early literacy strategies, interventions, tutoring, expanded learning centers 

at high schools, summer bridge program for 6
th
 grade students, expansion of magnet programs, teacher support 

programs including instructional coaches, strategic compensation for teachers); Strategic review and potential 
enhancement of educator compensation levels (the average salary of a KCS teachers ranks 37

th
 in the state among 

school systems; effective teachers often leave to teach at neighboring school districts with higher compensation levels); 
and Facilitation of personalized student learning and implementation of the Common Core with the support of 
instructional technology.  

 Following this clear prioritization, the KCS leadership team met individually with School Board and County Commission 
members to present the detail behind these priorities and the budgetary implications.   The preliminary 2013-14 budget 
was approved by the Knox County Board of Education on April 9

th
 and has been shared with the County Mayor and the 

County Commission for action in June. 
 
II. BOLD YET ACHIEVABLE VISION FOR SUCCESS 

The KCS has a bold yet achievable vision for success.  Importantly, this vision is not just a plan on paper, but rather a plan that 
the KCS leadership has begun to implement.  Many elements of the vision align with the broader Foundation strategy and will 
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continue to drive student achievement across the district.   As illustrated in Figure 1 below, these strategies are deeply 
intertwined.  A deep understanding of resource allocation and identification of opportunities for re-alignment will be critical steps 
in advancing the three key areas of instructional focus for the district outlined in the Superintendent’s recent State of the Schools 
address: teacher effectiveness, personalized learning, and the effective implementation of the Common Core State Standards. 

Figure 1: KCS Key Instructional Priorities 

 

The KCS’ existing work on educator effectiveness includes the following initiatives: (1) new rigorous evaluations (the 

Tennessee Educator Acceleration Model or TEAM) and the strategic use of teacher effectiveness data in staffing and 
employment decisions; (2) school improvement strategies that rely heavily on teacher leadership and teacher collaboration 
(Teacher Advancement Program or TAP); (3) teacher supports aligned to teacher needs in the form of Professional Learning 
Communities in all schools and Instructional Coaches; (4) strategic teacher compensation in the form of a performance-based 
bonus system called Advance-Perform-Excel (APEX); and (5) the Leadership Academy, a collaborative venture between the 
University of Tennessee and the KCS, which prepares talented individuals to become outstanding new school principals through 
an intensive 15-month fellowship program.  This work is viewed as foundational by the KCS and will continue.  As part of the 
Strategic Use of Resources Initiative, the KCS seeks to identify resources that could be shifted to expand the number and reach 
of effective educators throughout the district.  With 80% of the budget funding instructional and instructional support resources, 
the need to closely link effectiveness and resources is critical. 
 
The KCS leadership recognizes that improving educator effectiveness in the current model is necessary but not sufficient to 
achieve the academic outcomes the district seeks, especially in the context of the higher standards of the Common Core.  To 
that end, the KCS has initiated a pilot to develop and implement more personalized models of instruction, leveraging 

technology to increase the reach and effectiveness of the great educators already in place.  Through the “School Technology 
Challenge,” 11 schools in the KCS will receive dedicated resources to support hardware, software, infrastructure, and training 
expenditures.  Through this pilot program, the KCS will assess how one-to-one technology in the classroom can be leveraged to 
create a personalized, student-centered learning environment that is designed to meet the individual education needs of each 
student. The pilot program will serve between 6K and 7K students, or over 10% of the district’s student population, beginning in 
the 2013-14 school year. 
 
While the KCS does not pretend to have solved the challenge of developing new personalized models, the district firmly believes 
that doing so will be essential to sustainably deliver the kind of improved results students and families require.  As the KCS goes 
through the development of these models, it will pay close attention to what is working and what is not, and shift resources 
behind those elements that are working.  To that end, a major deliverable of the work in the Strategic Use of Resources will be 
focused on developing a process that enables the district to continuously reevaluate the highest and best use of resources as 
more information is gathered on effective models. 
 
Finally, all of this work is tied to the critical goal of raising expectations for our students and teachers through the successful 
implementation of the Common Core State Standards.  The KCS leadership views the district’s efforts to improve educator 

effectiveness and increase the level of personalization as key elements for the successful implementation of the CCSS.  As part 
of this project, the KCS is eager to investigate additional ways to strengthen implementation of the Common Core throughout 
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the district.  One pathway includes departmentalizing elementary education and allowing teachers to “specialize” earlier in core 
subject areas (more on this under Preliminary Hypotheses in Criterion 1). 
 
III. ALIGNMENT WITH ONGOING KCS WORK 

This is an opportune time for the KCS to become one of the demonstration sites in the Strategic Use of Resources Initiative.  
Starting this summer, the KCS will begin a process to develop a new five-year strategic plan that builds on the current 
Excellence for All Children roadmap.  The KCS intends to have a new strategic plan ready for review by its Board of Education 
by February 2014, which coincides well with the timing of the Strategic Use of Resources Initiative.  The strategic planning 
process will provide the framework for deep engagement with both internal and external stakeholders on potential resource 
alignment ideas, all within the context of the district’s strategic instructional priorities. 
 
Critical to the initiative objectives, the KCS is committed to sharing the work it is doing broadly and welcomes the chance to do 
so.  The KCS already plays a thought leadership role in Tennessee and across the nation. District leadership participates in key 
regional networks and is consulted nationally on a variety of education reform issues.  The district serves as a model for the 
state and the country in setting strategic direction, delivering against strategic priorities, and implementing instructional 
innovation in thoughtful and intentional ways.

1
  The KCS is excited about participating in the Strategic Use of Resources 

Initiative and broadening its ability to assist the rest of the field.  The district sees tremendous value in the work not just to KCS, 
but also to other districts across the nation.  As evidence of the district’s interest and commitment, Appendix E includes a signed 
copy of the Memorandum of Understanding, as well as letters of support from The Knoxville Chamber, the Great Schools 
Partnership, and the Knox County Council PTA. 
 
How the KCS Will Measure Success: Ultimately, the KCS work in the area of resource alignment will be successful when the 

district meets the following objectives within the timeframe provided by the Foundation (July 2013 to October 2014):  

(1) Develops and adopts a follow-on strategic plan that reflects the key instructional priorities desired by district leadership 
and a broad range of constituents, both internal and external;  

(2) Completes an intensive effort to identify resources to realign in support of top instructional priorities;  
(3) Develops and begins to implement a continuous improvement process to ensure that resources are being moved from 

“what’s not working” to “what’s working”; 
(4) Develops a 3- to 5-year strategic finance plan that incorporates the programmatic priorities reflected in the strategic 

plan, and clearly identifies implementation costs, key implementation activities and their owners 
(5) Establishes and adopts a 2014-15 operating budget that reflects significant steps to align resources needed to 

implement the instructional priorities identified in the strategic plan; 
(6) Develops and begins to implement a district capacity building plan aimed at ensuring that district leaders have the skills 

necessary to continue resource alignment best practices on an ongoing basis, after the project ends. 
 

 
  

                                                           
1
 Superintendent: Part of Race to the Top state finalist presentation team to USDOE; US Congressional Education Subcommittee Testimony 

(February 2013); State Legislative testimony on TEAM (2012); State PTA Superintendent of the Year (2010, 2011, and 2012); Member of the 
steering committee of TN SCORE (State Collaborative on Reforming Education); ASPEN Institute Fellow; University Council for Educational 
Administration (UCEA) Excellence in Educational Leadership Award.   
District Leadership: The Director of Professional Development is on the Common Core State Leadership Team; district leadership takes on 
various leadership roles in supervisor and administrator regional Study Councils, and participates regularly in state pilots for new initiatives 
(e.g., TEAM evaluation, student survey pilot, etc.).  District leadership influenced the selection of the TEAM rubric (as the only district in the 
state with NIET/TAP rubric in use); presented at the TOSS (Tennessee Organization of School Superintendents) Fall Meeting regarding 
fidelity of implementing the TEAM evaluation process; and participated in the Innovation Acceleration Fund (7 districts in the state selected by 
TDOE).  The district also received the National Institute of Excellence in Teaching District of Distinction Award 2013 (one of two nationally), is 
a Regional STEM Hub location, and hosts a State STEM platform school. 
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Criterion 1: Amount and Nature of Support the KCS Will Receive from Parthenon 
 
To address this criterion, we have structured the response into the following three areas: 

 The first section provides detail on the project timeline and the different phases of work, outlining for each phase: 

the questions and issues to be tackled, the activities to address them, and the deliverables that will result.   
 The next section presents a high-level capacity framework which includes a preliminary assessment of the KCS’ 

current capacities and identifies where support from Parthenon and ERS will be needed the most.  
 The final section outlines in broad strokes the district’s instructional priorities and provides some specific 

hypotheses on resource alignment opportunities.  The KCS leadership team and Parthenon have jointly identified 

these as initial areas of focus to test as part of the resource alignment work.  These hypotheses are a starting point to 
ensure the work is focused and productive.  The intention is to quickly validate or invalidate these hypotheses in 
Phases 1 and 2, recognizing that the work may lead to other areas of focus. 

 
I. PROJECT TIMELINE AND PHASES OF WORK 

KCS leadership, Parthenon, and ERS propose the timeline shown in Figure 2 on the next page for their joint work in the area of 
resource alignment.  The timeline indicates who will take the lead in each set of activities: 

Orange 
Sections 

 Parthenon and ERS will provide light touch support prior to the project kicking off (e.g., data collection and high-level 
validation).  ERS will have a more active role, with support from Parthenon. 

Dark 
Blue 

Sections 

 ERS will take the lead and provide an intensive level of supports (e.g., resource allocation analysis).  Parthenon will play a 
support role in this area, by facilitating any additional collection and clarification of data through its team (which will spend 
more time onsite than ERS). 

Dark 
Green 

Sections 

 Parthenon will take the lead and provide intensive levels of supports (e.g., facilitation of discussions to prioritize specific 
areas for potential quick wins, program ROI analysis, facilitation of broader resource allocation discussions and support to 
district leadership when they are facilitating these discussions, process improvement recommendations, etc.). 

Gray  
Sections 

 KCS will take the lead (e.g., engagement of stakeholders in the strategic planning process, engagement of stakeholders in 
the budget development process). 

Light 
Green 

Sections 

 Parthenon will provide light-touch support to KCS, in the form of regular progress check-ins and visits, once the analytical 
and prioritization phases are completed in December. 

Figure 2: Resource Initiative Timeline 

 
 
The pages that follow describe in detail the five phases of work shown above.  The KCS, Parthenon, and ERS have thought 
deeply about how best to partner in order to ensure that the KCS owns and is prepared to drive short and long-term actions in 
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response to the Strategic Use of Resources Initiative.  As such, the teams have been intentional in identifying each of their roles, 
with intensive analysis, planning, and capacity building occurring from July to December 2013 (Phases 1-3).  The analytical 
supports have been deliberately front-loaded in order to complete the bulk of the analytical and planning work in time to 
incorporate the recommendations and new approaches into the work of the budget planning cycle which will begin in November 
of 2013. Ongoing partnership between the KCS and Parthenon will continue well beyond December 2013, as is standard 
practice for Parthenon.   
 

Phase 0: Pre-Work (May-June) 

In order to “hit the ground running,” Parthenon and ERS will build off work from the proposal writing to understand the following 
questions in depth: 

 What are the KCS’ current strategic priorities? What is the instructional strategy of the KCS today?  What are the most 
important instructional initiatives that the KCS seeks to fund going forward? 

 What are the emerging hypotheses regarding opportunities for resource allocation? What are the biggest concerns or 
sensitivities? 

