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BIE’S DESIRED IMPACT
The Buck Institute for Education (BIE) helps students prepare for successful lives by showing teachers how to use Project 
Based Learning in all grade levels and subject areas. Project Based Learning (PBL) is a teaching method in which students 
gain knowledge and skills by working for an extended period of time to investigate and respond to an authentic, engaging 
and complex question, problem, or challenge. 

BIE recognizes that too many students – especially those furthest from opportunity – are unprepared for the challenges of 
the 21st century. PBL prepares students for academic, personal, and career success, and readies young people to rise to the 
challenges of their lives and the world they will inherit. By 2020, BIE wants to ensure that PBL is implemented well by more 
teachers in more schools and districts, meeting the following goals: 
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THE OPPORTUNITY

How might we leverage teachers’ and leaders’ excitement to 
help them persist in deepening their understanding and use of 
PBL, so that all students have access to high-quality projects? 

BIE has a 20-year history of focusing on PBL and has trained over 60,000 teachers to effectively use its PBL curriculum.  
However, in order to scale and reach their 2020 user engagement goals, BIE must develop new approaches and test new 
solutions and experiences for users.  

With scaling efforts, BIE not only desires to reach more users, but also to deepen the quality of experience teachers have with 
PBL training. BIE has seen time and time again that teachers and school leaders leave workshops fired up to do PBL, but many 
tend to get stuck when they return to their schools and districts. Because of this, BIE has made it a priority to determine:

With the opportunities to increase scale and impact, BIE is interested in building a platform to scale PBL access to ensure 
all students have access to projects that result in increased student learning of academic content and skill development. 
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FROM TO 

INCREMENTAL
Encouraging incremental growth 
of users through one-on-one 
engagement. 

DIGITAL SOLUTION
Building a digital solution 
without experimenting with 
alternative delivery models. 

BUSINESS MODEL
Approaching as a business 
model design challenge, 
experimenting with delivery 
models and user experiences. 

EXPONENTIAL
Facilitating exponential growth 
by building and leveraging 
communities. 

To reach 
the desired 

scale and 
impact 

requires us 
to shift our 

lens and try 
a different 
approach.

HOLISTIC
Approaching the opportunity as 
an integrated, holistic customer 
experience grounded in the user 
perspective.  

POINT SOLUTIONS
Approaching the opportunity 
through the lens of programmatic 
silos and a digital solution.  

INTENTIONAL LEADERSHIP
Thoughtfully and tactfully 
delegating decision-making 
authority, relying on each other 
as stewards of the organization

CONSENSUS
Making key decisions as a group 
with all voices at the table, resulting 
in duplicated energy and lack of 
trust.  



PARTNERING WITH BIF 
With the development of a new solution, BIE recognizes the importance of empathizing with key stakeholders - especially 
teachers new to PBL - in the design of a new customer experience. This led BIE to partner with the Business Innovation 
Factory (BIF). 

BIF imagines, designs, and tests new customer experiences and business models within education, healthcare, and 
government using a human-centered design approach. BIF has engaged teachers, students, and other education leaders in 
designing and prototyping models in the real world: from an online platform for teacher to share their creative, cost-effective 
“hacks” for deeper learning, to a fully operational student-designed school.

In an initial phase of work, BIE sponsored market research and a design studio with BIF to uncover the specific needs of 
teachers who are trying to implement PBL in their classrooms and to understand how an online platform could improve their 
experience. 

Using this work as a foundation, BIE has again engaged with BIF to design a new customer experience and business model 
around the online digital solution. The development of the new online digital solution business model will be outlined in this 
report. 
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METHODOLOGY
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BIF METHODOLOGY FOR BUSINESS MODEL DESIGN 
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BIF helps leaders explore, test, and commercialize next practices and new business models. Following the steps of 
Shift, Conceptual Design, Prototype & Test, and Commercialize, BIF enables organization to explore customer-centric 
experiences that create greater business value than incremental tweaks that are currently undertaken today. The BIF 
Design Methodology is a safer way of creating transformational customer experiences and will help BIE continue to 
lead in PBL training and implementation and to reach their goals of increased reach and impact.
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BIF METHODOLOGY: Shift

Understanding an experience from the customer’s perspective provides an actionable foundation for design that leads to 
opportunities for true transformation. Human-centered research involves a mix of methods to understand not only what 
customers say, but what customers do and why, in order to define the job that customers need to get done. With this job 
to be done in mind, organizations can create new value for their customers. 

BIF previously engaged with BIE in a Shift phase of work from April - May 2017. During the Shift phase of work, BIF 
conducted interviews with teachers and leaders, collected survey responses from BIE staff and National Faculty, and led 
a participatory design studio to understand the current PBL experience. 

From these activities, BIF uncovered insights about the current BIE PBL experience, and defined certain design 
principles an online digital solution would need to follow in order to be effective. 
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BIF METHODOLOGY: Conceptual Design

Transformation is a generative act; it can’t be analyzed into existence. The goal of the Conceptual Design phase is to 
brainstorm and develop a conceptual business model that can be quickly tested and improved in the market through 
rapid prototyping. 

