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Introduction to the VOI Case Studies 
The CoSN Value of Investment Leadership Initiative builds upon and complements the work 
of CoSN’s Taking TCO to the Classroom project (www.classroomtco.org). While the TCO 
tools allow schools and districts to take a snapshot of the total costs of their computer 
environment, the new Value of Investment (VOI) tools help them anticipate and quantify 
both the costs and benefits of proposed technology-related projects. 
 
VOI is not directed towards any specific application area, and the projected benefits can 
actually be compared with non-technology projects competing for the same funding. Projects 
can be focused on saving money, or towards accomplishing other K-12 goals and mandates, 
such as enhanced student performance, student equity, community relationships, student 
motivation and 21st century skills. 
 
In early 2007 CoSN worked with three school districts to create case studies based on its VOI 
methodology. The three case studies (http://www.edtechvoi.org/casestudies/) were developed 
with the generous support of corporate sponsors and cooperation of the participating districts. 
Each case study district is evaluating one or more approaches to a major proposed project. 
The intent is to use CoSN’s VOI methodology and tools to help these districts fully 
understand the costs, benefits and risks of their proposed projects, as well as to evaluate the 
CoSN VOI methodology.  
 
CoSN recommends that, before beginning the VOI analysis, districts should conduct TCO 
assessments to help them understand the costs of their installed networked computer 
environment and incorporate this data into the estimated costs for proposed projects. This is 
not always possible, however, and the three case studies represent a mix: In one of them, no 
former TCO assessment was performed and the cost estimates were generated less formally 
during the VOI analysis process. In a second case study, the results from the former TCO 
assessment were incorporated into the VOI analysis. In the third study, district leaders chose 
to use the figures from a TCO assessment only minimally because of the scope and goals of 
the project. 
 
 CoSN’s VOI methodology is further described in www.edtechvoi.org, where project cost 
estimate and benefits tools are available.  As explained there, VOI methodology consists of 
six key steps: 
 

1. Determine costs: This includes amortized initial costs (eg., purchase of equipment, 
user time for development and setup), ongoing direct costs (eg, licensing fees, 
ongoing professional development and support), and indirect costs (eg., user time 
spent troubleshooting and dealing with system issues). Essentially, step one focuses 
on the TCO for the entire project. 

 
2. Calculate any savings: In analyzing the anticipated benefits of a project, users of the 

VOI tools begin by looking at the potential financial savings. In broad terms, this 
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includes determining the savings from reduced current expenditures, future cost 
avoidance, staff productivity gains and increased revenue. 

 
3. Score benefits: Since many project goals and benefits go beyond financial 

considerations, a scoring model is used to determine benefits and their effect on 
district mission, goals, mandates and other requirements. So that they can be 
measured, these benefits are stated in numerical terms. Typically, this is the most 
difficult part of the process but taking the time to quantify allows the school or 
district to evaluate results over time. 

 
4. Identify r isk: Consensus is used to determine the probability that the project will be 

considered successful in terms of cost and benefits. District planners are asked to 
determine the probability of success and this is applied to the benefits score. 

 
5. Compare:  Projects competing for the same funding using costs and scoring model 

can be compared and projected costs and benefits stated concisely. 
 

6. Measure success: With benefits and costs stated in measurable terms, one can later 
evaluate the results. This is not only good practice for improvement of the VOI 
process, but a means of providing ongoing justification for sustainability of a 
successful project. 

 
For each case study district, the first four steps of the Value of Investment methodology were 
completed. Districts with more than one project or more than one approach had the 
opportunity to evaluate each separately using the VOI scoring model and then compare (step 
5). While it is too soon to validate the projected costs and benefits of these projects (step 6), 
it is CoSN’s hope to revisit these districts if the projects are implemented, and measure the 
results. 
 
Data from each district was used to develop a case study that reports pertinent background 
leading up to the proposed project(s), including background information on the district and 
its computing environment and baseline TCO metrics (if a TCO assessment has been 
performed). From there, the proposed project is described and assessed according to the VOI 
methodology. 
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Iowa Case Study: Overview and Background 
The Iowa district is considering a formative assessment project aimed at improving students’  
academic achievement. Formative assessment – the effective use of timely data on individual 
student performance in each of several skill areas within a school subject area – allows for 
directed remedial help and support in the areas of specific student weakness. The main 
incentive for considering the formative assessment project is to enhance achievement and 
reduce achievement gaps by identifying areas where work needs to be done at the individual 
student level to raise proficiency. This objective fits directly with the mission and main goal 
of the district. 
 