 What are the most relevant inputs and outcomes to include for each initiative considered for ROI analysis?  
 Who are the key stakeholders?  When and how should they be involved in the process? 
 What finance, HR, and student data is available to enable the Phase 1 analysis? 

 
Working closely with the KCS leadership, Parthenon will undertake the following key activities: 

 Facilitate one to two sessions with district leadership to evaluate and prioritize areas for in-depth investigation, building 
off work to date which is summarized in this document. 

 Continue to discuss ROI analyses and reach preliminary agreement on what outcomes to use for ROI analysis. 
 Refine and finalize the stakeholder engagement plan (including project governance structure, committee composition, 

outreach as part of the strategic planning process, and main components of the communications plan). 
 Finalize membership of project teams (Steering Committee and Project Working Group).  

 
Working closely with the KCS leadership and with Parthenon, ERS will undertake the following key activities: 

 Share a comprehensive data request with KCS. 
 Collect finance, HR, and other data from the district, clarifying the data request as needed (e.g., via phone calls with 

KCS’ EMIS Developer who will oversee data collection process on behalf of the district). 
 Conduct high level data validation and flag any potential data issues. 
 Begin to assemble disparate data files into a master file for analysis purposes. 
 Begin to code the data and map it to ERS’ data model. 

 
This phase will culminate in the following deliverables: 

 Prioritization of initial hypotheses (cost reallocation options)  
 Agreement on goals, scope, and high-level methodology of eROI analysis 
 Clear mapping of the KCS stakeholders, with an outreach strategy for each stakeholder group 
 Project governance structure finalized and committees formed / ready to begin Phase 1 work 

 

Phase 1: Assessment of Resource Alignment against Strategic Priorities (July-Sept 2013) 

In this phase, the KCS, Parthenon, and ERS will focus on the following questions: 

 How are district financial resources being spent today across the district (center and schools)? 
 How does the district compare on key financial and operational metrics to other districts of comparable size? 
 How are the district’s human resources deployed?  Where are the FTEs?  How are departments organized?  
 How do staffing practices / models vary by school? 
 How do selected groups of employees spend their time? [Instructional positions: principals, assistant principals, 

instructional coaches, special education supervisors and line staff across the system; instructional aides.]   
 How do students spend their time? And how are employees matched with students? 
 [Personalized Learning] How can personalized learning (including technology use) bring about the next step function 

improvement in student performance? What are good external benchmarks in personalized learning?  What do these 
benchmarks imply, in terms of costs and infrastructure needs? 
 

Working closely with the KCS leadership and with Parthenon, ERS will undertake the following key activities: 

 Finalize any remaining data clean-up. 
 Analyze data to develop deep understanding of current resource use. 
 Benchmark against comparable districts on key metrics (central office functions, special education, etc.). 
 Develop a complete and detailed mapping of district resources, including: per pupil funding of each school, cost per 

pupil of specific services, overall cost categorization, detailed staffing analysis, and analysis of student and teacher 
time and individual attention.  Conduct this work with core hypotheses (pages 13-15 of this proposal) in mind, to inform 
categorization and data analysis. 

 Identify opportunities for investment and reallocation within the context of the district’s strategic priorities. 
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 Prepare data and analyses for Project Working Group and Steering Committee sessions. 
 
Working closely with the KCS leadership and with ERS, Parthenon will undertake the following key activities: 

 Financial/HR Data Analysis: 

‒ Facilitate any additional efforts to collect or clarify financial or HR data (since the Parthenon team will be onsite). 

‒ Work closely with ERS and district team to understand current resource allocation findings. 
 Meeting Facilitation around Resource Allocation Issues: 

‒ Translate ERS’ analysis into presentation materials that will be used to facilitate Working Team and Steering 
Committee sessions, with the goal of reaching consensus on year one changes, and on how the district’s 
priorities will be reflected in the financial plan in years two through five. 

‒ Support Project Working Group sessions that will occur every two to three weeks and Steering Committee 
sessions that will occur every four to six weeks.  Sessions will focus on discussion of analysis findings to date. 

‒ Utilize the day-to-day interactions with key district team members and the standing Project Working Group 
meetings to help the district assess capacity gaps and build ownership. 

 Capacity Building Plan: 

‒ Identify any risks to the work (e.g., capacity, capabilities of critical functions) and finalize a capacity building plan 
to address identified gaps, by August 30, 2013. 

 Personalized Learning 

‒ Benchmark external personalized learning models and cost out potential infrastructure needs to implement 
personalized learning on larger scale at the KCS. 

 
This phase will culminate in the following deliverables: 

 A comprehensive report which paints a clear picture of current resource allocation, including where and how funds are 
spent, by school, program, service, and potentially even by type of student. 

 Assessment of degree of alignment of resource allocation and the strategy of the district. 
 Prioritization of resource alignment opportunities including any potential specific areas for “quick wins” heading into 

2014 budget cycle. 
 Finalized district capacity building plan (by August 30

th
, 2013). 

 [Personalized Learning] Synthesis of most promising external models and implications for the KCS. 
 

Phase 2: Time Audit and ROI Analysis (August-October 2013) 

In this phase, the KCS and Parthenon will focus on the following questions: 

 What is the ultimate set of programmatic initiatives that will be included in the ROI analysis?   
 What outcomes will be used at the program-level for specific programs initiatives selected for ROI analysis? 
 What outcomes will be used at the school-level for school-specific ROI? 
 How well are programs / initiatives and schools performing against identified outcomes? 
 Which programs / initiatives and which schools have the highest ROI and why?  
 To what extent can high ROI programs / initiatives be expanded or replicated?  To what extent can schools models with 

high ROI be replicated within other existing schools? 
 For low ROI investments, are there other considerations (such as equity) that justify their continuation? 
 [Personalized Learning] What are the KCS’ current capabilities in this area?  How are current personalized learning 

pilots performing? What are potential gaps, based on external benchmarks? 
 

Working closely with the KCS leadership, Parthenon will undertake the following key activities: 

 Use of Time “Audit”: 
‒ In July/August, develop an “audit” instrument (survey) of instructional staff aimed at capturing data related to use 

of time.  Review the instrument with district leadership.  
‒ In August, conduct interviews with 10 or so principals (with representation from elementary, middle, and high 

schools) to get their feedback. 
‒ Modify survey based on feedback and get it ready for launch in early September. 
‒ Launch audit (survey) and analyze results. 
‒ Based on audit results, identify 10-15 schools to visit and research in more detail. (Sept/Oct). 

 Student Data Analysis: 
‒ Clean up (as needed) and organize student data (demographic data, course taking data, performance data) with 

core hypotheses in mind, to set the stage for ROI analysis. 
‒ Analyze student performance by student subgroup and school level. 
‒ Analyze student outcomes: Use agreed upon outcomes to examine variation in outcomes across the district, 

accounting for student needs and school environments  E.g., use regression to control for incoming academic 
preparation, special learning needs, and concentrations of high need students 

 Program Data Analysis: 
‒ Finalize which programs (interventions) will be investigated in more detail. 
‒ Develop/agree on approach to assess program outcomes. 
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‒ Collect and analyze program outcome data. 
 ROI Analysis: 

‒ Finalize focus areas for ROI analysis in August.  A starting point is provided on pages 13-15 of this proposal. 
‒ Also in August, finalize outcome variables at the initiative level and school level. 
‒ Pair financial analysis with student data to calculate ROI for select number of programs and for school models 

(September/October). 
‒ Pair ROI results with audit data where possible to better understand potential drivers of higher ROI (Oct). 

 Personalized Learning: 

‒ Conduct personalized learning “gap analysis” (capture existing KCS infrastructure, cost data, internal 
perceptions, etc.). 

 
ERS will participate in sessions with the KCS leadership team and Parthenon to provide advice in the following areas: 

 Potential special education model redesign 
 Instructional model redesign 
 Development of a core set of metrics that the district team can incorporate into their ongoing reporting in order to track 

progress against key goals 
 

This phase will culminate in the following deliverables: 

 Comprehensive audit of time for relevant instructional positions. 
 Framework populated with data to evaluate/prioritize instructional spending.  Will include ROI where available. 
 Identification of most promising (highest) ROI instructional areas and least promising (lowest) ROI areas. 
 [Personalized Learning] Gap analysis in the personalized learning area (understanding of current capabilities and 

potential gaps vs. ideal).   
 [Personalized Learning] Estimates of investments needed to optimize existing Knox infrastructure and enable 

personalized learning throughout the district over time. 
 

Phase 3: Plan for the Future (November-December 2013) 

In this phase, the KCS and Parthenon will focus on the following questions: 
 [Decisions] After reviewing the analysis, what is the KCS prepared to do less of, stop doing, or do more of? 
 [Decisions]  What reallocation opportunities is the KCS prepared to pursue in earnest (build into budgetary processes) 

in order to “free” up funds to invest behind the most promising instructional initiatives? 
 [Processes] What is the set of organizational supports and processes (planning, budgetary) that need to be built out to 

allow the district to: (1) begin to implement the resource reallocation work in 2013-14, and (2) continue to push and 
refine the resource reallocation work from year to year? 

 [Personalized Learning] What is the ultimate vision for personalized learning at the KCS?  How can the KCS achieve 

substantial student improvement in a cost-effective way? 
 [Personalized Learning] How should the KCS measure the impact of personalized learning on an ongoing basis? 

 
Working closely with the KCS leadership, Parthenon will undertake the following key activities: 

 Review any feedback to the ROI analysis (obtained as a result of the stakeholder engagement described later in Phase 
4 and in Criterion 4 of this proposal) with the Steering Committee and the Project Working Group. 

 Working closely with Steering Committee and Working Group members, determine what elements of the feedback to 
incorporate into the ROI framework. 

 Using the ROI framework, facilitate an iterative decision-making process to get to the reallocation decisions that will 
feed into the budgetary process over the next 3-5 years.   

 Assist in preparing materials for meetings with stakeholders to solicit input on reallocation proposals. 
 Synthesize all decisions into a draft 3-5 year finance plan. 
 Develop a high-level implementation plan (roles, activities, key milestones) that will continue to be refined. 
 Develop recommendations around organizational resources / supports and processes needed to ensure that the district 

is able to continue this work, from year to year. 
 Vet finance plan and process recommendations with members of the Working Group and Steering Committee. 
 Hand off draft plan, reallocation recommendations, process recommendations, and any supporting files / spreadsheets 

(with sufficient training on use of created spreadsheets) to the Working Group and other district staff, as designated by 
the Working Group. 

 Agree on a schedule of check-in points between the KCS and Parthenon for the period during Jan-Oct 2014. 
 
This phase will culminate in the following deliverables: 

 Agreement on what resource allocation changes will be incorporated into the 2014-15 operating budget. 
 Draft 3-5 year strategic finance plan that includes: programmatic priorities along with the cost of implementing them; 

clear description of what capacity or capabilities may needed to be created within the district to achieve the finance 
plan; clear implementation outline including key activities and activity owners. 

 Development of initial processes for the district to follow when executing the implementation plan. 
 Schedule of KCS-Parthenon check-in points for January-October 2014. 
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Phase 4: Stakeholder Engagement / Change Management (July 2013-June 2014) 

In this ongoing phase, the KCS will take the lead on stakeholder engagement and communication activities: 

 Onboard the Director of Strategic Planning (Harvard Ed.L.D candidate) who will coordinate the strategic planning 
process on behalf of the KCS. 