A conceptual business model lays out the theoretical elements of how the organization could deploy capabilities to solve 
the customer’s job to be done in an economically sustainable way. A conceptual model includes how an organization 
can create, deliver, and capture value in new ways for customers. Assumptions laid out in the conceptual model around 
included capabilities and potential economic viability are evaluated later as the model is prototyped and tested. 

BIF engaged in the Conceptual Design phase of work with BIE from August - October 2017. During the Conceptual 
Design phase, BIF worked with key BIE staff to articulate the job to be done and value proposition, imagine a new 
customer experience, develop out the details of a new conceptual model including the core capabilities and operating 
model, evaluate potential cost drivers and revenue streams, and provide a set of strategic recommendations for 
prototyping and testing. 



SHIFTING OUR LENS: 
KEY FOUNDATIONAL FINDINGS
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From interviews and workshop activities with teachers 
and leaders, and collected survey responses from BIE 
staff and National Faculty, BIF uncovered insights about 
the current BIE PBL experience and defined certain 
design principles an online digital solution would need 
to follow in order to be effective. 

FOUNDATIONAL RESEARCH: Shift
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Adapting Projects

Teachers want to adapt projects to meet 
the unique needs of their classroom and 
long for content relevant to their needs.

NAME: Molly Kane
SUBJECT: 6th Grade
TYPE OF SCHOOL: Small rural elementary school; no district support 
for PBL
YEARS EXPERIENCE: 7 years teaching, 2 years with PBL

MOTIVATIONS: Molly is motivated by being able to be innovative in 
her practice. She loves engaging students in unique ways and helping 
prepare them for college/careers. Her district made large shifts to 
meet statewide standards and also begin implementing PBL in all 
grades. Molly has implemented 4 PBL projects. 

INFLUENCERS (MENTORS): Molly is largely influenced by the other 
teachers in her school that want to make the transition to PBL. 

SOCIAL CULTURAL CONTEXT: Molly is has a very liberal mindset and 
is teaching at a largely white conservative school.

CONCERNS: Molly has a hard time aligning to her school mission and 
managing the focus on standards and PBL. She is often interested in 
big picture education, while she feels a tremendous push for content 
memory approaches. 

RELEVANT INSIGHT RELATED PERSONA



Guiding Through the PBL Process

Teachers want to intuitively guide 
themselves through the PBL process, but 
have difficulty understanding the 
necessary steps in between beginning a 
project and producing the final product. 

NAME: Omar Haji
POSITION: National Faculty and District Coach 
TYPE OF SCHOOL: Medium sized suburban school district
YEARS EXPERIENCE: 5 years teaching PBL, 5 years coaching PBL

MOTIVATIONS: Omar is a huge proponent of PBL, and believes that he 
can make a change in the world by engaging young people through 
experiential PBL. He is a BIE National Faculty member and is excited 
about helping teachers transition to PBL. 

INFLUENCERS (MENTORS): Other BIE National Faculty, and seeing his 
teachers succeed with implementing PBL in their classrooms.

SOCIAL CULTURAL CONTEXT: Omar is originally from Morocco and is 
teaching in a largely white school in Southern California. He has lived in 
the United States for 15 years, having come for school.

CONCERNS: Omar is committed to helping teachers progress through 
PBL, but feels that teachers in his district don’t often reach out for help 
when they don’t understand how to navigate the PBL process. He wants 
to encourage teachers to help one another, and find ways to make the 
process easier to manage for them. 

RELEVANT INSIGHT RELATED PERSONA
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Authentically PBL

Teachers are unsure if their project 
efforts are authentically high-quality 
PBL, and crave assurance that they are 
implementing the methodology in a way 
that will have the best impact for their 
students. 

NAME: Eduardo Goll
SUBJECT: 11th Grade American History
TYPE OF SCHOOL: Large urban school
YEARS TEACHING: 22 years teaching, exploring PBL

MOTIVATIONS: Eduardo has taught for many years and has had many 
students visit and thank him for not just being a teacher, but a mentor 
as well. As one of the only teachers of color at his school, Eduardo has 
taken the responsibility of providing emotional support for many of his 
students who go to him because they identify with him. 

INFLUENCERS (MENTORS): A couple school leaders who had worked 
at his school, but to whom he is no longer connected.

SOCIAL CULTURAL CONTEXT: Eduardo is a first generation 
Cuban-American from upstate New York teaching at a primarily African 
American/Hispanic high school. 

CONCERNS: After seeing so many changes in leadership, and having 
been a part of so many “new” initiatives that have come and gone, 
Eduardo can be quite skeptical of leadership and administration, as well 
as new initiatives.

RELEVANT INSIGHT RELATED PERSONA
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Teachers Need Support

All teachers, especially those new to 
PBL, keep motivated to continue with 
PBL when they have support - whether 
that be within their schools through 
peers and leadership, or outside through 
cohorts and coaches.

