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PROGRAM OVERVIEW 

In 2014-15, the Kentucky Association of School Administrators AND The Center for 
Education Leadership (KASA/CEL), in partnership with the Kentucky Department of Education 
(KDE), provided four grant opportunities to Kentucky school districts. The grants were designed 
and aimed at helping school districts gain an understanding of process improvement and 

performance excellence (PIPE) and how to embed it 
into school and district operations for cost savings, 
greater efficiency of resources, and reallocation of 
funds back to classrooms. Specific goals for this 
second year of the program included: 

1.  Continue to increase leaders’ knowledge and 
awareness of PIPE and the benefits as they relate to 
both operations and instruction. 

2.  Remain focused on cost versus benefit analysis for 
a positive impact on student outcomes. 

3. Impact a greater number of school districts from the original 15 reached in year one of 
the grant program, thus growing the Kentucky Education North Star Community of 
Practice. 

4. Finalize 2013-14 work and measure the results. 

5. Rollout tier grants for 2014-15 as described on pages three and four. 

PIPE is based on the Baldrige Excellence Framework, a systems approach to improving 
district performance. It moves districts from the practice of reacting to problems to the highest 
levels of organization-wide improvement, refinement, and innovation.  

By participating in PIPE, school districts respond to these questions—Is our organization 
doing as well as it could? How do we know? What and how should our district improve or 
change?  These questions represent seven critical aspects of managing and performing as a 
district—leadership, strategy, customers, measurement, analysis and knowledge management, 
workforce, operations and results. 

In 2014-15, school districts participated in the following tier level grants: 

Tier 1: District Prioritization Analysis (DPA). This grant opportunity provides an in-depth 
analysis of a school district’s processes, how progress is measured and monitored, if strategic 
and school improvement plans are aligned, and if waste and non-value added activities are 
eliminated. This analysis provides direction on where to best deploy PIPE within a school district 
and is an excellent first step for understanding the power of PIPE. 
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Tier 2: Comprehensive Improvement Effort (CIE2). This grant requires a six month commitment 
and provides in-depth training for embedding PIPE throughout a school district. Action teams 
comprised of 25 district employees complete PIPE training and apply it to operational and 
instructional projects to ensure support for educational functions to add value by reducing 
costs, reducing risk for liability, enjoying greater efficiency of resources, and reallocating savings 
back to classrooms. 

Tier 3: Collaborative Improvement Effort (CIE3). Similar to a Tier 2 grant, this grant brings 
school district teams together to collaborate on a common issue. Strategic planning, 
transportation, maintenance and personalized learning are examples.    

Tier 4: Rapid Improvement Effort (RIE). This grant opportunity enabled a leadership team to 
identify a single area of concern that would benefit from a redesign resulting in rapid 
improvement. It was available to those who participated in Tier 1 or 2 grants in the previous 
year. 

All tier grants are designed to assist school districts in achieving continuous improvement, 
scaling up benchmarks and best practice in various areas of operations and instruction, and 
creating a sustainable school district that is efficient and focused on student success.  Detailed 
information regarding this work follows. 

In 2015-16, year three of the program, grant opportunities include Tiers 1, 2 and 3 with 
more focus on collaborative improvement efforts to stretch grant funding to include more 
districts.  

 

AWARENESS AND EDUCATION CAMPAIGN 
While PIPE awareness and knowledge levels among Kentucky’s school leaders continue to 

increase, many still lack a basic understanding of its benefits to school districts. KASA/CEL used 
the following multi-pronged approach to reach and involve more districts in 2014-15:  

1. Partnered with the American Productivity & Quality Center (APQC) and the Kentucky 
Center for Performance Excellence (KYCPE) to provide PIPE education and grant 
services. 

2. Hosted conference calls with districts to assist them in learning more about PIPE, and 
connected them with those previously engaged in the PIPE work. 

3. Hosted education sessions at KASA’s Annual Education Law & Finance Institute in 
March 2015 and the Annual Leadership Institute in July 2015. Each session focused on 
defining PIPE, building the Kentucky Education North Star Community of Practice, 
transformational change through innovation, and a close-up look at exemplars from 
other districts in the state and the nation. All sessions engaged current year grant  
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recipients to share their new knowledge, implementation details, and the impact on 
the school district relative to expected outcomes.   