The approach is to develop and pilot the formative assessment database and query system, 
with a focus on elementary school reading, a subject area identified by the district as needing 
improvement. The district is considering both vendor-supplied and in-house-developed 
alternatives for the software used to analyze the assessment data. At this point, a pilot project 
to be designed in-house with help from consultants, has been evaluated in terms of cost.  
 
The Iowa school district is primarily an urban district serving the central city and close-in 
suburbs. The district consists of 40 elementary schools, ten middle schools for grades 6-8, 
and five comprehensive four-year high schools. There are ten other special schools and 
administrative buildings including one alternative high school and two schools for 
developmentally disabled children. Of the district’s 31,600 students, 36 percent are classified 
as racial minority, 55 percent are eligible for free-reduced lunch and 12 percent are 
considered English language learners. Less than 50 percent of graduating seniors have 
Internet access at home. The district employs 4,521 full time equivalent employees, 2715 of 
whom are teachers or other student interface personnel. This district has faced budget cuts 
over seven of the last eight years, due to flat per-student state funding and a slowly declining 
enrollment. 
 
The mission of this Iowa district is to equip students for life by challenging each one to 
achieve rigorous standards in academics, arts and career preparation. The number one goal is 
improving every student’s academic achievement, and district budgets are focused to allocate 
resources to programs that support these goals. Per the district superintendent, “Academic 
achievement for every student includes programming expansion and restoration to address 
the varying needs of every student learner, to provide more opportunities for world class 
learning, and to provide additional assistance to support struggling learners. The district must 
continue to build upon educational strategies that work, giving time for certain strategies to 
begin demonstrating academic results, and adding strategies with proven track records in 
strengthening student achievement.”  
 
The technology systems and services department is headed by the program manager who 
reports to the district superintendent. The department consists of 42 people organized into four 
primary areas: telecommunications, networking, data services, and technology services and 
repair. Furthermore, an extension group covers district functional areas of professional 
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development, curriculum, instructional technology and special education. In addition, most 
schools have a designated teacher performing a part-time role as building technology 
specialists. 
 
A total of 10,000 client computers, many of which are now five or more years old, are 
supported by technology systems and services, with 6,750 of them available for use by 
students. All buildings are connected via WAN and a 25mbps Internet connection is provided 
from the district hub. Some of the elementary schools are restricted with a T1 (1.5mbps) 
connection and there are concerns about introducing any further network traffic to these 
elementary school connections. 
 
The district maintains a technology plan that includes a mission statement aligned with the 
overall district mission: “The primary goal of the District Technology Plan is to provide a 
positive impact on student learning.”  This is the basis for follow-on goals and priorities for the 
Technology Systems and Services department. 
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The Proposed Project – Formative Assessment Alternatives 
The Iowa school district is in the beginning phases of establishing a formative assessment 
pilot program for literacy programs at five elementary schools. The purpose of this project is 
to provide timely student-level feedback to teachers so that specific individualized remedial 
help can be offered to students. The CoSN VOI methodology is being used to help determine 
expected costs and benefits to be measured for the pilot, and to translate the projected 
benefits to a broader formative assessment program following evaluation of the pilot.  
 
The pilot implementation will use an in-house database and query tools and techniques to 
collect data and provide timely student-level assessment information to the participating 
teachers. The pilot will help to determine the success of formative assessment tools and 
techniques and help the district determine the best approach for moving on.  
 
Alternatives being considered as a follow-up to the pilot program include expanding the use 
of the in-house analysis tools to the district as a whole, bringing in and implementing a 
vendor solution, or taking the Application Service Provider (ASP) approach by accessing a 
web-based vendor solution. As this point the district’s VOI analysis focuses on the costs and 
benefits of the pilot project with plans to extrapolate to a full implementation once they have 
had experience with the pilot. A possible third phase will involve evaluating costs of 
alternative approaches. 
 