NAME: Sebastian Vera
SUBJECT: Principal
TYPE OF SCHOOL: Medium sized suburban charter school 
YEARS EXPERIENCE: 7 years as principal, 1 year with PBL

MOTIVATIONS: Sebastian seeks to stay on top of new practices in 
education and provide his students with the best education that will 
allow them to succeed in whatever they may pursue. He has encouraged 
all of his teachers to implement one unit of PBL in their classrooms by the 
end of the year. 

INFLUENCERS (MENTORS): Sebastian is largely influenced by the 
students in his school. He finds it rewarding to see those that have 
struggled in the past find a subject or project that they enjoy and that 
enables them to excel.  

SOCIAL CULTURAL CONTEXT: Sebastian is originally from rural 
Oklahoma and moved to Chicago for a change. He is adjusting to the 
faster pace and greater diversity. 

CONCERNS: For the most part, Sebastian's teachers are willing to try 
something new, but Sebastian does not feel equipped to adequately 
address or help teachers through the majority of their PBL roadblocks. 

RELEVANT INSIGHT RELATED PERSONA
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Assessing along the way

Student learning happens throughout a 
project; however, teachers struggle to 
tie intended discrete lesson outcomes 
with project outputs.

NAME: Stephanie Tilden
SUBJECT: Language Arts
TYPE OF SCHOOL: Medium sized urban school
YEARS TEACHING: First year, new to PBL - completed a project

MOTIVATIONS: Stephanie, changing schools frequently through middle 
and high school, struggled to keep up. She became disengaged, and it 
wasn’t until her final year of high school that she found a teacher who 
inspired her and encouraged her to pursue her passions in an academic 
context. Stephanie wants to be that type of educator for her students. 

INFLUENCERS (MENTORS): Stephanie was a student teacher at her 
school before she was hired full-time. Her mentor teacher from that time 
has continued to be a mentor to her, and Stephanie relies on her.

SOCIAL CULTURAL CONTEXT: Stephanie is from New England. She is 
new to California, and has little rapport within the community.

CONCERNS: Stephanie feels overwhelmed in her first year of teaching. 
She is having a hard time managing her classroom, let alone doing PBL. 
She is very concerned with meeting the teaching requirements, while 
learning how to implement a PBL environment for her students. 

RELEVANT INSIGHT RELATED PERSONA
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Analysis from interviews and surveys and the 
participatory design work performed with teachers 
and leaders revealed certain principles the online 
digital solution would need to follow in order to be 
effective. 

In order to meet teachers needs, any solution must:

● Engender clarity through consistency 

● Guide teachers, especially teachers new to 
PBL, through PBL methodology

● Provide scaffolded support to meet 
teachers’ needs

● Enable teachers to adapt materials and 
collaborate with others

● Encourage information sharing by being 
intuitive and accessible

DESIGN PRINCIPLES
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CONCEPTUAL DESIGN: 
BUILDING A BUSINESS MODEL FOR 
DESIRED IMPACT
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DEFINING THE JOB TO BE DONE
During human-centered research in the Shift phase of work, BIF gained an understanding of the current customer experience 
and, most importantly, an understanding of the problems the customer is trying to solve for, captured in the key actionable 
insights. 

By reviewing the key actionable insights, BIF identified and prioritized jobs to be done that highlight the fundamental 
problems PBL teachers are trying to solve for, resulting in the key job to be done. This key job to be done provides the 
user-centered foundation for creating innovative and transformational customer experiences. 

Teachers’ Key Job To Be Done

Make improving student learning outcomes and experiences easy and accessible by: 

● Reducing the hunt for a high-quality PBL project development framework and vetted 
resources.

● Providing a proven professional development methodology that is accessible and 
adaptable to diverse contexts anytime, anywhere. 

● Enabling confidence in teachers’ learning experience and development through the 
methodology. 

● Fostering supportive, collaborative relationships with leaders, peers, students, and the 
broader community. 

21



FRAMING THE VALUE PROPOSITION
The value proposition is the promise an organization makes to the customer, defining how a next practice or new business 
model will solve the customer’s key job to be done; it is a reframing of the job to be done from the customer’s perspective. 
This framing will assist BIE in aligning their efforts to deliver value to the customer in a human-centered way. 

The Value Proposition for Teachers

For teachers who want to improve all students’ learning outcomes and experiences, BIE 
offers an accessible, vetted methodology—including a PBL project development framework, 
adaptable resources, and support structure—that allows teachers to get better, faster. 
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DESIGNING A NEW CUSTOMER EXPERIENCE
The value proposition serves as a foundation to imagine and create a new customer experience aimed at helping 
customers solve for their key job to be done.  

The customer in BIE’s business model is teachers — both teachers that have previously engaged in PBL at varying levels, 
and those that have never been exposed to PBL. Though other stakeholders such as school and district leaders may 
engage with the online platform, the customer experience design is driven by teachers’ needs. 

The high level customer experience highlights the developmental pathways for teachers as they progress through PBL 
training and development, including all parts of the BIE methodology — the PBL project development framework, 
adaptable resources, and support structure. 

