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45 Minutes West of Milwaukee

City of 12,500

2,600 Students

410 Regular Staff

General Fund Operating Budget
~$42 Million

www.fortschools.org

Fort Atkinson Stat Sheet
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http://www.fortschools.org/


ROAD MAP
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1 Our Journey

AROI

Strategic Planning



Our Journey



Fort Atkinson’s Journey
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Fort Atkinson’s Journey

• Assumed the model was linear = Stuck @ Start

• False start trying to direct rest of admin team to implement the model
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• Began in the middle of a strategic plan



“Some will feel the focus should be more 
on teaching and learning, but funding 
teaching and learning priorities is
focusing on teaching and learning.”

- Page 76

“When principals help set the priorities for 
the district, not just their schools, and 
engage in the formative research to identify 
the district’s needs, they are much more 
likely to understand, embrace, and advocate 
for bold budgets.”

- Page 69
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Reframing Our Role
• Facilitate v. Direct

• Deeply Involve Principals in Decisions & Recommendations

• Provide the Data Needed for Others to Learn & Make Decisions

• Share Our Views Last

• Share Information & Let Their Curiosity Drive Discussions

• Encourage Professional Disagreement (Cognitive Conflict)

• Entire Admin Team Supports All Recommendations to Board of Education

11



Small Wins

Find Small Ways to Show Impact of Model & Build Momentum

• Buildings & Grounds Budgeting Centralized

• Technology Budgeting Centralized

• Professional Development Planning Centralized

• Staffing Based on Student Needs v. Assigned to Building (Entitlement)

• Agreement on Need for Interventionists

• Process Development for Large Project Consideration

• Encourage Spending Early in Year

12



Fort Atkinson’s Journey
• Monthly 2-Hour Administrative “Resourcing Student Success” Meetings
• Discussions on Site & Department Allocation Method
• Sharing of School Improvement Plans – Principal is Customer
• Discussions on Strategic Abandonment
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Resourcing Student Success
• Year Round Monthly “Resourcing Student Success” Meetings

• Not Just Finance Topics > Whatever is Needed That Month Related to ALL
Resources

• Resourcing Governance Team

• Externally Imposed Milestones Still Need to be Met

• Build Team’s Functional Knowledge of School Finance in Pieces 
Throughout Year

• Build Team’s Capacity to Connect ALL Resources to Student Success & 
Goals
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Other Processes

• Board Request > Team Discussion & Evaluation

• Carryover
oTeam Discussion > Ability to See Overlaps
oFund Balance = Carryover

 Making it More Transparent Yields “Just In Time” Conversations Instead of Waiting Until 
Next Year’s Budget Cycle
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https://drive.google.com/file/d/1sbWNokLzJqSElGaG9AUFfxqcBhRouB7f/view?usp=sharing


TIPS
Go Slow to Go Fast

This is a CULTURE CHANGE

This is a Model, Not a “Boxed” Program

Not Plug & Play

It Will Be Messy!

Use Samples from Other Districts

Have Conversations With Your Board About 
the Model Through Policy Development

TOOLS

SSS Recommended Policies

GFOA Financial Policies

Year End Carryover Policy

Year End Carryover Request Form

Criteria for Carryover Request Eval

SDFA Budget Principles

Tips & Tools
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https://www.gfoa.org/smarter-school-spending---1b---develop-principles-and-policies
https://www.gfoa.org/financial-policies-book
http://go.boarddocs.com/wi/fasd/Board.nsf/goto?open&id=BEDTMS76CFDA
https://docs.google.com/document/d/1Pc6K94Ud0GzhlcQ2H9fePKznOjDExd8Lh9NwT-GXzno/edit?usp=sharing
https://docs.google.com/document/d/1kksfID6_U2WI7cAz6eKVzt7g8QhM5m6LGjkF3MmQHyE/edit?usp=sharing
https://docs.google.com/document/d/1gEGHycEOdbif8FPEGnnWYMY1OwWyXIn1EjQ1lzaetpM/edit?usp=sharing


Strategic Planning with 
AROI in mind
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Strategic 
Planning



STEPS to SUCCESS
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Time for GOAL SETTING including 
COMPREHENSIVE DATA REVIEW  including 

BASELINE DATA

Board works with Administration to draft the 
Strategic Plan Goal(s) and measures of success.  

- Plan Length
- Success Indicators & Return on investment 

Benchmarks

JUNE 2021
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Guiding 
Principle 

District 
Beliefs

21

https://www.fortschools.org/domain/4638
https://www.fortschools.org/domain/4638


Academic 
Return on 
Investment 
(AROI)



Thinking different about AROI ...
INITIAL WAY of THINKING

Connecting AROI to individual 
expenditures / investments

Connecting varying metrics to 
parts within the same system 

Slippery mindset to “justifying” 
or “keeping” the specific 

position / program / resource 

Focusing on 
components vs. whole &
small impact vs. system 

impact

NEW WAY of THINKING

Connecting AROI to a plan with 
interdependent components

Single results metric connected 
to the strategic plan

Opportunity to evaluate all 
components for impact within 

the overall intended result

Focus on building strong 
systems to achieving the 
overall strategic plan goal
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What does this look like? 
INITIAL WAY of THINKING NEW WAY of THINKING

Specific AROI Metrics to 
measure math program 

impact / results

New Math 
Program

New 
Intervention 

Program

Specific AROI Metrics to 
measure intervention 

impact / results

Math 
Coaches

Specific AROI Metrics to 
measure coaching 

impact / results

Progress toward 
5-Year Strategic 

Plan Goal 

District Goal 
(DIP) Results

New Math 
Program

New Intervention 
Program

New Math 
Coaches

Professional 
Learning

Change in 
Intervention 

Service 
Model

Frequency of 
Data 

Collaboration

Greater 
principal 

presence in 
classrooms
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➔ School is a Complex System
◆ Is it possible to measure impact of one 

investment without factoring in other impacts?

➔ We Must Still Measure Impact of 
Investments within the Complex System
◆ Test/Confirm/Monitor Results from Strategic 

Improvements and Strategic Investments
◆ To Gauge Impact so we may:

● Expand – Duplicate – Maintain – Redesign –
Combine – Sunset & Reallocate Investment

AROI
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Key Questions for AROI ...
● What are the key components of your plan put in place to meet the long-

term strategic plan goal and achieve the short-term District Improvement Plan 
goal?

● How are individual components connected, interdependent and 
aligned to intended result?

● What individual metrics will you use to measure / monitor individual 
components to determine if each is producing the desired result within the 
improvement plan?

● How are we fostering systems thinking to see our efforts as connected 
and focused on the overall goal result?
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AROI Towards Your Goal: What Are Your 
Factors Impacting Results & How Will You Measure? 

District Goal 
(DIP) & 

School Goal 
(SIP) Results

? ?

?

?

?

? ?

If you meet 
your goal, 
what will you 
attribute it to?

What will you 
EXPAND and 
ENHANCE?

If you don’t 
meet your goal, 
what will you 
attribute it to?

What will you 
ADDRESS, 
CORRECT or 
MOVE AWAY 
FROM to meet 
your goal?
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Budget Strategy Evaluation
30



31

Budget Strategy Evaluation
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Budget Strategy Evaluation



Reflection & Connection
JOURNAL

Take 5 Minutes to Write Down Your Thoughts in the Following Categories:

I Can Do 
Now.

I Need to Learn 
More About.

I Need to Connect With 
These People.
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