The initial planning for the pilot project has taken place with a VOI analysis and various 
discussions occurring with the district©s curriculum committee and selected elementary 
school teachers. The pilot project was originally scheduled to start in March, 2007, but has 
been postponed till the 2007-2008 school year because of a major reorganization in the 
district’s curriculum.  
 
The initial VOI assessment has been used to estimate costs and benefits of the pilot formative 
assessment project. The VOI process will again be visited following the pilot project to 
evaluate the possibility of a full rollout of the formative assessment plan. Projected benefits 
will be adjusted based on experience with the pilot, and the various implementation 
alternatives will be evaluated for cost and relative projected benefits using the CoSN VOI 
methodology and tools.  
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Project Cost Analysis 
When determining anticipated project costs, it is useful to understand current TCO of the 
district’s overall technology infrastructure as a means of projecting ongoing costs for the 
proposed project. The Iowa district has recently completed its first comprehensive TCO 
assessment, using the CoSN K12 TCO Assessment Tool. The assessment generated the 
following baseline information that is applicable to the VOI study: 
 

1. Overall Cost 
Unit Total Cost Direct Cost Indirect Labor  

Cost*   

District Cost per Client 
Computer 

$745 $468 $277 

*Based on user survey to building technology specialists; most likely low 
 
2. Direct Cost by Category  

Unit Hardware Software Direct Labor  
External 

Application 
Providers 

District Cost per Client  
Computer 

$148 $39 $277 $5 

 
4. Staffing Metrics 

Direct Labor  Category Total Cost 

Cost Per  
Client 

Computer    
($ US) 

Client 
Computers 
per  Staff 

Operations and Financial $2,767,398 $267 261 
Professional Development and Training $31,017 $3 20,700 
Curriculum Development and Support $67,179 $6.50 10,350 
Total Support $2,865,594 $277 251 
 
5. Asset Metrics 

Category of Distr ict Resource Ratio 
Students per Student Available Client Computer 4.68 
Teachers per Teacher Dedicated Client Computer .89 
Non-Classroom Personnel per Non-Classroom Client Computer  2.15 
Total Users per Total Client Computers 3.54 
 
With this baseline TCO information, the district then used CoSN’s VOI project cost 
estimator to determine projected costs for the pilot project. The report beginning on the 
following page was created by the CoSN VOI Project Cost Estimator, from user input. It 
captures costs for implementation and ongoing support of the pilot formative assessment 
project  
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CoSN VOI Project Cost Estimator  

Direct (budgeted) Expenses 

Cost Category Cost Factor Initial Cost 
Amortized 

Years (1) 
Annualized 

(Calculated) 

Annual 
Ongoing 
Cost (2) 

TCO 
(Annualized) 

Computer, network and software technology purchases. Note that all items 
included in a lease should be included as annual expenses (not initial cost). 

Purchase Wireless 
Access Points 

100 3  33.33  0.00  33.33  

Computer & 
Network 

Technology 

Other Supplies 0 1  0.00  250.00  250.00  
Computer & Network Technology 100  33.33 250 283.33 

Project Planning 2500 3  833.33  0.00  833.33  
Project Management 3500 3  1166.67  0.00  1166.67  
Finance and 
Administration 

500 3  166.67  0.00  166.67  

Client Computer 
Installation 

50 3  16.67  0.00  16.67  

Client Computer 
Moves 

50 3  16.67  0.00  16.67  

Client Computer 
Upgrades 

50 3  16.67  0.00  16.67  

Provide User 
Training for this 
Project 

8950 3  2983.33  1250.00  4233.33  

Curriculum 
Development 

750 3  250.00  0.00  250.00  

Consultants and 
Contractors 

15000 3  5000.00  0.00  5000.00  

Implementation 
Direct Labor 

User System 
Training 

600 3  200.00  0.00  200.00  

Implementation Direct Labor 31,950.00  10,650.01 1,250.00 11,900.01 

Technical Services 0 1  0.00  500.00  500.00  
Service Desk 0 1  0.00  500.00  500.00  
Planning and 
Process 
Management 

0 1  0.00  1000.00  1000.00  

Finance and 
Administration 

0 1  0.00  200.00  200.00  

Professional 
Development & 
Training 

0 1  0.00  2000.00  2000.00  

Curriculum 
Development & 
Support 

0 1  0.00  7500.00  7500.00  

Ongoing Direct 
Labor 

Contractors 0 1  0.00  1000.00  1000.00  
Ongoing Direct Labor 0  0 12,700.00 12,700.00 
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This category consists mainly of the cost of user time spent in training, such as 
overtime, honorarium or substitute teacher expenses. 