In order to develop the customer experience, BIF ideated possible experiences for the customer, prioritized the elements 
of the experience, and created a general high-level experience map to show how customers enter into the experience, 
what they do while in it, how they exit out of the experience, and how they sustain a connection to it. 
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PRIORITIZING CAPABILITIES AND BUILDING AN OPERATING MODEL 

Once the high-level customer experience was designed, BIF isolated the lynchpin capabilities essential to deliver the new 
experience.  Capabilities are the power or ability to do something in service of delivering a customer experience. Each 
capability is comprised of people, process, and technology working together to accomplish some function(s), and every 
customer experience has both core (customer facing) and supporting (internal enabling) capabilities. 

The process of isolating the lynchpin capabilities included ideating possible capabilities, prioritizing the lynchpin 
capabilities, listing assumptions about how capabilities will impact the customer experience, identifying and inventorying 
relevant in-house BIE capabilities, and understanding how each of the lynchpin capabilities relate to one another. Using this 
information, BIF created a high-level operating model of how the capabilities relate and connect to each other in order to 
deliver customer value. 
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DEVELOPING THE LYNCHPIN CAPABILITIES
With the lynchpin capabilities identified, BIF developed out the details of each capability, including:

An overview of the capability

How the capability relates to other capabilities

The core functions of the capability

The people required to make each capability function

The technology required to make each capability function

The processes required to make each capability function
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ROLES OVERVIEW

Strategy
● Organization leadership - Strategic decision-makers 

within the larger organization of BIE.

Recruitment & Engagement
● Marketing - Team members that develop strategies and 

materials for enticing and engaging users to engage in 
the online BIE PBL experience. 

● Marketing partners - Third party organizations that BIE 
engages with in order to fulfill the organization’s 
marketing strategies.

● BIE representatives - Employees of BIE who conduct 
formal outreach.  

Research & Data 
● Methodology impact researchers - Conducts research 

to understand the impact of BIE’s methodology and 
various training series in improving student learning 
outcomes and experiences. 

● Data interpreters - Ensures data gathered from the site 
is actionable for other teams. 

Online Training Development
● Training developer - Uses research and curriculum 

design methods to create PBL teacher, leadership, 
facilitator, and coach trainings. 
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Direct Training
● Facilitators - Former PBL teachers who lead PBL 

teaching, leadership, facilitator, and coaching trainings. 
● Coaches - Former PBL teachers who are paid to assist 

teachers in project implementation efforts.

Platform
● Moderators - Review and manage user engagements 

with the site and offer low-touch assistance. 
● Content curators - Develops site content that is 

reflective of user real-world practices and responsive to 
user needs. 

● Information architect - Plans out the platform model 
with an eye toward seamlessly integrating all systems.

● Programmer - Implements platform model designs, 
focusing on operational excellence. 

Users
● PBL teachers - Use the the online platform to enable 

personal PBL mastery and develop as leaders within 
their districts, schools, and the BIE PBL community. 

● District and school leaders - Decision-makers within 
districts and schools engaged in PBL. 

The following roles are interwoven throughout the capabilities and each illustrate a key type of work to be performed in order for the 
platform to function successfully. Roles do not necessarily equate personnel; one person may play multiple roles. For example, one person 
may be both a facilitator and coach, though the work being performed in both roles is distinct and separate. 



CAPABILITY MAPPING: Recruit Teachers to PBL and Engage Them in BIE’s Digital 
Solution 

Overview: 
In order to attract a significant number of teachers to engage with BIE’s offerings, BIE will need to 
undertake new recruitment strategies and clearly articulate the value of engaging in BIE’s 
methodology to a broad audience. These efforts will need to target teachers at different stages in 
the PBL learning and development process. 

Relationship to other capabilities: 
Teachers who are recruited and initiate engagement with the new BIE online digital solution 
customer experience will begin to gain PBL mastery through the “enable personal PBL learning and 
development” capability.   Engagement efforts will be assisted by teachers who have begun to lead 
communities of practice through the “create opportunities to support, contribute to, and lead 
communities of practice” capability. The “demonstrate PBL impact and power of BIE’s 
methodology” capability will bolster recruitment efforts by assisting in the articulation of BIE’s value 
proposition.

Underlying functions: 
1. Engage in district and school marketing
2. Engage in direct teacher marketing
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People:
● Organization leadership 
● Marketing
● PBL project framework developers
● Methodology impact researchers
● BIE representatives
● PBL teachers
● School and district leaders

Tech:
● Research support tools (e.g. data collection 

and interpretation tools) 
● Online platform

○ Initial landing pages
● Communication channels for district and 

school marketing efforts (e.g. phone, email, 
education conferences, in-person visits) 

● Personal information database and transfer 
system

Processes:
● BIE PBL framework developers codify the BIE PBL project 

development framework, and work with marketing to articulate it.
● Methodology impact researchers research the impact of BIE’s PBL 

methodology. 
● Marketing develops and shares materials that showcase the 

impact of BIE’s PBL methodology and online offerings. 
● Organization leadership and marketing create a marketing strategy 

and criteria for identifying potential successful district and school 
partnerships. 

