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In schools & districts:

• Teacher, Assistant Principal, Principal in Texas public, public 

charter, and private schools 

For schools & districts:

• Statewide PK-12 policy advocacy

• Policy paper on closing the achievement/opportunity gap

With schools & districts in Texas:
• Post-COVID recovery strategy for Dallas County

• Quality Math pathways post-secondary strategy in Texas

• Director of the Texas Strategic Resource Use Network



Every School. Every Student.

Ready for Tomorrow.

ERS empowers school system leaders to make transformative shifts 

in resources, structures, and practices so that all students—

especially those with the greatest learning needs and those furthest 

from opportunity—attend a school where they can learn and thrive.
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When districts invest in 
strategies to address students’ 

needs, they sometimes face four 
common pitfalls…
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We invest in the “right” things, but don’t 
execute well
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We invest in the “wrong” things – resources go 
towards ineffective strategies
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We under-invest in the strategies that 
have the most impact
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We invest in too many things and layer new investments on 
top of old investments or don't target investments to meet 
actual needs
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Reflection

o How have these 
resource pitfalls 
shown up in your 
work?

○When we use 
resources in these 
ways - what are 
the impacts on 
students and 
teachers?



Education Resource Strategies

Taking a 
System 
Strategy ROI
Approach



What is System 
Strategy ROI? (SSROI)

System Strategy ROI is a 5-step process that supports 

district leaders in assessing the impact of their district’s 

strategies and driving positive changes by: 

• Identifying core needs.

• Exploring a range of strategies. 

• Articulating a theory of action. 

• Defining metrics to measure success.

• Considering costs and sustainability.



How SSROI can help 
district leaders 
drive impact:

Evaluation and Decision-Making​

• Evaluate strategies to decide what to stop, continue, 

or scale.

• Identify more sustainable approaches to implement 

the same strategy.

Stakeholder Communication​

• Demonstrate effective resource use to the board of 

directors, community, and other stakeholders.

• Communicate and justify the reason(s) for decisions 

that result in budgetary changes.

Continuous Improvement

• Identify the root cause of why a current strategy is 

not resulting in the desired outcome and strategic 

adjustments to improve outcomes.



System Strategy ROI: Five Key Steps

Identify the Core Need
• What is the fundamental 

student and/or teacher 

need we are trying to 

improve?​

• For which students and 

schools are we focusing 

on?​

Consider a Broad 

Range of Strategies 
• What are the specific 

strategies we are 

already using?​

• What else could we do?​

Articulate a Theory of Action
• What specific actions does this 

strategy require? ​

• What is the expected outcome(s) 

for how many targeted students 

and at which schools?​

Determine Cost & 

Investigate Sustainability
• What is the full cost now and 

over time?​

• Could we do this more cost-

effectively?​

Define Metrics for 

Evaluating Success
• How will we know if we are 

implementing our strategy?​

• What change in outcomes do 

we expect?​

• How will we measure it?​



Reflection Questions
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• How does your district currently 

think about evaluation and 

measuring ROI? 

• What is your district already doing 

that connects to these 5 steps?

• What gaps do you see in your 

processes?



Let's see SSROI 
in action...

An academics leader says, “We have a great 

idea to do high-dosage tutoring for students 

who are below grade level in reading."

SSROI can help us step back and identify the 

best strategy to meet students’ needs.

Example: Implementing a high-dosage 

tutoring program for ELA



Start by identifying the core need.

We have a great idea to do high-dosage tutoring in ELA students below grade 

level in reading, but what is the core need?

Questions to ask:

By asking these questions, we are able to determine that the core need is to get 

students in grades 7-8 who are behind in reading caught up.

• What are we trying to improve through this strategy?

⚬ The desired outcome is improved reading proficiency, improved STAAR ELA Scores

• Who are we targeting and how many will benefit?

⚬ 250 students in grades 7-8 who are more than 1 grade level behind in reading.



Questions to ask: 

• What are we already doing to meet this core need? 

• What else could we do (that we aren't already doing) to meet the core need?

Using the grade 7-8 reading example, let's think about these strategies in three different frames:

Add-on Solutions Adjust school resource 
use during the day

Systemic Options

• Summer school ELA 

catch-up

• After school ELA 

tutoring/ 

intervention

• Add ELA expert support 

for teachers and 

students

• Use intervention period 

to add focused ELA time

• Intensive tutoring

• Reduce middle school 

ELA class sizes by 

three students

• Redesign ELA 

curriculum

Consider a broad range of potential 
strategies to meet the core need.



• The goal is to ensure that we are clearly articulating our core need and exploring 

and comparing the full range of potential strategies for meeting that need. 

• As a first pass, do a high-level assessment of the potential alternatives. You can do a 

deeper dive into strategies that appear to be the most promising!

⚬ Do not spend a lot of time investigating the details of strategies that research 

shows are less likely to achieve the desired outcome.

• You can use professional judgment when evaluating strategies.