 Convene the Steering Committee that will be responsible for overseeing the process and providing guidance.  This will 
be the same committee that oversees the Resource Alignment Initiative since the two are inextricably linked (the 
strategic plan will set the priorities that will drive the operating budget and the 3- to 5-year finance plan).  Please see 
Criterion 2 for a description of the Steering Committee. 

 Finalize the stakeholder engagement plan, including outreach strategies specific to each stakeholder group.   
 Schedule meetings/sessions with stakeholders and facilitate sessions (most intensive during Sept-Dec 2013). 
 Leverage existing communication vehicles and establish new vehicles to solicit input and share information with both 

internal and external stakeholders. 
 Synthesize key themes from stakeholder sessions and feed this into the resource alignment work between July and 

December 2013. 
 Once the strategic plan proposal is approved by the Board (e.g., March / April 2014), engage stakeholder groups in 

translating the high-level implementation plan developed at the end of Phase 3 into a much more detailed 
implementation plan with goals, objectives, and measures of progress for each department. 

 More detail on KCS’ approach to stakeholder engagement is captured in the response to Criterion 4. 

 
During this phase, Parthenon will support the KCS in the following ways: 

 July-Dec 2013: Conduct all the analyses outlined in Phases 1 and 2 above, and – based on the analyses – create 
summary materials that can be shared in different stakeholder group settings to facilitate discussions. 

 Jan-June 2014: While the full Parthenon team will no longer be on the ground, a smaller Parthenon team (the Partner 

and Senior Principal) will continue to provide support to the KCS throughout this period, e.g., by acting as a sounding 
board for senior leadership and participating in scheduled check-ins / visits to discuss progress and any potential 
course corrections (bi-weekly check-ins by phone and in-person visits every 4-6 wks).  

 

Phase 5: Early Implementation (July-Oct 2014) 

In this phase, the KCS will take the lead on the following activities: 

 Continue stakeholder engagement aimed at fleshing out the full implementation plan. 
 Finalize implementation plan activities along with activity owners. 
 Begin to implement the resource allocation initiatives agreed upon as part of the budgeting process. 
 Complete hiring and onboarding of any new personnel (i.e., if new positions are recommended as a result of the 

resource allocation initiative). 
 Complete training of any existing staff on skills required by the district (to build out the set of capabilities need to 

continue resource alignment work on an ongoing basis). 
 
During this phase, Parthenon will support the KCS in the following ways: 

 A smaller Parthenon team (the Partner and Senior Principal) will continue to provide light touch support to the KCS 
throughout this period, e.g., by acting as a sounding board for senior leadership and participating in scheduled check-
ins / visits to discuss progress and any potential course corrections (e.g., bi-weekly check-ins by phone and in-person 
visits every 4-6 weeks). 

 

NOTE: An overview of project outcomes and milestones is provided in Appendix A, and a description of key challenges and 
approaches to address these challenges is provided in Appendix B. 

 
II. CAPACITY FRAMEWORK: WHERE KCS WILL NEED PARTHENON AND ERS SUPPORT THE MOST 

While the KCS does not claim to have all the capabilities and capacities right now to fully implement a resource allocation 
initiative – after all, one of the primary goals of the Strategic Use of Resources Initiative is to identify potential capacity gaps and 
to develop a plan to address them – the district does bring important leadership capacity to this project, an asset without which 
no real change will be possible in a district.  The ways in which this leadership capacity has already demonstrated itself are: 

 Ability to set strategic direction and deliver against this direction: This has been described in detail in the Introduction.  

The KCS has a demonstrated track record in executing against its strategic priorities. 

 Inclusive approach to setting priorities: The 2008 Central Office Review for Results and Equity (CORRE) report 

referenced earlier and the 2009 district-wide strategic planning process are good examples of senior district leadership’s 
willingness and ability to engage a multitude of stakeholders in a discussion of strategic priorities and operational issues.   

 Commitment to instructional innovation: As described in the Introduction, district leadership has a track record of 

aggressively managing non-instructional costs to maximize the amount of funds available for instructional purposes, and 
notably, for instructional innovation (e.g., rigorous teacher evaluation system and personalized learning pilot). 
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 Analytical orientation in decision-making and management: The KCS’s ROI study itself and the follow-through on the 

report’s recommendations exemplify the district leadership’s willingness and ability to: (1) make time for resource alignment; 
(2) take a disciplined approach to evaluating whether programs should be continued or discontinued, and to use data and 
analysis to inform decision-making; and (3) make and own hard decisions based on available (effectiveness) data. While 
much has been done in this area, the KCS wants to do even more.  It is seeking to leverage the Strategic Use of Resources 
initiative and its partnership with Parthenon and ERS to take the ROI analysis to the next level, and to develop a 
sustainable approach to including this type of analysis in the district’s annual budget development process. 

 
Figure 3 below illustrates the capacity framework developed by the KCS and Parthenon and lists the capacities that are required 
to conduct the resource alignment work successfully over time.  The KCS believes that, first and foremost, it needs to continue 
to build on district-wide capacity for continuous improvement. In the last four years, KCS leadership has demonstrated a 

capacity to continuously review progress and make adjustments as it implements its existing 5-year strategic plan.  Through the 
resource allocation work, the KCS seeks to link its strong history of continuous improvement on broad strategic and instructional 
reform with a renewed focus on resource allocation.  This means setting up a clear and sustainable process through which 
district leadership can make thoughtful resource allocation decisions by knowing exactly what questions to ask, at what points 
during the year, and where/how to get the data to help them answer these questions. In order for this kind of process to be 
sustainable, it needs to become part of the district’s culture and be embedded in the everyday work of district leadership.  It 
cannot be an add-on that is construed as “extra work” or it will fail in an environment of scarce human resources, where time is a 
precious asset. The ability to develop and pursue this kind of continuous improvement process assumes that the following two 
critical conditions are met: 

 The district has the human capital necessary to execute resource alignment in the context of continuous 
improvement.  This can be further broken out into Skillsets (ability to conduct rigorous analyses, both financial and 

student-related; ability to facilitate change management discussions when needed; ability to develop and execute a 
communications strategy that bolsters more targeted change management efforts; and overall leadership skills as 
measured by willingness to prioritize/make time for resource allocation work, to engage in difficult conversations with 
stakeholders, and to own hard decisions) and Bandwidth (amount of time and level of resources within each major 

function to carry out related work). 

 The district has the tools and supports to make its existing human capital more efficient and effective.  This can be 
further broken out into Data and Systems (e.g., presence of an interoperable data warehouse; high quality data that feeds 
into the warehouse; easy to use and actionable end-user reports that facilitate progress tracking) and Interconnected 
Processes (willingness to put in place programmatic evaluations, consistency of evaluation approaches across 

departments and units, and degree to which information created as a result of discrete evaluations feeds into and informs 
the annual planning and budget cycle). 

Figure 3: KCS Capacity Framework and Preliminary Self-Assessment on Key Dimensions 

 
 
In keeping with its historic commitment to asking the hard questions and developing solutions to address these questions, the 
KCS has conducted an initial self-assessment of the district’s capacity in each of the areas listed above.  The KCS has 

taken steps to address some of the capacity gaps highlighted in the figure above.  These steps are described in response to 
Criterion 5 (District Capacity Building). It should be stressed that the self-assessment is based on a series of conversations with 
the KCS leadership team, as a way to develop initial hypotheses that need to be tested in the first phase of the project.  As part 
of Phase 1 (July-September), Parthenon will conduct one-on-one interviews with district leadership (Superintendent, Chief of 



Knox County Schools “Strategic Use of Resources” Proposal.  Submitted April 26, 2013 

 12 | P a g e  
 

Staff, Chief Academic Officer, Chief Accountability Officer, Director of Finance, and other key positions identified by senior 
leadership) to refine this assessment.  Findings from interviews will be incorporated into the finalized district capacity plan (due 
Aug. 30, 2013).   
 
In view of this self-assessment, the KCS sees tremendous benefit in partnering with The Parthenon Group and with ERS: 

 In Phases 1 and 2, partnership with ERS will allow the KCS to develop its capacity (skillsets) in the area of financial 

and human resources analysis (detailed understanding of how to conduct a comprehensive resource allocation 
analysis – what data to analyze, what questions to ask, how to interpret findings, how to compare the KCS to other 
districts in meaningful ways, how to prioritize certain areas, etc.) 

 In Phases 1 and 2, partnership with Parthenon will allow the KCS to develop its capacity (skillsets) in the area of 

student data analysis and ROI analysis (how to think about inputs vs. outcomes, how to determine whether a particular 
school is “beating the odds” given its combination of inputs and outcomes, etc.)  In Phases 1 through 3, Parthenon 

will also assist the KCS in developing a continuous improvement process that is integrated into the day-to-day 
responsibilities of district leadership and into existing planning and budgetary cycles. 

 
The level of intensity of the resource allocation work will be far greater the first time around than in later years.  

Parthenon and ERS will both provide important bandwidth capacity to the KCS during the one-time intensive effort of mapping 
all district resources against strategic priorities.  For example, in the first year, the KCS will use ERS’s resource map to get a 
comprehensive and extensive factbase.  This factbase will underpin the change management process, which will be most 
difficult in the first year as the KCS introduces the community to a new and different way of making decisions, and makes some 
difficult tradeoffs.  In the future, the KCS expects a much more narrow set of analyses will be needed for ongoing 
implementation and monitoring. The KCS will build in-house the capacity to do the analyses themselves, by working side-
by-side with ERS and Parthenon during the first year, and receiving from them documented methodologies. Parthenon 
will also help the KCS develop a process to continue the resource allocation work in a sustainable way going forward.  
Additional detail is provided in response to Criterion 5 (District Capacity Building Plan).  The table on below summarizes 

levels of partner support to the KCS over the duration of the project: 

Table 1: Levels and Type of Partner Support by Phase of Work 

 Phase 0 
May-June 2013 

Pre-Work 

Phase 1 
July-Sept 2013 

Resource 
Allocation 

Phase 2 
Aug-Oct 2013 

ROI 

Phase 3 
Nov-Dec 2013 

Processes 

Phase 4 
Jan-June 2014 
Engagement 

Phase 5 
July-Oct 2014 

Implementation 

Parthenon 

 
Light touch 
Advice/ guidance 

 
Intensive support 
Analysis synthesis, 
material preparation, 
meeting facilitation 

 
Intensive support 
Student data 
analysis, ROI 
analysis, time audit 

 
Intensive support 
Stakeholder 
engagement 
support, process 
development, draft 
finance plan , draft 
implementation plan  

 
Light touch 
Advice/guidance 
through regular 
check-ins and visits  

 
Light touch 
Advice/guidance 
through regular 
check-ins and 
visits 

ERS 

 
Light touch  
Data collection 
and high-level 
data validation 

 
Intensive support 
Comprehensive 
resource allocation 
mapping 

 
Intensive support 
Assistance with ROI 
interpretation and 
possible redesign of 
instructional models 

 
Light touch 
Advice/guidance 
(participation in key 
calls) 

 
Light touch 
Advice/guidance 
(participation in key 
calls) 

 
Light touch 
Advice/guidance 
(participation in 
key calls) 

 
 
III. KCS INSTRUCTIONAL PRIORITIES AND PRELIMINARY HYPOTHESES ABOUT SPECIFIC PROGRAMS  

The KCS leadership team is distinguished by having clearly laid out instructional priorities for the district and following through 
on implementing them.  These priorities are described in the Introduction: rigorous expectations for all students through 
implementation of the Common Core, a focus on teacher effectiveness and a focus on personalizing learning for students. 