● Marketing identifies schools and districts that would benefit from 
participating in the online BIE PBL experience, according to the set 
criteria, and the best channels for reaching these target districts 
and schools. 

● BIE representatives contact and visit district leaders and 
administrative decision makers to share information about BIE’s 
impact and showcase the value the platform will create for them.

● PBL teachers and school and district leaders access information 
about the value of the online BIE PBL experience via the platform, 
and share this information with administrative decision makers. 

● BIE representatives collect the information of school 
representatives that attend BIE events and direct them to the 
online BIE PBL experience, or refer them to be contacted about 
further engagement packages.

     Recruit and Engage PBL Teachers // Engage in district and school marketing
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People:
● Organization leadership
● Marketing
● Marketing partners
● Market researchers
● PBL teachers
● School and district leaders

Tech:
● Market research tools (e.g. data collection 

and interpretation tools, etc.) 
● Materials that showcase the impact of BIE and 

PBL
● Online platform

○ Initial landing pages
● Advertisements and online search 

optimizations
● Social media platforms
● Communication channels for developing 

marketing partnerships and sponsorships 
(e.g. phone, email, in-person visits) 

● Personal information database and transfer 
system

Processes:
● Market researchers identify teacher groups that would benefit from 

participating in the online BIE PBL experience, and the best 
channels for reaching these target users.

● Organization leadership and marketing create a marketing strategy 
to engage potential users based on research findings. 

● Marketing develops materials to be shared through various online 
and offline channels that showcase the impact of PBL and BIE’s 
methodology, and provide a strong value proposition for teachers 
to engage in the online BIE PBL experience.

● PBL teachers and school and district leaders access information 
about the impact and value of the online BIE PBL experience via 
the online platform, and informally share this information with other 
teachers, both online and in person. 

● Marketing develops viable marketing partnerships and 
sponsorships to reach a broader teacher audience. 

● BIE representatives collect the personal information of individuals 
who attend BIE events, and direct them to engage in the online BIE 
PBL experience or refer them to be contacted about further 
engagement packages.

     Recruit and Engage PBL Teachers // Engage in direct teacher marketing
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CAPABILITY MAPPING: Enable PBL Learning and Development

Overview: 
Enabling personal PBL learning and development is at the core of the new BIE digital solution 
customer experience. Teachers have a great desire to navigate PBL project development and 
implementation with confidence. This confident navigation is enabled by providing varying levels of 
support and diverse PBL training opportunities, both facilitator-led and self-driven. 

Relationship to other capabilities: 
Teachers who are recruited through the “recruit teachers to PBL and engage them in BIE’s digital 
solution” capability enter into the customer experience by engaging in PBL learning and development 
activities. Teachers who have grown in their PBL learning and development can go on to become 
leaders in their local teaching communities and in the BIE PBL learning community through the “create 
opportunities to support, contribute to, and lead communities of practice” capability. As teachers 
demonstrate proficiency in PBL project development and implementation, their work and development 
stories can contribute to “demonstrating the impact of PBL and the power of BIE’s methodology in 
improving student outcomes”. 

Underlying functions: 
1. Facilitating self-driven PBL project development
2. Designing training courses and maintaining curriculum
3. Delivering online training
4. Providing a tiered network support
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People:
● Content curators
● PBL teachers
● Information architect
● Programmer
● External platform partners (e.g. Google Drive, 

social media sites, Salesforce) 
● PBL project framework developers

Tech:
● BIE PBL project framework
● Gold standard project criteria 
● Online platform

○ Initial landing pages
○ About PBL (framework highlight) 
○ Project and resource libraries with 

adaptable, external platform- 
compatible resources and planning 
documents

● External platform access (e.g. Google Drive) 
● Progression tracking tools

Processes:
● Content curators, the information architect, and programmer craft 

ways to communicate the PBL project framework and standards to 
teachers in a succinct, intuitive way on the platform. 

● Content curators develop examples of high-quality PBL projects 
and resources including planning documents and artifacts, to be 
showcased on the platform.  

● Information architect and programmer craft levels of information 
and site searchability to maximize teachers’ ability to autonomously 
engage with material on the platform. 

● Programmer partners with external platforms to ensure adaptability 
and site compatibility of project resources and artifacts. 

● PBL teachers download project resources and artifacts or save 
them to their personal profiles or to other external platforms (e.g. 
Google Drive), and adapt content to meet the unique needs of their 
classroom.

● PBL teachers share saved project resources and artifacts with other 
teachers through their personal profile or an external platform (e.g. 
Google Drive or social media), and collaborate, adapting and 
co-creating content with peers. 

● Information architect and programmer create PBL project 
development progression-tracking tools and integrate them within 
the site, which teachers use to understand their progress with 
learning and implementing PBL. 

