
Identifying and Measuring the 
Value of 21st Century Skills

Justification for Projects that address 21st Century Skills

“We need to prepare kids for their future
Not our past”

Assistant Superintendent
Fairfax County Schools, VA



CoSNCoSN

Washington DC based non-profit organization

Serving K-12 technology leaders who through their strategic use 
of technology, improve teaching and learning.

The primary challenge we face in using technology e ffectively 
is human, not technical. 
For that reason, CoSN focuses on Leadership and Pol icy.

Supported by institutional, individual, and corporate members

Free and member resources; annual conference in March



Partnership for 21st Century Skills

A unique partnership between business, 
education and policymakers

With support from the U.S. Department of Education

The Partnership is a catalyst to define 
and promote a powerful vision for:

21st Century Citizens
21st Century Workers 
21st Century Education



The IssueThe Issue

School Goal: “Our graduates will be successful in 
college and the workplace”

� What skills do they need to acquire?

� What is the value of investment in these skills? 
(a cost-benefit analysis)

� How do we measure achievement?
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21st century student outcomes21st century student outcomes

Core Subjects and 21st Century Themes
� Global Awareness
� Financial, Economic, Business and Entrepreneurial 

Literacy
� Civic Literacy
� Health Literacy

Learning and Innovation Skills  
� Creativity and Innovation Skills 
� Critical Thinking and Problem Solving Skills 
� Communication and Collaboration Skills



21st century student outcomes, cont.21st century student outcomes, cont.

Information, Media and Technology Skills 
� Information Literacy 
� Media Literacy 

� ICT Literacy

Life and Career Skills 
� Flexibility & Adaptability 
� Initiative & Self-Direction 
� Social & Cross-Cultural Skills 
� Productivity & Accountability 
� Leadership & Responsibility



Framework for 21st Century Learning



Develop a “Partnership” Focused on 
21st Century Outcomes

Develop a consensus among the 
key stakeholders on the 21st

century skills needed most by your 
students.  Be sure the business 
community is included.

What Should Project Leaders Do?



Keys to PlanningKeys to Planning

•Superintendent Buy-in
•Administrative 

Leadership Buy-in
•Teacher Buy-in
•Board Buy-in



Measuring the Value of InvestmentMeasuring the Value of Investment

� Which 21st century skills make most sense?

� What will it cost?

� What are the benefits?

� How does the implementation of 21st century 
skills impact district mission, goals, strategic 
plan?

� How do we sell the 21st century skills project to 
constituents?



Value of InvestmentValue of Investment

The business of schools is education

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

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

� Need to determine and measure qualitative benefits
(Such as student achievement of important 21st century skills)

Costs can be estimated –
Measuring benefits is more difficult



Why Measure “Qualitative”
Benefits
Why Measure “Qualitative”
Benefits

Evaluate proposed projects
� Projects competing for funding; which 21st century skills

Sell a proposed project
� Specifically, what we expect to accomplish

Succinctly describe or justify a project
� Articulate in specific measurable terms

Sustain a project
� Going back for continued funding



Measuring the Value of Investment 
(VOI)
Measuring the Value of Investment 
(VOI)

•CoSN Leadership Initiative

•Methodology to Help Schools  Determine 
Costs and Benefits of Proposed Projects

•Includes Project Cost Estimator and 
Benefits Worksheet

•Includes 3 Case Studies

www.edtechvoi.org



Methodology
Determining Costs and Benefits

Methodology
Determining Costs and Benefits

1. Estimate project costs (Project TCO)
• Planning, curriculum, training, technology, support

2. Adjust cost with $ savings, productivity enhancements, cost 
avoidance and additional revenue 

3. Measure (score) benefits
• Align with school mission, goals, mandates
• State benefits in measurable terms
• Effect of project on applicable goal(s) (+ or -)
• Importance of affected goal

4. Assess risk
5. Weigh anticipated risk-weighted benefits 

vs. estimated net cost
. . .