This project will identify resources to support the pursuit of these instructional priorities in the near term and to embed this 
approach into the district’s process for continuous improvement. In an effort to ensure that the team “hits the ground” running, 
the KCS has identified a preliminary set of focus areas that it would like to analyze in the resource alignment project.  These 
areas can be categorized under three broad themes: Time, Human Capital, and Programmatic Investment.  Some of these 

are areas from which resources could be reallocated, and some of these are areas to which resources could be reallocated, with 
the end goal always being to maximize resources for those programs and initiatives that are have the most impact on student 
achievement.  The KCS and Parthenon will continue to prioritize the list below over the coming months.  As befits an 
engagement of this importance, the process will be fluid and will respond to what the data reveals about where the district is 
getting a real return on their investment of time, people, and financial resources.   
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Theme 1: Time 

 Instructional Models: Are the instructional models currently deployed in elementary, middle, and high schools the best 

models for our students? 

‒ Elementary Schools: Is the parallel block schedule allowing for more meaningful collaboration among elementary 
school teachers, and enhancing instruction and student learning? Should the KCS move toward greater 
“departmentalization” of subject matter in the upper elementary grades?  What are the potential costs?  What are 
the potential benefits?  Can earlier “specialization” improve teacher effectiveness by subject area? 

‒ Middle Schools: Is the move to longer classes in core subjects in Middle Schools likely to yield a greater depth of 

knowledge for our students and therefore better academic preparation? Is the opportunity for more intervention time 
going to result in better academic results and less need for remediation in later years? 

‒ High Schools:  Does block scheduling drive improvements in student outcomes?  What is the “opportunity cost” of 
block scheduling?  What are the potential benefits (financial and academic) of moving away from block scheduling? 

 Instructional Coaching Model Utilization and Effectiveness:  Are instructional coaches deployed with fidelity to the 
time/activity guidelines set by the district?  How effective is the model at improving instructional practice and student 
outcomes?  Do outcomes to date warrant additional investment? 

 Instructional Aides’ Utilization and Effectiveness: How are instructional aides utilized across schools?  How effective are 
they in improving student achievement? Should resources currently spent on instructional aides be reallocated to other 
initiatives that hold higher promise in terms of impact on student achievement?  Or, could the current instructional aide role 
be re-envisioned to serve as a teaching pipeline? 

 
Theme 2: Human Capital Strategies 

 Strategic Compensation: How effective is the APEX strategic compensation model at recruiting and retaining effective 
teachers?  Would other forms of compensation reform (e.g., increasing overall salary levels, changing salary structure) be 
more effective? 

 Professional Development Supports (including the TAP model): Are our investments in professional development and 
leadership development having a positive effect on the quality of instruction in our schools and therefore on student 
learning and academic success?  How effective is the TAP model at improving instruction?  Can it be delivered at a lower 
level of intensity and still produce meaningful results? 

 Support for Evaluation System, including Lead Teachers: Have our purposeful strategies to effectively implement and 
robustly support the TEAM/TAP evaluation system led to better instruction and student results? Is the Lead Teacher peer 
observation structure adding value to the evaluation system being a developmental tool for our school system? 

 
Theme 3: Programmatic Investment 

 Special Education Model: Is special education at the KCS structured in the most efficient and effective way possible?   

 Early Grade Intervention Programs: Where implemented with fidelity, are intervention programs contributing to 

improvements in student outcomes?  How well do these programs contribute to future cost “avoidance” (e.g., reducing the 
need for remediation)? 

 School Resource Allocation: Are some schools (holding a variety of student factors constant) delivering stronger outcomes 

than others?  How correlated is performance with funding?  Are some schools more educationally efficient - that is 
achieving stronger academic outcomes relative to similarly situated and similarly resourced schools?  If so, why? 

 Personalizing Student Learning: To what extent can technology be leveraged to enhance teacher effectiveness and to 

extend the reach of effective teachers?  What is the cost of implementing technology solutions that enable personalized 
student learning throughout the KCS?  What are potential economies related to technology?  Is there an opportunity to 
change the delivery model for courses with low enrollments in individual schools? 

 
For each of the major areas above, the KCS has developed preliminary hypotheses and outlined analyses which will be used to 
test the hypotheses.  Please see the table below. 

Table 2: Preliminary Hypotheses in Specific Areas 

Area / Preliminary Hypothesis Proposed Analyses (Preliminary, To Be Refined) 

TIME 

Instructional Model: High School Block Scheduling 
Example. Moving away from block scheduling will allow the 
KCS to change its staffing model and free up resources, 
without negatively impacting student performance. This could 
allow the KCS to: (1) Extend the reach of effective teachers; 
(2) Address critical shortage areas in secondary math, 
science, special education and ELL; and (3) Increase teacher 
compensation (e.g., increase base salary or level of strategic 
compensation / bonus).  

Estimated current annual cost of $4.5-$6 million per year 

 Analysis of Block Scheduling Effectiveness: E.g., by looking at 
teacher effectiveness data in high schools over time 

 Vacancy Analysis: To understand critical shortage areas, quality of 
talent hired into these areas, and how quality might be improved if 
recruit a smaller number of teachers from existing pipeline. 

 Cost Analysis: Cost of current staffing model linked to block 
scheduling vs. cost of resulting staffing model 
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Area / Preliminary Hypothesis Proposed Analyses (Preliminary, To Be Refined) 

Instructional Model: Greater Departmentalization of 
Elementary Education Example.  Departmentalizing 
elementary education will provide the KCS with a robust path 
to scaling implementation of the Common Core and improve 
student outcomes by allowing teachers to “specialize” early 
on and develop a stronger bench of teacher talent in critical 
subject areas. 

 External Benchmarking: Do examples exist among other districts?  
What can the KCS learn from other districts’ experience? 

 Resource Implications: Required staffing model and any cost 
implications. 

 Potential Benefits: To the extent possible, quantify benefits 
associated with departmentalizing elementary education. 

Instructional Coaching Model.  Instructional coaching has a 
positive impact on teachers’ instructional practice and 
therefore on student outcomes.  As such, it is a key area for 
potential additional investment.   
 
Estimated annual cost of $7.7 million (covered by the General 
Operating budget, Title I, Title II, and other federal funds) 

 Current State: Number of coaches by type, span of support 
(number of schools / teachers), costs. 

 Time Analysis: Calendar data analysis to determine use of time 
(can be supplemented with survey of instructional coaches, as 
needed) and degree to which results align with district guidelines 
(50% of time in PLCs, 25% in individualized coaching, 20% on 
school-related tasks like data analysis, and 5% on planning 
activities).  Degree to which use of time varies by school, with 
ultimate goal of determining whether proposed time distribution is 
optimal for the district.  

 Effectiveness / Impact Analysis: Given that the new model is 
currently in the first year of implementation, consider intermediate 
indicators and, where possible, supplement with student outcome 
data.  Intermediate indicators include teacher and principal survey 
feedback (usage, satisfaction, perspectives on ratio of supports) as 
well as coaches’ ability to create strong teachers to replace them.  
Ultimate goal is to determine whether removing strong teachers 
from the classroom to be coaches is compensated for by the 
positive impact these coaches have on the effectiveness of the 
many teachers with whom they work. 
 

Instructional Aides (in general education and special 
education).  These positions could be utilized more 
strategically to drive additional improvement in student 
learning and to build a quality teaching pipeline for the district. 
 
Estimated annual cost of $22.5 million ($12 million of which is 
covered by the General Operating budget) 

 Time and Cost Analysis: Number and distribution across schools 
and classrooms.  Determination (e.g., through survey audit) of how 
instructional aides are utilized by schools. 

 Effectiveness Analysis: Determine if there is a way to isolate impact 
of instructional aides on student outcomes. 

 Alternative Models: Assessment of feasibility of turning this position 
into a teaching pipeline / relying more heavily on certified teachers 
to fill re-imagined “teachers assistant” positions. 

HUMAN CAPITAL STRATEGIES 

Strategic Compensation.  APEX may not be the only (or 
best) way to improve teacher performance, and to recruit and 
retain effective teachers.  The observation process may be 
more effective in improving performance, and raising overall 
base salary levels may be more powerful in recruiting and 
retaining effective teachers. 
 
Estimated annual cost of $4.5 million 

 Drivers of Improved Teacher Performance: Study to determine 
degree to which the observation / /evaluation process and APEX 
contribute to improved performance.  Survey of teachers to 
determine extent to which APEX is a motivator for stronger 
performance. 

 Verification of APEX Model: Analysis of who is receiving awards; 
determination of whether eligibility metrics need to be adjusted. 

 APEX Cost Projections: Based on key assumptions around 
percentage of teachers awarded, size of awards, etc. 

Professional Development Supports: TAP Model 
Example. There may be other ways (e.g., TEAM model) to 
achieve comparable student outcomes than replicating the 
current design of the resource-intensive TAP model. 
 
Estimated annual cost of $5-$6 million (currently paid for with 
federal grants and private funds, not through the district’s 
general operating budget) 

 TAP Model Effectiveness: E.g., as measured by individual teacher 
value-added data and student outcomes school-wide (for schools 
implementing TAP) over time. 

 TAP vs. TEAM: Comparison of student outcomes vs. resource 
investment for both the TAP model (master and mentor teachers) 
and TEAM model (with lead teachers). 

 Potential Redesign of TAP: Could the current TAP model be 
redesigned to reduce resource intensity and still produce similar 
student outcomes? 

Evaluation System Supports (including Lead Teachers).  
The new evaluation system (rigorous expectations and 
corresponding supports) has been effective in improving 
teacher instruction and student learning.  There may be a 
need for additional investment in targeted supports for 
teachers and principals. 

 Teacher Effectiveness Over Time: As measured by observation 
ratings and value-added data (where available) – before 
implementation of the evaluation system and supports, and today. 

 Effectiveness of Supports: As measured through interviews with 
central office staff, principals, and through a teacher survey. 

 Costs of Supports: Capturing the total costs of support including 
central office staff, school-based supports like lead teachers, etc. 
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Area / Preliminary Hypothesis Proposed Analyses (Preliminary, To Be Refined) 

PROGRAMMATIC INVESTMENT 

Special Education Model: The district can be more 
intentional about how special education resources 
(supervisory, school-based, etc.) are deployed across the 
district, while continuing to operate in compliance with 
regulations. 
 
Estimated annual cost of $50 million (special education 
instructional personnel and support personnel) 

 External Benchmarking: What can KCS learn from successful 
special education models in other districts? 

 Analysis of Growth to Date: Number of students served by special 
education category, over time; Verification of best practices used to 
place students in special education. 

 Cost Analysis: Number of people by function, total model cost. 
 Time Audit: How special education staff spend their time today. 
 Self-Contained Special Education Schools:  Is this the best 

structure, or should the KCS consider moving students into 
traditional schools? 

Early Grade Intervention Programs: When implemented 
with fidelity, early interventions focused on grades K-3 (e.g., 
Voyager) can provide a significant learning benefit to students 
and reduce / eliminate the need for remediation programs 
later in the students’ tenure.  
 
Estimated annual cost of approx. $1 million 

 Analysis Set: Identification of schools implementing Voyager with 
fidelity. 

 Voyager Costs: People, equipment, software. 
 Potential Benefits: To the extent possible, quantify benefits 

associated with Voyager interventions (student outcomes, 
“avoidance” of potentially more costly remediation programs later in 
the students’ tenure). 

School Resource Allocation: School performance (holding 
a variety of student factors constant) is not necessarily driven 
by funding levels, but by fidelity of implementation of critical 
programs.  Some schools may be more effective at deploying 
the human and financial resources at their disposal. 