Teacher/staff 
Training Time 

3000 3  1000.00  0.00  1000.00  

Implementation 
Indirect Labor 

User Time in Project 
Planning, 
Development and 
Review 

500 3  166.67  0.00  166.67  

Implementation Indirect Labor 3,500.00  1,166.67 0 1,166.67 

Direct (budgeted) Expenses 
Subtotal 

35,550.00  11,850.01 14,200.00 26,050.01 

 
Indirect (unbudgeted) Costs 

Cost Category Cost Factor Initial Cost 
Amortized 

Years (1) 
Annualized 

(Calculated) 

Annual 
Ongoing 
Cost (2) 

TCO 
(Annualized) 

Ongoing Indirect Labor is user time spent dealing with system problems, down-time 
and time in training. This time is not part of school budgets and does not show up as 
part of total ongoing cost; however it is an important part of TCO. 

Computer Maintenance 0 1  0.00  100.00  100.00  

Ongoing 
Indirect 
Labor 

Application or 
Curriculum 
Development 

0 1  0.00  300.00  300.00  

Ongoing Indirect Labor 0  0 400 400 

Indirect (unbudgeted) Costs 
Subtotal 

0  0 400 400 

TOTAL PROJECTED COST OF 
OWNERSHIP: 

35,550.00    11,850.01 14,600.00 26,450.01 

(1) Major one-time purchases for this pilot project are amortized over the expected life of this pilot 
project, which is 3 years. The costs identified with a 1 year amortization are one-time labor costs that 
happen in the first year of the project and are associated with project startup.  
 
(2) Ongoing costs include ongoing support and equipment leasing 

 
The pilot project is quite comprehensive, as it is being implemented by 46 teachers for 1058 
students, resulting in an annualized district cost of $25 per pilot program student. 
 
Additional equipment, except for minimal networking, is not needed, so for budgeting 
purposes is not included as a cost. However the additional client, network and server load 
will use capacity that could otherwise be used for another project; for proper assessment, 
these equipment costs have been included in the project TCO. Databases and queries will be 
developed in-house but $15,000 has been budgeted for consultants to help with the process. 
Other direct and indirect labor costs are also included. 
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Direct labor costs for project planning and management and user training are not amortized, 
as these are considered to be normal budgeted ongoing activities for the Technology Systems 
and Services Department. If viewed strictly from a TCO (versus budget) perspective, these 
activities would be amortized.  
 
Implementation activities involving curriculum and outsourced services are amortized over 
three years. The amortized direct labor costs, including teacher curriculum modification are 
estimated at an annualized $11,900. 
 
Ongoing training by the Technology Systems and Services Department is captured as an 
annual cost and is based on their per-computer TCO and specific project estimates. This is 
estimated to be an annual cost of $12,700. 
 
Ongoing indirect labor, while not a budget line-item is still a consideration. The formative 
assessment application will save the teachers time and provide better information; however, 
there is ongoing user time required for training and associated curriculum development. 
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Projected Benefits, Risk and Assessment 

School or District Importance Anticipated Project Benefits Effect Score $
Mission, Goals and Mandates 1 - 10 -10 to +10(Calculated) Savings

 $ Savings (Only items not included in Project Cost Estimator)
Enhanced administrative staff productivity (FTE at burdened salary): $1,000
Enhance teaching staff productivity (FTE at burdened salary): $3,000

 Improve effectiveness of assessment and evaluation $1,600
Qualitative Benefits that Affect Mission, Goals, Mandates

Goals for Academic Excellence  
90% of students in the pilot project that are less than 
proficient on state assessment will reach proficiency on the 
next state assessment.
All students will increase proficiency in the areas identified 
as needing improvement measured by the formative 
assessments in each successive testing period.
Students in the pilot project will show learning growth of no 
less than 1 year's growth for one year's time as measured 
by the state assessment.
Students in the pilot project that are less than proficient on 
state assessment will show more than one years growh in 
one years time.