⚬ You will not have perfect numbers—estimates and relative values are okay!

⚬ Don’t let perfection be the enemy of progress. 

Keep in mind...



Questions to ask:

• Based on research, what are 
the critical success factors to ensure 
this strategy results in the desired 
impact for targeted students?

• What specific actions does 
this strategy require?

• For how many targeted students and 
at which schools?

Keep in mind: All strategies under consideration should 

be based in research!

Why? Instead of articulating a theory of 

action (how dollars spent will lead to 

desired outcomes), many will jump 

straight into collecting data, or decide 

what metrics to use based on what data 

is available. The benefit of a good ROI 

process is that it enables stakeholders 

to articulate this logic transparently–and 

likely improves design and 

implementation as a result.

Many ROI efforts fail even when 
people are focused on them from the 
beginning.

Articulate a theory of action for each 
potential strategy.



Questions to ask:

• Based on research, what are the 
critical success factors to ensure this 
strategy results in the desired impact 
for targeted students?

• What specific actions does this 
strategy require?

• For how many targeted students and at 
which schools?

Keep in mind: All strategies under consideration should 
be based in research!

• Tutors are certified teachers

• Takes place during the school day

• At least 30-60 minutes each day, 3 
days/week, for 10 weeks

• Groups of 1-4 students

• Tutors receive ongoing training and 
support

• Uses high-quality, culturally relevant 
instructional materials; aligned with 
grade-level standards and 
core instruction

Specific Actions

Articulate a theory of action for each 
potential strategy.



It’s important to define a timeline and metrics for evaluating success 

before initiating the strategy.

• Provides clarity on what we are going to measure 
to know whether we have been successful in 
reaching desired outcomes.

• Allows us to collect data we need along the way.

• Can improve implementation by reinforcing the 
strategy’s logic model.

Doing this step before initiating the strategy is 

essential because it:

Learn what metrics 

to choose:

Define specific metrics for evaluating 
success of the selected strategy. 



Keep equity in mind! Are we reaching students with the highest-needs? Are our highest-needs students satisfied and achieving?​

Choose one or two implementation (short-term) metrics and 

two to four leading (short- and medium-term) and outcomes 

(long-term) indicators.

Outcomes data is important, but we shouldn’t 

wait until it becomes available to begin assessing 

strategy effectiveness. Start early!

Implementation Leading Outcomes

• Are students, teachers, or 

other stakeholders 

participating in the program 

at the rates we expected?​

• Are we actually 

implementing the program 

we designed?​

• Are students and families, 

teachers, and other 

stakeholders satisfied with 

the program?

• Are students achieving the 

desired performance on 

interim/formative and lower-

stakes assessments?

• Are we seeing increases in overall 

student proficiency, as measured by 

long-term summative assessments?​

• Are students growing, as measured by 

long-term summative assessments?

• Has this investment resulted in 

structural changes that support the 

district's ability to meet long-term 

strategy and sustainability goals?

Define specific metrics for evaluating 
success of the selected strategy. 

Define specific metrics for evaluating 
success of the selected strategy. 



Keep equity in mind! Are we reaching students with the highest-needs? Are our highest-needs students satisfied and achieving?​

Example metrics for evaluating the success of high-dosage tutoring: 

Implementation Leading Outcomes

• % of tutors who are certified 
teachers

• % of students in desired 
group sizes

• % of students meeting at 
least 3x per week

• % of tutored students 
achieving proficiency in class 
coursework (or interim 
assessments if available) for 
ELA

• % of tutored 
Emergent Bilingual, 
Special 
Education students achiev
ing proficiency in 
classwork/assessments

• % of tutored students achieving 
proficiency on STAAR exam for 
ELA

• % of tutored students achieving 
growth on STAAR exam for ELA

• % of tutored Emergent 
Bilingual, Special 
Education students 
achieving proficiency and 
growth on STAR exam for 
ELA

Define specific metrics for evaluating 
success of the selected strategy. 

Define specific metrics for evaluating 
success of the selected strategy. 



Questions to ask:

• What is the full cost of implementation now and over time?

What do we mean by full cost?

We need to consider ALL of the costs of a strategy, 

not just the obvious ones. For example, tutors, 

dedicated time for tutoring, training, ongoing 

support, program development, high-quality aligned 

materials, assessments, and monitoring, special 

education services.

Next, let's investigate 

sustainability...

Determine cost and investigate 
sustainability for each strategy.



ASK TEST

To investigate sustainability for each potential strategy, we must:

Ask: How could we implement the 

same strategy more cost-effectively?

Test: Make sure that cost-saving changes do 

not change strategy or make it less effective

Determine cost and investigate 
sustainability for each strategy.

Could we stipend teachers who have deep 
content expertise to create tutoring materials that 
are aligned with core curriculum?

Could we use volunteers instead of certified 
teachers to reduce staff costs?

Possibly, yes. Investigate willingness and expertise of 
teachers.