 School Effectiveness Analysis: E.g., conduct a multivariable 
regression to determine which schools are “beating the odds.” The 
input variables might include academic performance of incoming 
students, attendance data, demographics, number / breadth of 
programs, quality of school leadership (if quantitative data is 
available) and the output variables might vary by school level (e.g., 
5th grade TCAP scores, predictive of ACT, at the elementary school 
level; EXPLORE scores at the middle school level; and ACT scores 
at the high school level). 

 Follow-On Interviews to Understand Contributing Factors: E.g., how 
exactly are schools deploying resources? Does implementation of 
key programs vary? 

 Funding Levels: School outcomes vs. school funding levels. 

Personalizing Learning: Achieving a “step function” 
improvement in student outcomes will require investment 
behind personalized learning (for both students and 
teachers), which will include a technology component and 
investments in infrastructure. There may also be an 
opportunity to think differently about the mix of courses and 
the role of adults in schools and classrooms. 

 External Benchmarking: Identification of “best fit” models for KCS.  
 KCS Technology Infrastructure Audit: Current state and estimate of 

what it will take to implement selected model(s) (IT infrastructure, 
hardware, software, and people). 

 Course Proliferation: Analysis of course offerings by school 
(breadth of offerings, demand / student enrollment by course, cost 
per course). Determination of whether: (1) certain electives could be 
delivered remotely rather than face-to-face to allow a greater 
number of students to get access to great teachers; (2) certain 
electives could be delivered by higher education partners to provide 
specialized dual credit; and (3) certain electives could be eliminated 
altogether to allow more time for personalized, in-depth instruction 
in core subject areas). 

 Professional Development of teachers/staff to facilitate 
personalized learning: Analysis of PD budget and any available 
data on effectiveness of PD programs. 
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Criterion 2: Amount and Nature of Support Provided by KCS 
 
I. PROJECT GOVERNANCE AND TEAM STRUCTURE 

Proposed project structure is shown in the figure below.  Based on its prior experience with initiatives of similar scope and reach, 
the KCS is proposing to establish a project structure that includes a multi-stakeholder Steering Committee and a smaller, 
execution-oriented Working Group.  

Figure 4: Proposed Project Structure 

 

 

Steering Committee  

 Will provide oversight/overall guidance to the project (strategic plan development and resource alignment work) and will 
be an opportunity for the KCS to involve a variety of stakeholders in the process early and effectively.  

 Composition of the committee will be finalized in May-June 2013. 

 Starting in July 2013, the committee will meet every four to six weeks throughout the project. 

Project Working Group  

 Will be comprised of district senior leadership as illustrated in the figure above. 

 Will drive the day-to-day work that is part of the project (both the strategic planning effort and the resource allocation 
work), and will be supported in this by other district staff and external partners (Parthenon and ERS). 

Project Manager 

 Will be responsible for overseeing the overall partnership with Parthenon and ERS. Responsibilities will include acting 
as the key liaison between the Parthenon and ERS teams and appropriate internal resources and people at the KCS, 
serving as a sounding board for content before it goes to the leadership team, and supporting general project logistics.   

 Will typically meet with the Parthenon team on a weekly basis, dedicating a minimum of 25% of time to the project. 

 Russ Oaks, the Chief of Staff to the Superintendent, will play this role and be the primary point of contact. Recognizing 
that in his role as Chief of Staff, Mr. Oaks may need to be pulled away from time to time (e.g., in case of emergencies), 
he will be supported in this role by Ron McPherson, the Executive Director of Finance. 

Ad Hoc “Action Teams” 

 As the Project Working  Group, working closely with Parthenon, and ERS, progresses through the various analyses, it 
will from time to time form ad hoc “action teams” to vet the analyses and develop action plans related to specific topics 
(highlighted in the preliminary hypothesis table on earlier pages).  These teams would include both district and school-
based staff who have expertise on a given topic, and may require two to three sessions of 2-hour meetings plus a few 
hours of preparation in between meetings. 
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II. EXPECTATIONS FOR DISTRICT STAFF / AMOUNT OF TIMED NEEDED 

Steering Committee: Steering Committee meetings will occur every four to six weeks.  Members should expect to devote 

approximately 2 hours to each Steering Committee session and an average of 2-6 hours per person in between sessions.  The 
actual number of hours will depend on each Steering Committee member’s involvement in the strategic planning process.  To 
the extent that Steering Committee members choose to participate or lead any of the stakeholder engagement meetings, their 
time commitment will be on the higher end of the provided range. 
 
Project Working Group: Members will meet every two to three weeks to review materials and analyses prepared by external 

experts.  In addition, they will be accessible to Parthenon and ERS in between meetings for follow-up questions related to their 
functional areas (curriculum and instruction, teacher effectiveness, student performance data, budget data, etc.).  They will also 
participate in or lead some of the stakeholder engagement meetings.  Working Group members will spend between 10-20 hours 
per week on issues related to this project, depending on the phase of the project. 
 
The table below provides an estimate of time that each member of the Project Working Group will devote to the strategic 
planning and resource allocation work in each phase of the project. It should be noted that these estimates incorporate the time 
that the team would already be devoting to the annual planning and budget cycle on a day-to-day basis. 

Table 3: Estimated Time Allocation to Project by District Senior Position 

District Staff 

Approximate Time Allocations (hours per week) 

Phase 0 
May-June 

2013 

Phase 1 
July-Sept 

2013 

Phase 2 
Sept-Nov 

2013 

Phase 3 
Nov-Dec 

2013 

Phase 4 
Jan-June 

2014 

Phase 5 
July-Oct 

2014 

Dr. James P. McIntyre 
Superintendent 

5% 10-15% 10-15% 10-15% 5-10% 5% 

Russ Oaks  
Chief of Staff 

5% 25% 25% 25% 15% 10% 

Dr. Elizabeth Alves  
Assistant Superintendent and  
Chief Academic Officer 

5% 10-15% 10-15% 10-15% 5-10% 10% 

Robert Thomas 
Assistant Superintendent, 
Administrative Services 

5% 10-15% 10-15% 10-15% 10-15% 5% 

Nakia Towns  
Chief Accountability Officer 

5% 15% 15% 15% 15% 10% 

Ron McPherson 
Executive Director of Finance 

5-10% 25% 30% 30% 30% 10% 

Melissa Ogden 
Director of Public Affairs 

5% 25% 30% 30% 30% 10% 

Morgan Camu 
Director of Strategic Planning 

-- 100% 100% 100% 100% -- 

Gary Spencer 
EMIS Developer 

15% 15% 10% 10% 5% 5% 

 
 

Criterion 3:  Resource Alignment Processes, Practices and/or Tools to be Field Tested 
 
The KCS is undertaking this initiative to make effective decisions about resources in the near term but also to build its ongoing 
process for continuous improvement.  The district recognizes that this is not just a one year effort, but that a new approach must 
be embedded for the coming years.  To that end, the KCS will utilize tools and approaches from its partners ERS and The 
Parthenon Group – these approaches are outlined below. While the KCS believes these specific tools will be valuable in the 
coming year, the district also fundamentally believes that the tools are necessary but not sufficient – what will drive results for 
students and families will be the ways these approaches are embedded into the ongoing work of the district.  Thus the KCS has 
built into its workplan an explicit focus, particularly in Phase 3, to embed the processes into ongoing district work.   
 
I. THE KCS-PARTHENON-ERS PARTNERSHIP WILL LEVERAGE THE FOLLOWING ANALYTICAL APPROACHES 

 ERS’ Strategic Resource Map: The resource map will be a central pillar of the factbase, enabling cohesion among 

decision-makers as they move forward with change.  For over a decade, ERS has partnered with urban districts like 
Denver, Boston, and Charlotte-Mecklenburg to deeply understand their current organization and use of people, time and 
money and identify ways to better align resources to strategies that would lead to sustained high performance.  Through 
this work ERS has developed the “Strategic Resource Map” that assesses how well resources align with a strategy for 
system transformation and how this use compares to other urban districts nationally.   

‒ The map is produced by synthesizing data from different sources including budget and expenditure data, payroll and 
human resources data, student demographic and performance data, and school level course/schedule data.   
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‒ ERS ensures accuracy and comparability by recoding district data using a common coding scheme and interviews 
that enable realistic comparison of spending and resource use to other districts.  The process highlights and adjusts 
for data flaws and inconsistencies. 

‒ The map tracks not only spending but also other metrics (like class size and time) to determine how people, time, 
and money are allocated first at the school level and then at the individual student level, and links these metrics to 
performance.  For example, this allows the district to measure whether low-performing students in math spend more 
or less time in that subject. 

The result is a set of topic-focused reports, metrics and databases that are then vetted with the district, are comparable 
across districts, and can be utilized to answer a broader set of resource allocation questions.  The metrics can also be used 
by the district to support schools and central departments in more strategic use of resources over time.  The weekly on-the-
ground presence of the Parthenon team, as well as the Superintendent’s prior deep experience with ERS, will help to 
ensure that the KCS team is able to effectively leverage the ERS resource map as a key pillar of its factbase.   

 Parthenon’s Educational Return on Investment (eROI) Analysis: In partnership with the KCS leadership team, 

Parthenon is in the process of determining a set of outcomes (likely to include graduation rates, TCAP test scores, ACT test 
scores, course completion rates, promotion rates, attendance, etc.) that will be considered the “return” on the district’s 
“investment,” or the amount of funding going to a particular initiative, program, or school.  Parthenon will then use the 
agreed upon student outcomes to conduct a close examination of variation in outcomes across the district, accounting for 
student needs and school environments. In other districts, Parthenon has achieved this through the statistical analysis of 
student outcomes, using regressions to control for considerations such as incoming academic preparation, special learning 
needs (including IEPs and ELL), and concentrations of high need students.  The exact analysis is in the process of being 
determined based on data availability at KCS (ideally will include multi-year longitudinal information on teacher and student 
performance).      

 Parthenon’s Time Audit: Working closely with district leadership, Parthenon will customize, to meet KCS’ needs 

appropriately, a survey aimed at developing a deeper understanding of how selected instructional positions (principals, 
assistant principals, instructional coaches, instructional aides, special education supervisors and aides, etc.) are using their 
time (relative to district guidelines and expectations).  The survey will be based on versions that Parthenon has used in prior 
engagements with districts.  The survey results will allow Parthenon to compare variation in the use of resources across the 
district.  Parthenon will also follow up with visits to a subset of schools (10-15) to conduct real-time audits and analyze 
resource use, including the impact of student assignment, scheduling, and staff utilization.  Visits would include both 
qualitative research (interviews, walk-through’s, etc.) and quantitative analysis (working with AP’s, principals or other staff to 
look at school budgets).  This data and perspective will be an important complement to the central data – while central data 
can look at budget (e.g., how funds/resources are allocated), some school level information is likely needed to complete the 
picture, and understand resources (e.g., how teachers are actually deployed in schools).  Finally, Parthenon will also pair 
the time audit data with eROI results to determine whether there any patterns that deserve further investigation (e.g., is 
there correlation between certain resource utilization models and higher eROI in schools?). 