All (district) students in grades 3-
12 will read at or above grade 
levey by 2010.

All students will increase proficiency in the areas identified 
as needing improvement measured by the formative 
assessments in each successive testing period.

The Schools will provide a proper 
educational environment for 
students, teachers and staff. 
Such as environment will:

Buildings in the pilot project will show an 10% decrease in 
absenteeism as reported by the attendance tracking 
system.

 a. Reduce disrespectful 
language, bullying and 
harassment.   
b. Maintain a safe and orderly 
school
c. Reduce disproportionate 
suspensions.
Operational Excellence  

In order to provide the personnel, 
infrastructure and resources to 
meet our academic goals, the 
Des Moines school district 
adopts the following golas for 
operational excellence:

Buildings in the pilot project will show a 5 point reduction in 
achievement gap annually as measured by the statement 
assessment.

High-quality teachers will be 
hired, developed and retained in 
order to best meet our academic 
goals.

Teachers in the pilot project will each include no fewer than 
three artifacts related to the pilot project in their 
professional portfolio. The artifacts will support the Iowa 
teaching standards.

Budget decisions and approval 
will reflect the priority of 
academic achievement of all 
students, while maintaining a 
fiscally responsible, minimum 
solvency ratio of 3.5%

Project Description: Implementation of a formative assessment pilot

State in Measurable Terms (Substitute your specific project goals)

Buildings in the pilot project will show a 10% decrease in 
behavior issues as reported by the behavior tracking 
system.

All students will exhibit high 
academic achievement, 
regardless of race or 
socioeconomics, by 2010
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The VOI benefits worksheet with district goals and project benefits is shown on the previous 
page. Anticipated benefits are shown for the pilot formative assessment project, with plans to 
assess a full rollout in the future. Both the pilot and full rollout are focused on elementary 
school reading programs; an area identified by the district as needing improvement.  
 
Savings shown in the first section of the benefits chart are based on the time saved by 
streamlining the data gathering process that used to require many hours of manual effort on 
the part of teachers who culled out some basic formative data on their own. The following 
annual savings for a total of $5,600 (which can be applied to the annual project TCO 
calculated earlier to lower the total to $20,850) are anticipated for the pilot formative 
assessment project: 

�  Administrator time savings of 20 hours a year $50/hour, or $1,000/year 
�  Teacher time savings of 100 hours a year at $30/hour, or $3,000/year 
�  Savings due to improved process of 40 hours a year at $40/hour, or $1,600 

 
The Iowa district chose not to score the benefits and their effect on district goals, as this 
project is not competing with other projects for funding. However, the specific benefits were 
stated in measurable terms and related to the appropriate district goals. This allows for a 
concise description of the benefits and relates the benefits to what is important to the district, 
board and constituents. 
 
The district considered the risks that might interfere with the successful implementation of 
the project (see Appendix A) and, in that context, estimated the probability of success for the 
pilot to be 90 percent with buy-in from teachers who volunteered to participate. If the pilot 
project is successful, the consensus of probability of success for the full rollout is 75 percent, 
considering complexities and need for cooperation from all elementary teachers. 

Conclusion 
Using CoSN’s VOI methodology the district determined costs, benefits and risk of the 
proposed formative assessment project, including an initial pilot in a number of elementary 
school classrooms. The major cost items are implementation and ongoing direct labor, with a 
focus on teacher training and integration of assessment into the curriculum. When viewed on 
a per-student basis, the annualized cost of the pilot program is estimated to be just $25 per 
pilot program student, not including teacher time saved. Driving this project is a key district 
goal for all students to read at or above grade level by 2010, and positively affecting this goal 
is seen as a major benefit of this project.  
 