     Enable PBL Learning and Development // Facilitating self-driven PBL project 
development
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People:
● Online training developer
● Facilitators 
● Coaches
● PBL teachers
● School and district leaders

Tech:
● Curriculum standards and evaluation tools
● Research and development tools (e.g. data 

collection and interpretation tools, etc.) 
● Online platform

○ Curriculum feedback mechanisms

Processes:
● Online training developers stay abreast of developing trends within 

PBL training, user feedback, and research findings.
● Online training developers constantly develop online PBL products 

and services that push the envelope on industry best practices and 
align with set standards for effective instruction. 

● Online training developers create standards that training 
curriculums must meet in order to be considered effective, and 
evaluation tools to ensure adherence to these standards. 

● Facilitators use and modify training curriculum to fit the needs of 
the PBL teachers, school and district leaders, or prospective 
facilitators and coaches they are leading.

● PBL teachers, school and district leaders, prospective facilitators 
and coaches taking training courses, and facilitators leading 
training courses provide feedback on training curriculum via 
feedback mechanisms on the online platform (e.g. rating, 
commenting, surveys, etc.) 

      Enable PBL Learning and Development // Designing training courses & maintaining 
curriculum
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People:
● Facilitators 
● Coaches
● PBL teachers
● School and district leaders

Tech:
● Online platform

○ Online course - self-paced video 
instruction

○ Online course - live instruction with a 
cohort

○ Personal profile
○ Personal artifact feedback mechanism
○ Chat/messaging tool
○ Fixed, course-related discussion 

groups
○ Training success feedback 

mechanism
● BIE PBL training resources and materials
● BIE PBL curriculum and project framework 

Processes:
● PBL teachers, school and district leaders, and prospective 

facilitators and coaches taking courses engage in a self-paced 
online training courses in which they maneuver through training 
curriculum and submit assignments to be reviewed by a low-touch 
facilitator. 

● PBL teachers, school and district leaders, and prospective 
facilitators and coaches taking courses engage in cohort-based 
online training courses in which facilitators guide through the 
training curriculum and provide instruction, feedback and support. 
Online training can be integrated with in-person, location-based 
training efforts. 

● Coaches guide PBL teachers and school and district leaders, 
through PBL implementation, answering questions, engaging in 
strategy, and providing feedback on their work. Online coaching 
can be integrated with in-person, location-based coaching and 
support. 

● PBL teachers digitally capture artifacts created during project 
design and implementation, and store this information within their 
personal profile to be reviewed by facilitators and coaches. 

● PBL teachers, school and district leaders, and prospective 
facilitators and coaches taking courses receive feedback about the 
success of their training through the site, including milestones 
completed and future goals. 

      Enable PBL Learning and Development // Delivering online training
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People:
● Facilitators 
● Coaches
● PBL teachers
● School and district leaders
● Platform moderator

Tech:
● Online platform

○ Personal profile
○ Personal artifact feedback mechanism
○ Messaging mechanism
○ Self-organizing, platform-wide 

discussion groups

Processes:
● (High touch) During trainings, facilitators guide PBL teachers, 

school and district leaders, and prospective facilitators and 
coaches through their respective trainings, providing feedback, 
and support. Online facilitation can be integrated with in-person, 
location-based facilitation and support. 

● (Medium to high touch) Coaches guide PBL teachers and school 
and district leaders, through PBL implementation, answering 
questions, engaging in strategy, and providing feedback to their 
work. Online coaching can be integrated with in-person, 
location-based coaching and support. 

● (Low to medium touch) PBL teachers, school and district leaders, 
facilitators, and coaches form and access discussion groups with 
peers to have questions answered and gain a wider view of PBL 
practices. These discussion groups can be integrated with 
in-person, location-based peer support groups. General discussion 
groups are overseen by a platform moderator. 

● Within training courses, PBL teachers, school and district leaders, 
and prospective facilitators and coaches taking courses provide 
feedback on each other’s work - through a messaging or artifact 
feedback mechanism on the personal profile - and engage in 
private discussion groups around course content. These groups 
can be integrated with in-person, location-based peer support 
groups.

      Enable PBL Learning and Development // Providing tiered network support
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CAPABILITY MAPPING: Create opportunities to support, contribute to, and lead 
communities of practice

Overview: 
As teachers gain proficiency with their own PBL learning and development, it is anticipated that they 
will desire and seek out opportunities to contribute to and lead a larger community of teachers 
engaged in PBL work. This capability outlines the modes in which teachers can contribute to the BIE 
online digital solution’s community of practice. 

Relationship to other capabilities: 
Experienced PBL practitioners - as they support, contribute to, and lead communities of practice - 
improve teachers ability to learn and develop their personal PBL practices through the “enable 
personal PBL learning and development” capability. By contributing to the platform, experienced 
practitioners will strengthen the value delivered to other teachers through the platform. This added 
value can be researched and represented through the “demonstrate the impact of PBL impact and 
the power of BIE’s methodology” capability and used to bring more teachers into the experience 
through the “recruit teachers to PBL and engage them in BIE’s digital solution” capability. 