4. Hosted a grant writing workshop to provide understanding of the PIPE work. 

5. Featured PIPE work in KASA/CEL publications, including the Kentucky School Leader, a 
tri-annual publication, and the Hotline, a monthly newsletter distributed to 3,000 
school leaders. In addition, KDE featured Lee County’s PIPE work in The Kentucky 
Teacher earlier this year. 

Much work is still needed in this area. 

 

TIER 1: DISTRICT PRIORITIZATION ANALYSIS (DPA) 
This grant opportunity provided an in-depth analysis of a school district’s processes, how 

progress is measured and monitored, whether strategic and school improvement plans are 
aligned, and if waste and non-value added activities are eliminated. This analysis provides 
direction on where to best deploy PIPE within a school district and is an excellent first step for 
understanding the power of PIPE. Five districts participated in 2014-15, bringing the number of 
participating districts to fourteen. 

Breckinridge County Schools 

2014-15 Districts 

Shelby County Schools 

Magoffin County Schools Trigg County Schools 

Owen County Schools  
 

Bullitt County Schools 

2013-14 Districts 

Owsley County Schools Pineville Ind. Schools 

Christian County Schools Paducah Ind. Schools Owensboro Ind. Schools 

Middlesboro Ind. Schools Perry County Schools Raceland-Worthington Ind. Schools 
 

All five districts underwent the DPA and received a report of findings and 
recommendations, which aided them in responding to the following questions: 

Status and Results  

1. Is our district doing as well as it could?  

2. How do we know?  

3. What and how should our district improve or change?  
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In addition, KASA/CEL compiles and analyzes all district DPA reports for common needs and 
areas of potential support. The DPA provides the following information: 

1. Overview of the district, including observations and a SWOT (strengths, weaknesses, 
opportunities, threats) analysis 

2. Review and response to the seven critical aspects of the governance framework, along 
with recommendations in these areas: 

 Senior leadership, governance and societal responsibilities 
 Strategy development and implementation  
 Voice of the customer 
 Measurement, analysis and knowledge management 
 Workforce environment and engagement 
 Operations processes and effectiveness 
 Student learning and process results for the above, as well as budgetary, financial 

and market results 

The value of a Tier 1 grant includes: 

1. Foundational understanding of the Baldrige Excellence Framework and next steps for 
addressing how a district should improve and change. 

2. Collective findings of all district DPA reports provide opportunity for KASA/CEL to 
address challenges many districts may be facing. 

General findings from the collective group of participating districts include: 

1. Governance systems are lacking. The majority of school districts do not have strategic 
plans in place to provide direction for the future, although specific plans and 
measurement systems are in place to guide instruction and student achievement. 

2. Many departmental groups within the district structure have no knowledge or 
understanding regarding cost to operate versus net savings for improvement. 

3. Most are trapped in vertical organizational charts with divisions and departments 
working in silos.  Process work is horizontal, and districts are challenged by focusing on 
the “who” and not the “what” of the work. 

These findings are consistent with 2013-14 findings from participating districts. 

The final step for Tier 1 districts is to respond to a follow-up survey that outlines action 
taken as a result of the study, benefits from it, and if any of the district responses align with or 
impact specific KDE goals. 
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TIER 2: COMPREHENSIVE IMPROVEMENT EFFORT (CIE2) 
Tier 2 grants require a six month commitment and provide in-depth training for embedding 

PIPE throughout a school district.  Action teams comprised of 25 district employees complete 
PIPE training and apply it to operational and instructional projects to ensure support for 
educational functions to add value by reducing costs and risk for liability, enjoying greater 
efficiency of resources, and reallocating savings back to classrooms. 