Use of the VOI methodology helped the district determine costs for developing, 
implementing and maintaining formative assessment initiative pilot for the elementary school 
literacy program; set goals and measurable benefits for this initiative; and express these 
benefits in terms relating to district goals. Although it was not seen as necessary to score the 
benefits (since they are not being compared to another program), measurable benefits have 
been aligned with the related district goals, clarifying the anticipated outcomes in terms of 
what is important to district stakeholders.
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Appendix A:  Anticipating and Mitigating Risk 
 
The pilot project has been designed to mitigate risk. A successful pilot will lead to a lower 
risk full implementation. The following table shows typical technology project risks and 
ways the VOI assessment can help mitigate these risks. 
 

Risk VOI  Mitigation of Risk 
Project deliverables don’ t give real organization 
benefit  

The VOI process requires alignment with 
goals 

Organization benefits will be delayed VOI includes additional planning that 
will help project start on time and meet 
project milestone events 

Lack of organizational buy-in will result in 
project delay and/or extra costs 

VOI expects the involvement of key 
stakeholders 

Lack of executive sponsor buy-in will result in 
project delay and/or extra costs 

VOI expects the involvement of 
executive sponsors 

Requirement for significant customization will 
result in project delay and/or extra costs 

VOI factors costs for customization into 
the analysis 

Key project leadership may leave the 
organization before the project is completed 

VOI helps build capacity to sustain the 
project 

Lack of adequate resources or lack of 
organizational capacity to execute will result in 
project delay and/or extra costs 

VOI includes additional planning that 
will help secure adequate project 
resources 

Integration costs often are 20-30% of the overall 
project cost 

VOI factors these costs into the analysis 

Poor functional fit results in solution limitations VOI includes additional planning that 
identify organizational needs and wants 

The organization needs to be able to negotiate 
project terms knowing solutions direct benefits 

VOI helps the organization develop cost 
benefit information 
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Appendix B:  Definitions 
Total Cost of Ownership (TCO) 
TCO can be defined generally as all of the costs involved in implementing and maintaining 
computers and related networks. Relevant definitions include: 
 
Total Cost includes all costs within the CoSN-Gartner TCO model. It is a balanced look at 
what it truly takes to support a computer for the district. The metric includes both Direct and 
Indirect costs. 
 
Direct Costs includes all technology and direct labor costs incurred by the school district 
during the study period (hardware, software, external application providers, and direct labor). 
 
Indirect Costs includes all of the labor incurred by the user community for the study period. 
Indirect Labor includes the costs of users supporting one another, time spent in training 
classes, casual learning, self support, user applications development and downtime costs. 
 
Hardware includes the annual costs for client computers, peripherals, servers, network 
equipment, and printers. 
 
Software includes the annual costs for all software running on client computers and servers. 
This would include infrastructure software, educational and administrative software, personal 
productivity software, as well as content and curriculum specific software. 
 
Direct Labor  includes burdened salaries from personnel whose job role includes operations 
and financial support, professional training, or curriculum development. 
 
External Application Provider  includes all costs associated with organizations that provide 
the use of applications, and associated services to customers. 
 
Client Cost per  Client Computer  Measures the annualized cost of personal computers, and 
peripherals divided by the total number of client computers. 
 
Server  Cost per  Client Computer  measures the annualized cost of servers divided by the 
total number of client computers. 
 
Network Cost per  Client Computer  measures the annualized cost of network equipment 
(hubs/routers/switches, etc.) divided by the total number of client computers. 
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Students per  Available Client Computer  includes the total number of students divided by 
the total number of client computers located in classrooms, libraries, media centers, labs, etc., 
along with the total number of student dedicated client computers, not including student 
owned equipment. 
 
Teachers per  Teacher  Dedicated Client Computer  includes the total number of classroom 
teachers divided by the total number of client computers dedicated for use by these 
individuals. 
 
Non Classroom Personnel per  Non Classroom Personnel Client Computer  includes the 
total number of non-classroom personnel divided by the number of client computers 
dedicated for use by these individuals. 
 
Client Computers per  Server  includes the total number of client computers divided by the 
total number of servers. 
 
Operations and Financial Cost measures the total personnel costs, vendor costs associated 
with “hands-on”  labor, and help desk support around client computers, servers, printers, and 
network equipment. It also includes any costs around planning and process management, 
finance and administration (budgeting, procurement, asset management etc.), and physical 
database administration. 
 