6. Was it worth it? - Evaluate Results
• Actual costs
• Actual benefits



Achievement: Stating the Benefits 
in Measurable Terms
Achievement: Stating the Benefits 
in Measurable Terms

Standards and Assessment are Critical
� That which is not tested is not learned
� A means of articulating and measuring projected 

benefits

Assessment of 21st century skills should:
� Including high-quality standardized testing along with effective 

classroom formative and summative assessments 
� Emphasize useful feedback on student performance that is 

embedded into everyday learning 
� Enable development of portfolios of student work that demonstrate 

mastery of 21st century skills to educators and prospective 
employers 

� Enable a balanced portfolio of measures to assess the 
educational system’s effectiveness at reaching high 
levels of student competency in 21st century skills



Applying VOI Methodology to 21 st

Century Skills
Applying VOI Methodology to 21 st

Century Skills

Select the 21st century skill(s) you are interested in
and what is needed to accomplish (For instance 
Communication & Collaboration skills)

The Process

• Estimate Project TCO costs

• $ Savings, Productivity, Cost Avoidance, Revenue

• Determine and Score Measurable Benefits Toward 
District Goals

• Risk Assessment



1. Estimate Project TCO1. Estimate Project TCO

Budgeted Costs

• Initial & Implementation Costs – Curriculum 
design and development; training; technology…

• Ongoing costs – support and maintenance

Real Costs for Real VOI

• Includes indirect labor for Project TCO

For communication and Collaboration?
CoSN



2. Calculate Estimated Savings2. Calculate Estimated Savings

For Communication and Collaboration skills?

� $ Savings

� Productivity

� Cost Avoidance

� Revenue (student day attendance)



3. Measure (Score) Benefits3. Measure (Score) Benefits

$ Savings have been covered…

Now determine Qualitative Benefits 
(The business of schools is education)

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

• Importance of the value, goal, mandate

• Effect of the benefit on this value, goal, mandate

• State benefits in measurable terms



Project Benefits WorksheetProject Benefits Worksheet

� Download (Excel .xls format)

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

� Assign relative importance

� Align measurable project benefits with these goals

� Consensus effect of each project benefit on the district 
goals (+ or -)

� Project score is calculated

CoSN



Route 21Route 21

http://www.21stcenturyskills.org/route21
click on assessments

For Communication and Collaboration skills:

Formative assessment resources

� Lawrence Township Interactive Communication Rubric 

� New Technology High School Oral Presentation Rubric 

� New Technology High School Peer Collaboration and 
Teamwork Rubric 



Sample School’s Mission, Goals, 
Mandates
Sample School’s Mission, Goals, 
Mandates

District Goals

� Keep students in school 
through graduation

� Prepare students for 
workforce and college 
success

� Provide equal opportunity 
for all students

WORKSHOP EXERCISEWORKSHOP EXERCISE

Think of some benefits of the 
communications/collaboration 
21st century skills that may 
apply to these goals, and state 
them in measurable terms 
(improvement from what to 
what in what timeframe and 
how measured)





4. Assess Risk4. Assess Risk

Consensus of probability of success – What is the 
probability that we will essentially meet or 
exceed the projected measurable benefits?

For project evaluation purposes only (Does not 
change actual benefits):

� Apply to $ savings

� Apply to qualitative benefits score



5. Evaluate Benefits vs. Cost5. Evaluate Benefits vs. Cost

Compare projects competing for the same funds

� 21st Century Communication and Collaboration Project 

� Risk-weighted Score 41 vs. cost of $53,000

� Upgrade and Refurbish auditorium and stage

� Score 45 vs. $83,000

� Bang for the buck = .77/$1000 vs. .54/$1000

Confidently articulate costs and benefits 
in measurable terms
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Schools need to understand their 
educational goals and how 
technology will support their goals 
– something a TCO assessment 
and Value of Investment (VOI) 
project assessment helps to clarify
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Thank You CoSN TCO/VOI Project 
Sponsors!



Open DiscussionOpen Discussion

CoSN
Rich Kaestner k12tco@alyrica.net
www.cosn.org
www.edtechvoi.org

Partnership for 21st Century Skills
www.21stcenturyskills.org
www.21stcenturyskills.org/route21