 Action Planning through Facilitated Discussions with District Leadership and the Steering Committee: Parthenon 

will work with the KCS leadership team to establish a series of regular meetings – with the Steering Committee, with the 
Project Working Group, and with other stakeholder groups as needed – to review the results of the financial, people, time, 
student, and eROI analysis.  Parthenon will make explicit the tradeoffs involved in specific resource allocation decisions, by 
developing a framework populated with data to evaluate and prioritize instructional spending, including eROI where it is 
available.  Such a framework may vary across different areas of instruction (e.g. elementary versus secondary).  While 
eROI will provide the over-arching frame for Parthenon’s approach, we recognize its limits – not every decision can be 
based on eROI and therefore the work will need to be complemented by additional financial analysis.  For instance, 
numerous published studies and statistics have pointed to the fact that high schools typically spend significantly more per 
pupil to offer advanced, non-core subject areas than introductory core courses.  While there may not be an eROI analysis 
relevant for that issue, conducting the analysis for the district to highlight the disparity will lead to an important discussion 
about implicit tradeoffs.  If, for instance, Algebra costs $300 per pupil but AP French costs $1,000 per pupil, is that an 
opportunity for selective application of blended or online learning?  These historically implicit and unintentional decisions 
must become clear, explicit tradeoffs. 

 
As noted above, KCS leadership intends to build these approaches into the ongoing processes of the district.  The KCS intends 
to use the formal engagement as a pilot to identify those approaches that emerge as most important and work best in the KCS 
context, and then to develop implementation plans outlining who will execute the approaches on an ongoing basis.  To the 
extent that positions need to be created or repurposed, that investment will be reflected in the strategic budget plan.  Overall, the 
KCS will use the engagement to share more broadly with the field how to apply these approaches. 
 
II. POTENTIAL COSTS OF APPLYING TESTED PROCESSES AND TOOLS MORE BROADLY IN THE FIELD WILL VARY 

 The student analysis and the time audit can be carried out by districts independently, as long as sufficient analytical 

skillsets are developed within the district’s budget, research, or accountability offices and as long as sufficient time is set 
aside (to allow designated district staff to repeat the analyses on a regular basis). As part of the work, Parthenon will hand 
off all analyses (including assumptions, documented methodology, surveys, actual spreadsheets, etc.) to both the district 
and the KM partner, and will provide training to designated KCS staff, to ensure that the KCS is able to replicate the 
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analyses in the future.  If this turns out to be an area where the district may need to add personnel/acquire the appropriate 
skillset, a member of the Parthenon team will help to train and onboard the new hire (even if the hire occurs after Parthenon 
is no longer on the ground in the district). This is standard Parthenon practice to ensure that any planning efforts translate 
into capacity building and implementation at the district. 

 The degree to which the KCS (and other districts) will be able to replicate ERS’ Strategic Resource Mapping on their own 

will depend primarily on the district’s data systems.  To the extent that the existing data systems have trouble linking 
disparate datasets, the district will experience difficulty in getting down to the level of detail that ERS can offer.  It should 
be noted, however, that there is no need to conduct the detailed strategic resource mapping every year; it can 
occur every three years.  In any event, a district has three options: (1) have ERS refresh the Strategic Resource Map 

every three years; (2) make a significant investment in technology/data systems upgrades to allow users to more easily link 
data from different sources (financial, human resources, student performance data); or (3) work with ERS to approximate 
the ERS analysis using existing information systems, and rely more heavily on tracking key performance metrics every year 
rather than repeating the detailed ERS analysis. More detail on this last option is provided in the response to Criterion 5 
(District Capacity Building Plan). 

 
The cost associated with refreshing the district’s Strategic Resource Map developed originally by ERS is approximately $100K 
per refresh.  While this is not an insignificant amount given districts’ constrained resource environments, it is a manageable 
and justifiable expense, strategically and operationally, for a district of KCS’ size and level of resources.  A large number of 
districts across the nation will fall into this category.  The payoff – in the form of data-driven decisions and smarter spending 
that maximizes resources available for instructional purposes – is worth the investment. 

 
Criterion 4: Stakeholder Engagement and Communications Plan 
 
I. HISTORY OF INCLUSIVENESS 

The KCS has a strong track record in engaging a wide range of stakeholders, both internal and external, in efforts that have a 
significant impact on the district’s instructional or operational priorities.  The 2008 Central Office Review for Results and Equity 
process co-led by the Annenberg Institute for School Reform at Brown University and the 2009 district-wide strategic planning 
process led by the KCS were effective in engaging internal and external stakeholders, and shared the following approach: 

 Each process had a formal, multi-stakeholder project structure that included: the KCS central office staff, members of 

the Board of Education, the Knox County Education Association, principals, teachers, community-based organizations, 
parent representatives, higher education representatives, and an advisory board that included members of the business 
community. 

 Each process solicited and incorporated views of the stakeholder groups listed above on a large scale and through a 
variety of formats (e.g., one-on-one meetings, focus groups, and public forums).  For example, the CORRE process 

engaged over 500 participants directly between the months of November through March, in both one-on-one meetings and 
group meetings.  All notes from the interviews and focus groups were coded and uploaded into a qualitative database, for 
further coding and analysis. Staff analyzed coded notes and developed findings that were vetted with and approved by the 
CORRE Team. 

 

In keeping with the district’s best practices, the KCS will follow a similarly inclusive process with the Strategic Use of Resources 
initiative.  As outlined earlier in the proposal under Criterion 2, the district will form a multi-stakeholder Steering Committee which 
will include senior district leadership, Board of Education representation, Knox County Education Association representation, 
principals, teachers, parents, higher education representation, community-based organizations, and the business community.  It 
will be especially important to involve early in the planning and design phase those individuals who will ultimately be 
responsible for implementing the district’s strategic priorities – teachers and principals.  By including principals and 

teachers on the Steering Committee, the KCS will help ensure that the perspectives of those who are closest to the students are 
part of the strategic discussions from the outset. 
 
II. STRONG EXTERNAL PARTNERS 

The KCS benefits from many strong community partnerships that will be critical to strengthening stakeholder engagement:  

 The Great Schools Partnership (GSP) is a 501 c(3) local education fund with a mission to help Knox County Schools 

move from good to great and to serve as a “catalyst, think tank, incubator and start-up funder for making Knox County 
Schools globally competitive.”  The President of the GSP meets with the Superintendent on a weekly basis to discuss 
priorities.  GSP directors include city and county mayors, chairs of the Board of Education and County Commission, CEOs 
of the Chamber of Commerce, Urban League, NAACP, and the education association, the dean of the education school at 
the University of Tennessee, the president of the local community college, and other corporate and philanthropic leaders.  
The GSP supports various initiatives in the KCS, including: community schools, a teacher induction and mentoring program, 
TAP (Teacher Advancement Program), first grade literacy intervention, the AVID (Advancement via Individual 
Determination) middle school and high school intervention / college readiness program, a middle school summer bridge 
program, and distance learning initiatives in several high schools across the district. The GSP has also helped facilitate 
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discussions between district leadership and the broader community on strategic KCS priorities, and raise funds for the 
implementation of these priorities. 

 The Knoxville Chamber has also played an important role in facilitating conversations between district leadership and the 

business community on topics related to the district’s strategic priorities.  The Chamber has worked closely with the KCS 
over the last four years in helping the district develop a robust and interoperable data warehouse called the Education 
Management Information System (EMIS) which enables the KCS to more easily access the vast array of data needed to 
calculate Return on Investment as part of the Strategic Use of Resources Initiative.  Finally, the Chamber’s CEO and 
Chairman of the Board of Directors were part of the Steering Committee created by the district to oversee the Return on 
Investment (ROI) process, which culminated in the publication of an ROI report in April 2012. This last example is especially 
relevant to the Strategic Use of Resources Initiative which the KCS will be undertaking – in a way, the KCS is already 
“ahead of the game,” having laid a strong foundation with community and business partners on issues related to using 
money smartly to maximize outcomes for students. 

 While not traditionally considered an external stakeholder, the Knox County Education Association (KCEA) represents 

the district’s teachers in the collaborative conferencing process and plays an extremely influential role within the district.  
The KCS has worked closely with the KCEA for many years and always maintained a very productive relationship with the 
association.   

 The Knox County Council PTA provides an important advocacy role and supports a clear educational link between home 

and school. It also seeks to unite, inform, and engage educators and the broader community in key educational issues that 
affect the academic success and well-being of children.  

 The Knox County Schools’ Partners in Education program is designed to create a close, working relationship between a 

community organization and a school or specific program within the Knox County School System.  The purpose of this 
program is to enrich and expand the educational opportunities of Knox County students, while fostering a deeper 
understanding of the school system within the community.  Through the establishment of personal relationships between 
community leaders and educators, the goal of Partners in Education is to create a spirit of involvement that has a positive 
impact on Knox County.  This involvement helps develop the local school environment into a powerful educational setting 
where community members are working actively with students. Currently there are several hundred partnerships between 
businesses and community organizations and schools individually as well as with the district generally.  

 
The KCS will build on the existing strong relationships with the Great Schools Partnership, the Knoxville Chamber and others as 
it engages business and community stakeholders in the strategic planning and resource alignment processes. 
 
III. THE STRATEGIC PLAN “REFRESH” OPPORTUNITY 

Now in its fourth year of implementing the five-year strategic plan, the KCS is committed to initiating the next phase of strategic 
planning in July 2013.  This presents the KCS with an opportunity to engage a wide range of stakeholders about district strategic 
priorities and resource alignment opportunities that will ultimately support and enable the execution of the strategic priorities.  
Figure 4 on the next page illustrates how the Strategic Planning Process, the Budget Development and Adoption Process, and 
the Strategic Use of Resources Initiative will intersect and reinforce one another.  The Strategic Planning Process and Strategic 
Use of Resources Initiative will be overseen by the same Steering Committee to ensure that these “intersections” happen. 

Figure 4: Stakeholder Engagement in the Context of the Strategic Plan and Budget Development Process 
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IV. LESSONS LEARNED FROM PRIOR STAKEHOLDER ENGAGEMENT EFFORTS 

While efforts to engage with internal and external stakeholders have been quite successful, the KCS has certainly learned from 
both the 2008 CORRE process and the 2009 strategic plan process, and plans to incorporate these lessons into the current 
engagement and communications plan: 

 While public forums play a role in the overall engagement strategy (soliciting input early and obtaining feedback to ideas 
later in the process), it is important to create additional, more personalized meeting formats customized to the 
audience and the topic.  For example, investing time in one-on-one meetings with key opinion leaders is critical.  It is 

equally important to create opportunities for smaller group meetings, e.g., focus groups targeted to specific stakeholder 
groups and specific topics.  These smaller settings (whether one-on-one or focus groups) can provide a depth of detail and 
insight that is simply not possible in larger settings. 

 Investing time in one-on-one and small group meetings is time consuming and requires a very intentional approach to 
using existing district capacity and creative thinking about how to supplement the capacity of central office district staff 

with internal and external partners who can help facilitate meetings. The KCS understands the capacity implications and 
has developed a preliminary plan to create the capacity needed to execute this preferred engagement strategy.  The plan is 
outlined toward the end of the Stakeholder Engagement section. 

 One-way communication vehicles (emails to staff and parents, video/audio broadcast of public meetings, etc.) are 
necessary but not sufficient to creating an engagement experience that is meaningful and genuine to stakeholders. It is also 
important to provide opportunities for two-way communication (e.g., brief surveys of key constituents, email hotline, 

telephonic notification, targeted focus groups, etc.).  The KCS has a robust capacity in this area. 

 Sometimes “global” plans can feel less relevant to stakeholders if the stakeholders cannot easily connect the overarching 
plan to what it means for them individually.  It is important that the communications plan address this challenge by 
translating the high level strategic and financial goals into examples that are easy to understand and can be placed 
in the stakeholders’ immediate context.  For example, the KCS now has the video capability for “story telling” purposes.  

Short video clips with vignettes that include parents, students, teachers and principals are very powerful in explaining what 
the application of a particular strategic plan concept could mean for a school, a classroom, and an individual student. 