Professional Development and Training costs include training of personnel to provide 
familiarization, and proficiency with the operation of equipment and software to carry out 
school tasks whether instructional or administrative. 
 
Curr iculum Development and Suppor t costs include labor involved in integrating 
technology into the teaching and learning process. 
 
Client Computers per  Staff Metr ics The number of Operations and Financial, Professional 
Development and Training, and Curriculum Development and Support personnel are divided 
by the total number of client computers to create client computers per staff metrics. Looking 
at the data this way tends to normalize for high or low salaries when making comparisons. 
 

Value of Investment (VOI) 
VOI is a methodology developed by CoSN to help school technology leaders to better 
identify costs and benefits of proposed technology projects, in K-12 terms. Relevant 
definitions: 
 
Initial Costs are the up-front costs incurred for obtaining equipment and implementing the 
proposed project, including direct labor and user time in development and training. 
 
Amor tized Years is the planned or expected life of the project, generally not to exceed five 
years or the useful life of the equipment and other technology. 
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Ongoing Costs include the ongoing TCO costs of the proposed project, such as leased 
equipment, ongoing support and training and ongoing indirect labor. 
 
Distr ict (School) Mission, Goals, Mandates are formalized statements that most districts 
and private schools have as their main values and focus. These are generally broad 
statements that provide a direction for the district (school). 
 
Impor tance of the goals is a measure of the relative importance of each goal, mandate or 
other district (school) wide imperative.  
 
Anticipated Project Benefits are benefits of the proposed project stated in measurable terms 
and aligned with a respective district goal or mandate. These benefits can be stated as 
monetary savings for the district (school) where applicable, and/or as benefits related to the 
public service of the educational institution.  
 
Effect is the relative effect that a given anticipated project benefit has on a related district 
(school) mission, goal, mandate or other imperative. This is measured on a scale of -10 (large 
negative effect) to +10 (large positive effect).  
 
Score is a calculation of the effect of a benefit times the importance of the related mission, 
goal, mandate or other imperative. 
 
Risk is the probability of success as a percentage measured by the level of confidence that 
the proposed project will essentially meet or exceed the Anticipated Project Benefits. 
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Appendix C:   Related CoSN Resources 
A description of CoSN’s VOI methodology, VOI assessment tools and other VOI case 
studies can be found on CoSN’s VOI website, www.edtechvoi.org. VOI case studies include:  

2007 Arizona VOI  Case Study 
A proposed one-to-one student computing initiative 
2007 Iowa VOI  Case Study 
A plan to provide formative student assessment through data and queries 
2007 Wisconsin VOI  Case Study 
Proposed online learning alternatives 

 
Please refer to the following documents (available at the www.classroomtco.org website) for 
additional information regarding TCO in the K-12 environment: 
 
Why Total Cost of Ownership (TCO) Matters 
Necessary reading before getting started 
 
Preparing for TCO Analysis 
Input fields required for the Web-based TCO Tool and extensions for further evaluations 
 
The Web-based TCO Tool 
A review of the Web-based TCO Tool 
 
2003 TCO Case Studies 

California District Case Study 
An urban district with 140,000 students 
Minnesota District Case Study 
A rural district with 4,000 students 
Pennsylvania District case Study 
A rural district with 2,500 students 
Utah District Case Study 
A suburban district with 49,000 students 

 
2004 TCO Case Studies 

Missouri District Case Study 
A rural district with 450 students 
Texas District Case Study 
A Suburban District with 35,500 students 
Virginia District Case Study 
A suburban/urban district with 166,000 students 
Wisconsin District Case Study 
An urban district with 21,500 students 

 
One-to-one TCO/VOI Case Studies 
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District 1 
A rural and small town district with 10,200 students 
District 2 
A mostly rural district with 1,800 students 
District 3 
A rural district with 867 students 
 

Contact Information 
The Consortium for School Networking 
 
Name: Karen Yoho 
Vice President, Marketing 
Telephone: +1-202-861-2676 x120  
E-mail: karen@cosn.org 
 
 
Name: Rich Kaestner 
Case Study Author  
TCO/VOI Project Director 
Telephone: +1-541-929-4589 
E-mail: richk@alyrica.net 
 

 
 