No, this fundamentally changes the strategy and 
could impact the expected outcomes.



Potential Strategy Specific Action Target Population

Likelihood of Achieving 

Desired Outcome Based 

on Research

Estimated Cost Per Pupil

High-dosage 

tutoring through 

school year

75 hours of 2:1 tutoring 

with a non-certified tutor

250 students in grades 7-

8 grades >1 grade level 

behind in reading

High $2,500 per pupil

Summer school

60 hours of small group 

reading instruction with a 

certified teacher

250 students in grades 7-

8 grades >1 grade level 

behind in reading

Medium-High $1,000 per pupil

Reduce ELA

class sizes

Reduce all middle school 

ELA class sizes by three 

students

All middle school 

students
Low $70 per pupil

Now that we've completed the steps, we can compare 
potential strategies for meeting the core need.



The CFO owns the process, but not every 
individual step. 
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Process Step Owner

Identify your highest and the Core Need the seek to 

address
Superintendent/Cabinet

Consider other strategies the district is using—or 

could use—to meet the same core need Chief of Academics/Innovation

Articulate the Theory of Action for each “Big Bet” Investment Owner

Determine costs and investigate sustainability 

options
Chief of Finance

Define the metrics for evaluating success Investment Owner



Year one prepared you to have regular SSROI 
conversations, and apply it to a simple strategy
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Goal 2 Goal 3 Goal 4Goal 1

Simple Strategies

Year 1

Key Questions:

✓ Is this strategy being implemented 
as intended? Do we need to adjust 
our approach or supports to ensure 
its effectiveness?

✓ Does our team have sufficient data 
to monitor and evaluate the 
success of this strategy and its 
related investments?

✓ Is there early evidence that this 
strategy is having an impact on our 
goals?

✓ Are we making other strategies that 
address that same Core Need, and 
if so, is this intentional and 
beneficial?



As district SSROI structures and team capacity increases, 
they can apply the process to more complex strategies
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Goal 2 Goal 3 Goal 4Goal 1

Complex Strategies
Key Questions:

✓ Is this strategy being implemented 
as intended? Do we need to adjust 
our approach or supports?

✓ Is there evidence that this strategy 
and its related investments, has an 
impact on our goals?

✓ Does evidence indicate that we 
should consider stopping or scaling 
this strategy to better achieve our 
goals?

✓ What is the full cost of this strategy 
and are there adjustments we can 
make to reduce costs without 
impacting outcomes?



When ready, districts will start examining a whole 
set of priorities under a goal
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Goal 2 Goal 3 Goal 4Goal 1

Entire Goal
Key Questions:

✓ Is our portfolio of strategies across 
priorities being implemented as 
intended?

✓ Where do we need to adjust our 
plan, target supports or reallocate 
resources to ensure effectiveness 
of our strategies?

✓ What is the impact and cost of the 
strategies under each priority area, 
and across groups of priorities?



And eventually, build towards a “whole system 
strategy” approach

37SSROI TX Network Convening

Goal 2 Goal 3 Goal 4Goal 1

Whole-System Strategy
Key Questions:

✓ Which of our strategies should we 
start, stop or scale based on cost 
and impact?  

✓ How should we adapt our priorities 
to better achieve the goals laid out 
in our strategic plan?  

✓ How do we communicate our 
district-wide strategy towards 
achieving our stated goals, and the 
impact our work is having? 

https://erstrategies1.sharepoint.com/:p:/r/sites/external/Shared%20Documents/State%20Partners/Texas/TX%20Strategic%20Resource%20Use%20Network/24-25%20Texas%20Strategic%20Resource%20Use%20Network%20Planning/SSROI%20II/2024_SSROI_II_III_Convening_v1.pptx?d=wb5cd534eb3ad44cd876fc9340dbbb2b4&csf=1&web=1&e=CjDpG0


Behind the scenes, we are building out a comprehensive picture of 
strategies and initiatives that support our goals 
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Goal 2 Goal 3 Goal 4Goal 1
Goal

What student outcome are you trying to 

achieve?

Priority(ies)
Where will you prioritize making investments to 

achieve that goal?

Strategy(ies)
How are you planning on achieving your priority?

Investments
How are you directing resources – people, time 

and money – towards your strategies?

Doing this planning will prepare schools and central office departments to collect 

relevant data and take action on that data in an ongoing way, and enable us to lift 

those key insights and learnings to board and other stakeholders



Education Resource Strategies

Taking a 
System 
Strategy ROI
Approach



Closing Reflections
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How can System Strategy Return on Investment benefit your 

district? 

What is your message to district leadership and other 

stakeholders about why this is an important shift for your district?



ERS Supports and Contact Information

Interested? 

Get in touch with us!Interested learning more about ERS or 
digging deeper into any of these topics with 
your team?

Sharla Horton, EdD
Director, Strategic School System Support
shorton@erstrategies.org

mailto:shorton@erstrategies.org
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