 
V. APPLICATIONS OF LESSONS LEARNED TO THIS PROCESS 

The KCS will implement the following plan: 

 Timing / Sequencing: The KCS will begin stakeholder engagement in the summer, and will focus primarily on the process 

components (mapping of all constituents; determining best outreach strategy to each individual / group; lining up district and 
partner capacity to facilitate meetings; setting up a preliminary schedule of meetings; etc.).  Where possible, the district will 
begin actual engagement in the summer, but most likely, this will need to wait till the beginning of the school year to ensure 
maximum participation.  Once the school year starts (mid-August), the KCS will engage stakeholders in earnest, beginning 
with “input sessions” on aspirations and priorities (Aug-Sept) and following up with “change management sessions” that 
invite feedback on specific ideas and recommendations (Oct-Dec). 

 Engagement Formats: Ways of engaging stakeholders will include one-on-one meetings with key opinion leaders, focus 

groups targeted at specific groups (e.g., principals, teachers, parents, high school students) and topics, and public forums. 

 Communication Vehicles: The KCS will leverage existing communication vehicles and establish new ones, as needed.  

Existing “one-way” communication vehicles include: the SchoolMessenger System through which segmented email, text 
and telephonic messages can be sent to district staff, parents, and key stakeholders.  Public meetings are broadcast live on 
cable access television, FM radio and the internet.  KCS also has a monthly “Benchmarks” e-newsletter distributed to 
internal and external stakeholders that can be used to provide updates on the Strategic Planning Process, as well as to 
inform stakeholders of upcoming input sessions.  Additionally, a webpage dedicated to the Strategic Planning Process and 
the Strategic Use of Resources Initiative will be created. In addition to the targeted focus groups, “two-way” communication 
vehicles will include establishment of an email hotline to allow for ongoing input, and short surveys targeted at specific 
groups (e.g., parents, principals, teachers, other instructional staff, etc.). 

 “Connecting the Dots”: Senior district leadership, including the Public Affairs Director, will make explicit recommendations 

aimed at communicating how “smarter spending” will help achieve strategic plan goals and improve student learning.  The 
Public Affairs office will also help make the global plan relevant and meaningful to stakeholders by translating the general 
concepts into “what does this mean for me?” vignettes – these can be posted, in the form of short video clips, on the 
webpage dedicated to strategic planning, or shared via links in emails, e-newsletters, etc. 

 Measuring Level of Engagement: Throughout the process, the KCS will track and measure the level of stakeholder 

involvement.  Sample measures, to be finalized during the May-June planning process include: creation of a website, 
number of unique visitors to the website, number of focus groups and one-on-one meetings held, number of hotline 
requests, total number of meeting participants over time and by category, and some measure of how representative 
meeting participants are of the KCS community.  The ultimate measure of success will be the degree of the community’s 
buy-in into the recommendations put forward by the KCS leadership. 

 
VI. CAPACITY TO EXECUTE THE ENGAGEMENT PLAN 

The KCS fully recognizes that executing a plan like the one described above requires an investment of time that exceeds the 
capacity of its Public Affairs office.  The district has been through this kind of process twice before and has been able to execute 



Knox County Schools “Strategic Use of Resources” Proposal.  Submitted April 26, 2013 

 22 | P a g e  
 

its engagement plan thanks to the commitment of both internal and external partners.  In order to execute its proposed 
engagement strategy, the KCS has developed the following preliminary plan and will continue to refine this plan over the next 
two months: 

 Internal Capacity: The Director of Public Affairs will devote 20-30% of her time to these efforts, depending on the phase of 

the project.  In addition, the Chief of Staff will also dedicate part of his time to this effort.  The KCS has also created a 
Director of Strategic Planning term position.  This position will be filled by Morgan Camu, a Harvard Ed.L.D. candidate who 
will join the district in July 2013 to coordinate the stakeholder engagement and strategic planning process.  In this role, Ms. 
Camu will be able to draw on her past experiences (as a high school teacher and later as a district administrator); she will 
focus on this effort full-time and will report to directly to superintendent. Finally, other district staff will also assist, as needed, 
in facilitating some of the engagement sessions (for example, instructional staff will be called on to facilitate focus groups 
with principals and teachers). 

 External Capacity: The KCS will leverage external partnerships (e.g., with the Knoxville Chamber and the Great Schools 

Partnership, as evidenced by the Support our Schools campaign) to secure additional facilitation capacity.  As mentioned 
earlier, the Chamber has been willing to facilitate discussions with the business community in the past.  In addition, the KCS 
will receive targeted support from Parthenon in the form of materials preparation (e.g., syntheses of analyses presented in 
easily digestible formats) for key stakeholder engagement sessions.  District leadership and other facilitators will be able to 
use these materials as the basis for discussion and collecting feedback. 

 

Criterion 5: District Capacity Building Plan 
 

As shown in Figure 5 below, the KCS and Parthenon propose a six-step approach to building district capacity to carry on this 
work beyond the duration of the grant.  While shown here as a linear process with a beginning and an end point (for ease of 
presentation), the process is really a cyclical one – steps 3 and 4 are specific to this grant, but steps 1, 2, 5, and 6 will become 
part of ongoing cycle of self-evaluation and improvement for the KCS central office and senior leadership. 

Figure 5: KCS Approach to Building Capacity to Continue Resource Alignment Work 

 
 
Steps 1 and 2: Define Capacities Needed and Assess Current KCS Status 

In preliminary discussions held this April, the KCS leadership team and Parthenon have arrived at a preliminary definition of 
capacities needed for the district to pursue resource alignment work effectively.  This definition is illustrated in Figure 3 below.  
In keeping with its historic commitment to asking hard questions and developing solutions, the KCS has also conducted a 
preliminary self-assessment of the district’s capacity in each of the key areas.  The results of KCS’ self-assessment were 
provided in Figure 3 on page 11.   
 
While the KCS does not claim to have all the capacities right now to be able to implement resource allocation work on an 
ongoing basis – after all, one of the primary goals of the initiative is to identify potential capacity gaps and to develop a plan to 
address them – the district does bring important leadership capacity to this project, an asset without which no real change will be 
possible in a district.  This leadership capacity has already been demonstrated in the following ways:  

 Ability to set strategic direction and deliver against this direction: The district’s strategic plan was translated into 

specific performance targets and a detailed implementation plan with owners and milestones, and each year, an annual 
report is published to share progress to date. 

 Inclusive approach to setting priorities: Leadership has a track record of soliciting input from a wide range of 

stakeholders through a variety of formats. 

 Commitment to instructional innovation and to aggressive management of resources to maximize funds available for 

instructional innovation. 

 Analytical orientation to decision-making and management: Leadership has already undertaken a Return on 

Investment study with support from the broader community, and has through on recommendations from the report.  

The KCS has also taken steps to improving skillsets and increasing capacity in the area of Finance, Accountability, and 
Communications (which are flagged above as having a medium level of required skillsets and a low/medium level of bandwidth): 

 In Finance, the KCS is building analytical capacity via the Budget Director role contemplated for the Broad residency. 
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 In Accountability, the KCS is building analytical capacity through the addition of a data analyst in February 2013 and 

through the nomination of the department’s senior data analyst for the Agency Fellow Program with the Strategic Data 
Project at Harvard. 

 In Communication, the KCS will have additional capacity in the form of a term position (Director of Strategic Planning) that 

will report directly to the Superintendent and coordinate the strategic planning process on behalf of the district.  The KCS 
has already filled this position; the Harvard Ed.L.D. candidate will start in July; her experience in the school and district 
settings (as a teacher and later as a district administrator) will allow her to bring these important perspectives to bear in the 
stakeholder engagement process. 

 
It should also be noted that the initial self-assessment captured in Figure 6 focuses strictly on capacities required to conduct 
actual resource allocation work as part of the overall planning and budgetary functions of the district, and therefore focuses on 
the capacity of administrative personnel.  However, the KCS is acutely aware that in order for resource allocation 
initiatives to succeed in the long term, the district also needs to pay attention to capacity on the instructional side.  For 

example, a resource allocation initiative could be deemed successful if it: a) identifies resources that can be reallocated toward a 
specific instructional priority with high impact on student achievement (like deployment of a particular programmatic intervention 
for students) and b) if steps are taken to actually reallocate the identified resources to bolster the programmatic intervention.  
However, the resource allocation initiative will ultimately not be successful if there is a lack of capacity to execute the 
programmatic intervention with fidelity.  There could be a capacity shortage at the supervisory level (supervisors of principals), at 
the school leadership level (ability of principals to ensure fidelity of implementation), or at the teacher level (e.g., insufficient 
numbers of effective teachers).  While the KCS realizes that instructional capacity is not the focus of this grant, it believes it is 
important to flag it as critical to the ultimate success of the resource allocation work.  At a minimum, the KCS aspires to, as 
part of this grant, to determine whether resources can be reallocated to bolster school leadership capacity. 

 
Step 3: Incorporate Direct Capacity Building into Resource Allocation Project Work 

Throughout the project, the Parthenon, ERS and KCS teams will partner to ensure “learning on the job” for the KCS team, by 
ensuring that KCS staff work closely side-by-side with their external partners over the course of the project (from superintendent 
to budget analyst).  For instance, the project structure outlined in the response to Criterion 2 (creation of a small Project Working 
Group comprised of the Chief Accountability Officer, Chief Academic Officer, Chief of Staff, Executive Director of Finance, 
Director of Public Affairs, and the Director of Strategic Planning) ensures that the KCS leadership team will be involved in the 
work on a day-to-day basis.  The Project Working Group and Parthenon/ ERS will meet regularly (every two to three weeks) to 
discuss methodology and approaches, to review findings to date, and to jointly discuss best next steps in view of findings.  
Moreover, Parthenon and ERS team members will interact frequently with individual Project Working Group members to follow 
up on various issues or topics specific to their respective domains of expertise.   
 
In addition, the Project Working Group together with Parthenon will convene ad hoc groups, or “action teams,” comprised of both 
district and school-based staff on topics where particular expertise may be needed (for example, discussions of instructional 
models and action planning around potential changes to models will involve school-based practitioners, not just district staff).  
This approach will ensure that the views of those closest to the issues are incorporated into the action plans; this will not only 
deepen internal stakeholders’ engagement, but will also deepen their understanding of the resource allocation initiative and its 
purposes, and improve the capacity of school-based staff to implement the proposed actions. 
 
Step 4: Share Analysis, Document Methodology, and Train as Needed 

As mentioned above, the KCS leadership will be closely involved in the resource allocation work from the outset, working side-
by-side with the Parthenon and ERS teams.  By doing this, the KCS leadership will develop a deep understanding of 
Parthenon’s and ERS’ methodologies and, as a result, will develop the ability to: 

 Repeat the analyses conducted as part of the project, and apply the analytical methodologies and processes after the 

conclusion of the consulting engagement 

 Make meaning of the analysis to improve resource allocations over time 

 
To ensure that this level of learning occurs and can be replicated, Parthenon and ERS will: 

 Share relevant files/analyses: Throughout the project, Parthenon and ERS will undertake a number of analyses 

(outlined in detail in the response to Criterion 1).  These analyses (spreadsheets, presentations) will be shared with the 
KCS, in formats that make it possible for the district to not only view, but also update the analysis as needed. 

 Provide appropriate documentation of methodologies: The deliberate capture of explicit activities, analyses and 

processes are critical to both district capacity-building and broader knowledge management across the field. Parthenon 
and ERS will document and/or summarize the methodologies employed for specific analyses, so that the replication of 
the analysis can live beyond the tenure of current KCS staff (and also be shared beyond the district).  Both 
organizations have created such documents in the past. 