Six districts completed CIE2 in 2014-15, bringing the number of districts to eleven. Tier 2 
districts include: 

Christian County Schools 

 2014-15 Districts 

Lincoln County Schools 

Greenup County Schools Paducah Ind. Schools  

Lee County Schools Taylor County Schools 
 

Boone County Schools 

2013-14 Districts 

Lee County Schools 

Daviess County Schools Martin County Schools 

Garrard County Schools Nelson County Schools 
 

Each district has completed its project work or is preparing for a spring 2016 
implementation. Projects and annual estimated savings are listed in the chart below and 
continued on page eight:  

Status and Results for 2013-14 and 2014-15 

District Projects & Estimated Savings 
District Project 1 Project 2 Project 3 Project 4 Project 5 

Boone Co. 
Enrollment 

Process 
$20,000 

New 
Construction 

$50,000 

Position 
Control 
$20,000 

Strategic 
Planning 
$20,000 

Fleet Service 
Management 

$100,000 

Christian Co. 
 

Waste 
Management 
$34,405 (25%) 

Student 
Registration 

Process 
$610,595 

Streamline HR 
Information 
for Position 

Control 

NA NA 

 
Daviess Co. 
 

Online Payment 
System 
$35,000 

New Certified 
Evaluation 

System 
$18,000 

K-PREP Data 
Analysis & 
Reporting 

Tool 
$18,000 

Records 
Management 

$3,000 
NA 
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Continued, District Projects & Estimated Savings  

District Project 1 Project 2 Project 3 Project 4 Project 5 

Garrard Co. 
Preschool 

Enrollment 

Gifted & 
Talented 
Eligibility 

Onboarding 
Certified 

Personnel 
$14,300 

Transportation 
Efficiency 
$22,500 

NA 

Greenup Co. 
3-Year Strategic 

Plan 
NA NA NA NA 

Lee Co. 
Hiring Process 

$4,569 

Field Trip 
Requests 
$158,737 

Managing 
Support 
Systems 

Personalized 
Professional 

Learning 

Instruction & 
Walkthrough 
for Student 

Success 

Lincoln Co. 

Tech Integration 
Digital Content 

Delivery for 
Students and 

Staff 

Plan B—Safe 
Road Pickup 

$80,000  
for 1 day saved 

PO 
Compliance 
reduced FTE 

position, 
reduced liability 

Work Order 
Process 

Reduced FTE by 
1-2 positions 

NA 

Martin Co. 
 

Transportation 
$170,000 

Alternative 
School $45,000 

NA NA NA 

Nelson Co. Communications 

Candidate 
Screening & 

Hiring Process 
$300,000 

Collection/ 
Quality of 
Student 

Demographic 
Data 

$40,000 

Student 
Transportation 

Information 
 

NA 

Paducah Ind. 
Pre-/Post Hiring 

Process 
$166,811 

PR Content 
Flow 

$111,468 

Reduced Risk 
of Due 
Process 
$4,500+ 

Preventative 
Maintenance 

$250,000 
NA 

Taylor Co. 
ECE IEP 
$10,000 

Driver Capacity 
Capability 

Reduced OT 

Driver 
Recruitment 

Hiring 
$1K/driver, hire 

1-2 per year 

  

 

At this writing, annual estimated savings total $2,306,885 for the eleven districts; however, 
it should be noted that some 2014-15 districts are currently implementing processes and 
savings may not be realized until the end of the 2015-16 school year.   

It is also important to note some projects result in improved educational products but may 
not have projected annual savings. However, district staff can clearly articulate the intended 
outcomes, the value of redesigned projects, and new processes in place.  

 

Ensure high quality education  
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A few examples include: 

1. Greenup County. The district’s newly developed strategic plan focuses on objectives 
around students, the workforce, community support, financial stability, infrastructure, 
and internal processes. A few examples include energy efficiency at each school, 
efficient use of technology infrastructure, online employee application system, a 
charitable foundation, expanded preschool program, and parity of teacher salaries with 
surrounding districts. 

2. Lee County. Both short and long-term goals are recognized and achieved for the district. 
In the short term this includes more focused instruction, with the most effective 
personalized learning programs for both students and staff. Long-term goals include 
increased student achievement and graduation rates with a focused selection of new 
programs. 

3. Lincoln County. The PIPE work has provided a vehicle that guides the district to consider 
deeply the impact of daily work. Improved customer satisfaction, employee efficiency, 
and some financial benefits have been achieved. 