Underlying functions: 
1. Contributing information to the platform
2. Forming and participating in discussion groups
3. Evaluating and moderating content
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People:
● PBL teachers

Tech:
● Online Platform

○ Personal profile
○ Content submission mechanism
○ Project and resource libraries
○ Rating and commenting functions

Processes:
● Experienced PBL teachers submit high-quality artifacts and filled out project resources to be included as examples within 

the online platform’s project and resource libraries.
● PBL teachers engage in give feedback on site content based on usability, desirability, and impact, including rating and 

commenting.

  Create opportunities to support, contribute to, and lead communities of practice //  
      Contributing information to the platform
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People:
● PBL teachers
● Facilitators
● Coaches

Tech:
● Online Platform 

○ Personal profile
○ Self-organizing, platform-wide discussion groups
○ Closed discussion groups
○ Messaging mechanism

Processes:
● Experienced PBL teachers organize discussion groups around specific topics of interest regarding the PBL process. 
● PBL teachers pose and answer each other’s questions about the PBL process within discussion groups.
● Facilitators and coaches pose and answer each other’s questions about the facilitation and coaching processes, respectively, 

within closed discussion groups.

  Create opportunities to support, contribute to, and lead communities of practice //   
      Forming and participating in discussion groups
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People:
● Content curators
● Platform moderators

Tech:
● Online platform

○ Project library 
○ Content submission function
○ Rubric for quality content
○ Rating and commenting functions
○ Personal profile
○ Discussion groups, both closed and open
○ Messaging mechanism

Processes:
● Content curators review artifacts submitted by experienced PBL teachers, ensure artifacts follow a universal format, choose 

whether or not to include the artifacts in the project library, and issue feedback on contributed project artifacts and resources. 
● Platform moderators monitor discussion group content for relevance and appropriateness, and answer PBL teachers’ 

unanswered questions in the interactive Q & A section. 
● Platform moderators review comments and ratings throughout the site for relevance and appropriateness, and provide 

responses, when needed. 

  Create opportunities to support, contribute to, and lead communities of practice //   
      Evaluating and moderating content
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CAPABILITY MAPPING: Demonstrate the impact of PBL and the power of BIE’s 
methodology in improving student outcomes

Overview: 
In order to establish teachers’ confidence in undertaking PBL learning and development, they must 
trust that they are using an impactful, vetted approach. It is BIE’s job to provide that assurance 
through demonstrating the impact of PBL and the power of BIE’s methodology. As teachers engage 
in the BIE online digital solution and witness significant value being created for students through 
their efforts, it is important for BIE to capture and use this information to attract more teachers to 
the experience, and to improve the quality of the experience through user feedback. 

Relationship to other capabilities: 
Successes from “enabling personal PBL learning and development” can bolster BIE’s ability to 
demonstrate the impact of PBL and the power of BIE’s methodology. As BIE clearly demonstrates 
the impact of PBL and power of BIE’s methodology, and this information is used in the “recruit 
teachers to PBL and engage them in BIE’s digital solution” capability, more teachers will engage 
with the platform. 

Underlying functions: 
1. Measuring impact 
2. Telling the story
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People:
● Methodology impact researchers
● Programmer
● Data scientist or interpreter

Tech:
● Research tools (e.g. data collection and interpretation tools, etc.) 
● Data storage

Processes:
● Methodology impact researchers and data scientist or interpreter work together to determine which data to collect from 

the site in order to better understand the impact of the BIE PBL methodology and online offerings. 
● Programmer sets up the platform to collect desired data. 
● Methodology impact researchers use site data and other research means to understand the impact of the BIE PBL 

methodology and online offerings, in order to provide a strong value proposition for teachers, districts, schools to 
engage in the online BIE PBL experience.

 

     Demonstrate the impact of PBL and power of BIE’s methodology // Measuring impact
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People:
● Marketing
● Content curators
● PBL teachers

Tech:
● Online platform

○ Project library 
○ Content submission function 
○ Rubric for quality content
○ Rating and commenting functions

Processes:
● Content curators develop examples of high-quality PBL projects to be showcased on the platform, pulling from submitted 

teacher project examples, testimonials, and ratings. 
● Marketing develops materials that showcase the impact of BIE’s methodology and online offerings—pulling on research, user 

feedback, testimonials, and project artifacts—in order to provide a strong value proposition for districts, schools, and teachers 
to engage in the online BIE PBL experience.

     Demonstrate the impact of PBL and power of BIE’s methodology // Telling the story
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CAPABILITY MAPPING: Integrate systems to deliver seamless customer experience

Overview: 
In order for BIE’s new online digital solution to be effective and delightful, teachers must experience 
the platform as being intuitive and integrated. This requires a different stream of work than merely 
providing PBL learning and development services.  The various systems on the platform, including 
data, financial, and technology systems, must intentionally be orchestrated to work with one 
another in order to create a seamless experience for customers. 

Relationship to other capabilities: 
The integration capability supports all other capabilities in their ability to deliver a valuable 
experience for customers. If all offerings on the platform were available, but not integrated, users 
would not be able engage meaningfully with the services. 