 Train relevant personnel: Parthenon and ERS will provide targeted training on its analyses and methodologies to 

designated district personnel (e.g., a budget analyst in the Finance office or a research analyst in the Accountability 
office), assuming that appropriate personnel are actually in place.  If, as a result of a more detailed capacity 
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assessment, the KCS leadership team determines that additional hires are needed to conduct the analytical work 
(more on this under Step 5 below), Parthenon and ERS will be able to provide on-boarding assistance to the district 
once the hire is made.   

 
Step 5: Revise Processes and/or Augment Staff 

Organizational Review: As mentioned earlier, Parthenon will conduct interviews with the KCS leadership team to develop a 

detailed assessment of organizational capacity for inclusion in the August 30
th

 district capacity building plan.  However, the work 
of assessing organizational capacity to execute resource allocation will continue throughout the project.  Much of the work that 
will be conducted as part of the grant will be a one-time intensive effort to develop a comprehensive mapping of resources and 
to create a baseline, but there will certainly be an ongoing workload as well.  As part of the project, the KCS leadership and 
Parthenon will determine the level of resources required to conduct this additional work, and whether the additional work can be 
done with existing staff (by realigning responsibilities among existing district personnel) or whether adjustments to staffing levels 
are needed.  If the district decides an investment in additional personnel is required, Parthenon will assist the district in 
identifying resource reallocation opportunities to fund the positions on a sustainable basis, then in defining the skillsets and 
responsibilities of any new positions, and finally in drafting job descriptions. 

Revisions to Processes: Working with the KCS leadership team, Parthenon and ERS will reflect on what works and what 

needs to change about the current budget process.  In partnership with the district team, they will propose adjustments, as 
needed, to the annual process, based on their experience working side-by-side with the KCS leadership team through the 
process. Also, as outlined at the beginning of this section, Parthenon will assist the KCS in developing a continuous 
improvement approach that more effectively connects the annual planning and budget process with the different 
evaluation/improvement processes occurring throughout the district.  By the end of Phase 3 (December 2013), Parthenon will 
help the district articulate how the revised processes should look – who is involved, what the calendar of deliverables is, what 
questions are asked and when during the process, what frameworks are used to make decisions, etc. 

Identification of Priority Metrics: In order to most effectively use the analyses developed throughout this project, the KCS 

team will need to understand how to make meaning of the data/metrics.  Parthenon and ERS believe that not all analyses need 
to be replicated each year and not all metrics need to be recalculated each year.  The comprehensive analysis done in the first 
year is important to establish a factbase to drive change management.  Ongoing implementation can be done off a sub-set of 
analysis and tracking of key metrics.  Working closely with the KCS leadership team, Parthenon and ERS will help the district 
make a determination regarding the frequency with which different metrics should be re-calculated and analyzed in order to 
measure progress against the goals the district has set for itself.  Parthenon and ERS will do the following to ensure that the 
KCS has the capacity to track these priority metrics over time: 

 Help the district develop a methodology for tracking the priority metrics on an annual basis; 

 Help the district think about ways that they can adapt their existing systems to make that reporting and other resource 
analysis easier in the future (if changes to existing systems and reporting are indeed needed). One example of this 
might be adding position level coding to the KCS’ HR and Budget systems that would allow the district to easily look at 
FTEs in different categories.  Another might be standardizing ID or code numbers across systems to make it easier to 
merge information across systems.  A third might be adding some of ERS coding fields to the district’s budget file. 

Finally, as mentioned earlier under training, Parthenon and ERS will, as part of this contract, provide targeted training to 
district personnel (a select number of district office personnel who work to provide support and accountability for how school 

leaders use people, time, and money). This contract does not include resources to provide direct training or support to principals 
and school leadership teams to rethink their use of school resources; the goal would be to create a sufficient level of 
understanding about the analyses and processes among KCS leadership so that they could provide direct training to school-
based staff, as needed. 

  
Step 6: Measure Progress and Revisit (Periodic Self-Assessment) 

Parthenon will conduct brief “pulse-check” surveys of KCS district staff most closely involved in the resource allocation work 

(e.g., Project Working Group members) at the beginning of the work (early July), 2 months in, 4 months in, 6 months in, and 
then twice more before the end of the grant period.  The purpose of the survey will be to ask a set of standard questions 
(focused on team and individual perceptions of the importance of the work, the willingness to engage in the work, the ability to 
engage in the work, and the level of understanding that each team member has about the tools and processes needed to do the 
work). These surveys will be anonymous and will provide Parthenon with qualitative information about the team’s attitudes, 
perspectives, and abilities (important leading indicators of success) that it will be able to weave into the various capacity building 
activities described earlier.   

In addition, Parthenon will continue to provide light touch support to the KCS through the end of the grant, by serving as a 
sounding board for the district leadership team through regular, scheduled check-in calls and visits (between January and 
October 2014).  These regular check-ins will be an opportunity to: 

 Discuss progress toward reflecting resource alignment in the 2014-15 budget 

 Continue to assess the day-to-day demands of this work on district personnel 

 Make adjustments to the district capacity building plan as needed. 
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Beyond the duration of the grant, the KCS will periodically self-assess its internal capacity and ability to conduct resource 
alignment work effectively.  Given the KCS’ prior track record in setting goals, translating these goals into measurable objectives 
and detailed implementation plans, there is no doubt that KCS will be able to deliver on this goal as well – to make resource 
alignment activities part of its everyday work and culture. 
 
Some high-level milestones are provided below (subject to change and refinement in the August 30

th
 plan): 

 By end of December 2013, develop an outline of what a continuous improvement process that is connected to the 

annual budget cycle would look like.  Within that, review and approve recommendations to revise/enhance the current 
budget process. 

 By early spring 2014, finalize implementation owners (who will oversee changes to processes and where the 

responsibility for ongoing process improvement will sit).  The current hypothesis is that, while all functional areas in the 
district will be involved in the process to some extent, one department should play the primary oversight/ coordination 
role to ensure follow through occurs. 

 By July 2014, hire any additional staff that may be required to facilitate resource alignment work on an ongoing basis 

(pending full assessment of capacities that will be conducted as part of the project). 

 By October 2014, implement recommended changes to the budget process so that the 2015-16 budget process 

(which will kick off in November 2014) includes the revisions/updates. 

 Annually (e.g., during the summer), starting in the summer of 2015, conduct an evaluation of the overarching 

continuous improvement process (and within that the budget development and adoption process) and suggest 
improvements for the following cycle. 

 
Criterion 6: Specific Partner Staff Who Will Support the KCS in This Work 
 
Parthenon Project Team: The Parthenon team will consist of the following people.  The amount of support provided by each 

person is listed in the table below, and each person’s qualifications are described in Appendix C. 

 Seth Reynolds, Partner, will oversee the project. 

 Kasia Lundy, Senior Principal, will be responsible for day-to-day management of the project. 

 Kate Stephens, Principal, will lead student performance analysis and eROI analysis. 

 Elizabeth Palmer, Associate, will take the lead on personalized learning benchmarking and analysis, and will also 

assist with the time audit and school visits. 

 Romy Drucker, Summer Principal, will assist with student performance analysis and with benchmarking/ analysis of 

personalized learning models. 

 Daniel Lobo, Summer Associate, will also assist with student performance analysis and with benchmarking/ analysis of 

personalized learning models. 

 Tammy Battaglino, Senior Partner, and Eleanor Laurans, Senior Principal, will serve as advisors on the project.  In 

addition, both of them will also oversee the Knowledge Management portion of the Strategic Use of Resources Initiative 
across the districts.  

Table 4: Time Allocations of Parthenon Team Members to the Project 

PARTHENON TEAM Jul-13 Aug-13 Sept-13 Oct-13 Nov-13 Dec-13 
Jan-Oct 

2014 

Seth Reynolds 30% 30% 30% 30% 30% 30% 10% 

Kasia Lundy 50% 50% 50% 50% 50% 50% 15% 

Kate Stephens 50% 50% 50% 50% 50% 50% -- 

Elizabeth Palmer -- 50% 50% 50% 50% 50% -- 

Romy Drucker 100% 50% -- -- -- -- -- 

Daniel Lobo 100% 50% -- -- -- -- -- 

 
Parthenon Advisors: In addition, Parthenon has identified within its Education Practice a set of senior advisors who possess 

unique areas of expertise that are relevant to data strategy development (listed in the table on the next page).  The Project 
Working Group will have unrestricted access to these advisors throughout the project, and Parthenon will look to engage key 
individuals at specific junctures of the project, as needed.  Advisor bios are also included in Appendix C. 
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Table 5: List of Parthenon Advisors 

PARTHENON ADVISORS 
Additional Education Practice 
Members 

Relevant Experience in the K12 Space 

District Finance 
Reform 

Human Capital 
Reform 

Personalized 
Learning Models 

Change 
Management 

Tammy Battaglino     

Eleanor Laurans     

Haven Ladd     

Margot Rogers     

Phil Vaccaro     

 

Dr. Marguerite Roza as Senior Advisor: Dr. Roza will act as a senior advisor to the project, dedicating approximately 
two days to the KCS resource allocation work over the duration of the engagement.  She will provide guidance to the 
Parthenon team in structuring analysis and developing hypotheses at the start of the project (approx. one day), and 
engage with senior district leadership for critical decision-making as the project progresses (approx. one more day in the 
September/October timeframe).  Dr. Roza is a Research Associate Professor at the University of Washington’s College of 
Education and Senior Scholar at the Center on Reinventing Public Education. Dr. Roza’s research focuses on 
quantitative policy analysis, particularly in the area of education finance. Her recent research has investigated spending 
patterns among schools within urban districts and the relationship to state and federal education spending. This research 
has documented inequities and inefficiencies in district spending practices and identified budgeting mechanisms for 
enabling strategic budgeting decisions for districts. Dr. Roza is author of the highly regarded education finance book, 
Educational Economics: Where Do School Funds Go?  
 
ERS Project Team: The ERS team will include the following staff. Qualifications are provided in Appendix C. 

 Stephen Frank, Partner, will oversee the project. 

 Kristen Ferris, Manager, will be responsible for day-to-day management of the project. 

 Joseph Trawick-Smith, Principal Associate, and Laura Schick, Associate, will conduct the resource allocation 

mapping and analysis. 

 Jenny Davidow, Data Analyst, will provide data support. 

 

 
Criterion 7: Budget  
 
Budget Detail: Please see Appendix D for the budget detail. 

Payment to Partners: The Partners will be paid directly by the Knox County Schools (KCS).  KCS will receive 70% of the total 

amount, or $840,000, from the Gates Foundation.  KCS will match the remaining 30% or $360,000 through a combination of 
external funds (contributions from local partners) and internal district funds (General Purpose School Fund). 
 

 
Criterion 8: Commitment from District Leaders 

 
By signing the attached Memorandum of Understanding, Knox County Schools leadership confirm their support for the proposal 
and agree to cooperate with and support knowledge capture and transfer activities so that other districts can benefit from the 
work.  The following Knox County Schools representatives have signed the MOU: 

 Dr. James P. McIntyre, Jr., Superintendent 

 Dr. Elizabeth Alves, Assistant Superintendent, Chief Academic Officer 

 Robert Thomas, Assistant Superintendent, Administrative Services 

 Karen Carson, Board of Education Chair 
 
Please see Appendix E for: 

 The signed MOU 

 Letter of support from the Great Schools Partnership 

 Letter of support from the Knox County Council PTA 

 Letter of support from the Knoxville Chamber 

 Letter of support from TN SCORE (State Collaborative on Reforming Education) 