While some districts indicated they will realize annual savings immediately, others will 
realize and recognize theirs at the end of the school year. In addition, district staff expressed 
their desire to implement the new processes, understand the gains, and recognize the savings 
at the end of the school year.  

 

Participating districts indicated knowledge gained from the DMAIC (define, measure, 
analyze, improve and control) process and application of it to operational and instructional 
processes for increased efficiency and effectiveness, along with utilizing new tools to realign 
current systems and develop new ways of thinking. 

Additional Impact 
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In addition, districts indicated the following goals were impacted in the process redesign: 

District Initial Areas of Impact Indicated by Participating Districts 
 GR LI P  B D G L N M a. Increase the percentage of students who are 

college career ready 
 GR    B   L  M b. Increase the adjusted four-year cohort graduation 

rate 
 GR    B  G L  M c. Increase the percentage of children ready for 

kindergarten 
 GR LI P  B D G L  M d. Increase the average combined reading and math 

K-PREP scores for 3rd grade students 
 GR LI P  B D G L   e. Increase the average combined reading and math 

proficiency rates for all students in the non-
duplicated gap group 

 GR LI P  B D G L   f. Increase the average combined reading and math 
K-PREP scores for elementary and middle school 
students 

 GR    B  G L   g. Increase the percentage of proficient arts and 
humanities program reviews 

 GR    B  G L   h. Increase the percentage of proficient practical 
living/career studies program 

 GR    B  G L   i. Increase the percentage of proficient writing 
program reviews 

 GR  P  B D G L N  j. Increase the percentage of effective teachers as 
measured by teacher effectiveness tools 

 GR LI P  B D G L N  k. Increase the percentage of effective principals as 
measured by teacher effectiveness tools 

GR-Greenup; LI=Lincoln; P-Paducah; B-Boone; D-Daviess; G-Garrard; L-Lee; N-Nelson; M-Martin 
Note: Christian and Taylor information will be added at a later date and Lee’s are combined for two grant cycles. 

 
Tier 2 districts wrap up their specific project work while continuing to embed PIPE 

throughout their district with new projects for sustainability. 
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TIER 3: COLLABORATIVE IMPROVEMENT EFFORT (CIE3) 
Similar to a Tier 2 grant, the Collaborative Improvement Effort is designed to bring school 

district teams together to collaborate on a common issue. 

Tier 1 findings led KASA/CEL to provide a CIE3 for districts to develop and implement a 
strategic plan to set direction and determine priorities for multiple years, simplify the decision 
making process, and bring alignment to district improvement plans. 

Tier 3 grants were delayed until October 2015 when fourteen school districts began the 
process with a two-day training session. They returned to their school districts with a 
framework and sample plans from Boone and Greenup school districts that developed strategic 
plans using the PIPE model. These districts meet again in early January 2016 to wrap up their 
work. In addition, a coach is working with each district to ensure completion of the strategic 
plans. Districts include: 

Bullitt County Schools Johnson County Schools Newport Ind. Schools 

Dawson Springs Ind. Schools Knox County Schools Paducah Ind. Schools 

Fleming County Schools Mercer County Schools Paris Ind. Schools 

Frankfort Ind. Schools Metcalfe County Schools Trimble County Schools 

Henderson County Schools Morgan County Schools  

Twenty-six additional districts are scheduled to begin development of their strategic plans 
in January 2016 using the same CIE3 grant process. Districts include: 

Boyd County Schools Estill County Schools Pendleton County Schools 

Breathitt County Schools Fairview Ind. Schools Perry County Schools 

Bowling Green Ind. Schools Franklin County Schools Pike County Schools 

Burgin Ind. Schools  Gallatin County Schools Muhlenberg County Schools 

Carroll County Schools Henry County Schools Taylor County Schools 

Caverna Ind. Schools Lee County Schools Trigg County Schools 

Crittenden County Schools Lewis County Schools Union County Schools 

Danville Ind. Schools Magoffin County Schools Washington County Schools 

Elizabethtown Ind. Schools Middlesboro Ind. Schools  
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TIER 4: RAPID IMPROVEMENT EFFORT (RIE) 
This grant opportunity enabled a leadership team to identify a single area of concern that 

would benefit from a redesign resulting in rapid improvement. It was available to those who 
participated in Tier 1 or 2 grants in the first year of the grant program. 

The Boone County school district took advantage of this grant and focused on personalized 
learning to redefine the definition of Response to Intervention (RtI) and evaluate the process to 
build consistency across the district, to ensure all students are provided the same opportunities 
for improved student outcomes.  

The RIE identified a few select strategies that had shown identifiable results for specific 
student needs. Estimation is that by targeting these needs earlier and better with specific 
responses that work, the district will fund five to seven fewer reading specialists or special 
education teachers within the next five years as students will need fewer instructional hours for 
reading and math. This RIE will result in a minimum savings of $250,000 annually. 

 

FY15 FINANCIAL REPORT  
Of the grant funds allocated in contract PON2 540 14000003644 1, all have been paid to 

service providers or were obligated on behalf of the district grant recipients prior to June 30, 
2015. The full grant amount of $400,000 was expended on behalf of districts in accordance with 
the contract. 

As districts close out their project work at the two-year mark of the program, KASA/CEL 
staff is working to develop ongoing data collection and progress monitoring to fully understand 
the impact on districts' financial stability, student achievement, and economic indicators.   

 

FY16 ACTIVITY 
Today, school districts must be the best at delivering education to Kentucky’s children 

while simultaneously developing and leading schools of the future. It is imperative that we 
learn how innovation must drive current educational processes through effective, efficient and 
relevant leadership. Districts must understand it is not about inputs or outputs, but the 
processes used every day for all aspects of district operations to support educational functions.  

Innovation is important to our future. PIPE embodies innovation, and is important to 
Kentucky’s education success. Most importantly, school districts must move from process 
improvement to performance excellence in a sustainable manner. 
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Goals and Objectives for 2015-16 

With this in mind, KASA/CEL moved into 2015-16 with the following goals:  

1. Impact a greater number of school districts to grow the Kentucky Education North Star 
Community of Practice to 173 school districts. 

2. Continue to implement PIPE in districts to design improvements, execute changes, 
analyze the impacts of change, share learning of strong practices, and develop controls 
to sustain improvements. 

3. Help leaders create a culture that seeks evidence-based process improvement and 
performance excellence in order to create a sustainable organization. 

4. Finalize the 2014-15 work and measure the results. 

5. Rollout tier grants as listed and described on pages three and four of this report: 

 Tier 1: District Prioritization Analysis  

 Tier 2: Comprehensive Improvement Effort  

 Tier 3: Collaborative Improvement Effort focused on strategic plan development  

6. Design and monitor progress toward embedding PIPE district-wide with a sustainable 
approach. 

 

Timeline 

The timeline for year three of the program is listed: 

December 11 Grant application/writing workshop 

December 18 Deadline to submit an application 

December 20-31 Reviewers score applications to determine grant awards 

January 8 Award districts announced 

January 11—15 Award districts assemble leadership teams 

January 18-22 Districts participate in initial planning call for the work and review and 
complete memorandum of agreement 

January 25 Grant activity commences in district 
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Grant Writing Workshop 

A grant writing workshop was held December 11, 2015, at KASA/CEL’s training center with 
teams from the school districts listed: 

1. Bourbon County Schools 
2. Boyd County Schools  
3. Carter County Schools 
4. Fleming County Schools 
5. Lee County Schools 
6. Muhlenberg County Schools 
7. Paris Ind. Schools 

The purpose of the workshop was to assist districts in gaining a basic understanding of PIPE 
and to complete a grant application for a tier level grant. The deadline to apply for a grant was 
December 18, 2015, and applicants are unknown at this time. 

 

 

SUMMARY AND IMPACT MAP 

 
 
At this writing, more than sixty school districts are being impacted by PIPE through the tier 

level grants described throughout this report. Each district is a contributing member to the 
Kentucky Education North Star Community sharing best practice. Their combined efforts 
represent more than 2.6 million dollars in savings and greater efficiencies for a precise focus on 
student achievement. While the program is still in its infancy, the partnership and the program 
are proving to be a model for the nation. 