Underlying functions: 
1. Identify interacting systems and design the platform
2. Establish the platform and create access among the systems
3. Use data to inform decisions
4. Integrate in-person and online customer experiences
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People:
● Information architect
● Programmer

Tech:
● Payment system
● Data collection system
● Learning management system
● External platforms (e.g. Google Drive) 

Processes:
● The information architect and programmer design the online platform and identify how systems within the platform must 

interact with each other, and how external platforms the online platform must interact with the platform. 

  Integrate systems to deliver seamless customer experience //  Identify interacting 
systems and design the platform
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People:
● Programmer
● Information architect

Tech:
● User agreements
● Payment system
● Data collection system
● External platforms (e.g. Google Drive) 

Processes:
● The information architect and programmer craft the online platform, following the interacting systems design. 
● Programmer and information architect establish common protocols among the systems. 
● Programmer establishes a common language among the systems. 
● Programmer establishes shared permissions across the systems. 
● Programmer partners with external platforms to ensure adaptability and site compatibility of project resources and artifacts. 

  Integrate systems to deliver seamless customer experience //  Establish the platform 
and create access among the systems
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People:
● Information architect
● Programmer
● Data scientist or interpreter
● Marketing
● Leadership
● Online training developers

Tech:
● Data collection system
● Data interpretation functions

Processes:
● Information architect, programmer, data scientist or interpreter, methodology impact researchers, leadership, and marketing 

decide which data to collect and analyze. (e.g. platform usage and desirability, curriculum effectiveness, marketing 
effectiveness, financial drivers, etc.) 

● Programmer and information architect program the data collection system to collect data about identified topics, and store 
that data within the data collection system.

● Data interpreters use data to identify insights about the online platform and its respective functions. 
● Marketing uses data-driven insights to tell a story about the impact and progress of the platform to a broader audience. 
● Information architect and programmer use data-driven insights to improve site functionality, effectiveness, and desirability. 
● Leadership uses data to make decisions about the overall direction of the platform development. 
● Online training developers use data-driven insights to improve curriculum design and training practices. 
● Methodology impact researchers use data to understand the impact of the BIE PBL methodology and online offerings. 

  Integrate systems to deliver seamless customer experience // Use data to inform 
decisions
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People:
● Organization leadership
● Information architect
● Training developer

Tech:
● Integration strategy and strategic roadmap for integration
● Customer relationship management system
● Financial backend system
● Integrated curriculum and trainings

Processes:
● Organization leadership identifies overlapping capabilities and functions between the online and offline BIE PBL experiences. 
● Organization leadership develops a strategy for integrating the online and offline BIE PBL experiences, including resource 

and personnel allocation, and a strategic roadmap for integration
● Organization leadership works with the information architect to integrate the customer relationship management system and 

financial backend system. 
● Organization leadership works with curriculum developers to create integrated curriculum and training resources for the 

online and offline training experiences. 

  Integrate systems to deliver seamless customer experience // Integrate in-person and 
online customer experiences
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IDENTIFYING POTENTIAL REVENUE STREAMS AND COST DRIVERS
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Defining a financial structure - how the model will expend and capture value - is necessary to complete the conceptual model.   In an 
effort to identify the key revenue streams and cost drivers, BIF assessed the lynchpin capabilities and determined where the biggest 
costs associated with executing the capabilities might occur and where there are potential areas for value creation. These cost drivers 
and revenue streams can be explored and tested in a future prototyping phase to determine if the defined experience will be financially 
sustainable over time.

Revenue Streams
A new customer experience opens up new areas of value creation and potential revenue streams. When developing a revenue strategy, 
it is important to define a revenue mix that will both enable initial model development and sustain the model over the long term. A 
revenue mix should include a combination of business-to-business and business-to-customer transaction possibilities. (e.g. deal with 
district for total access vs. customer paid access) There are strengths and weaknesses to all revenue streams, and it is important to test 
a variety of them in the real world to see what is feasible and desirable for customers, not only what is viable.  

The revenue streams listed in this model are prioritized to reflect BIF’s go-to-market thinking, drawn from strategic discussions with BIE 
leadership. The go-to-market financial strategy will likely consist of two parts: 1) initially building on current district partnerships - 
leveraging existing relationships to deliver new value, and 2) over time, developing BIE’s capacity to reach individual users, building an 
enticing online community setting independent of school or district participation. 

Cost Drivers
The new customer experience relies on a set of cost drivers, both similar to and different from those drawn on in BIE’s core business 
model. Some costs will be variable and directly tied to sales or revenue levels while others will be fixed, such as infrastructure or human 
capital to support the customer experience. 

An initial list of cost drivers are included in this report and are divided into cost type: startup costs and ongoing costs. Within their 
subcategories, these cost drivers are initially prioritized by hypothesized financial impact, great to small. 



IDENTIFYING POTENTIAL REVENUE STREAMS
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One Time
● On-demand curriculum: PBL teachers access training curriculum resources independent of taking courses.

One Time or Ongoing
● District paying per user: Districts and schools pay for a number of individual users to access elements of the site, such as 

curriculum resources, the community of practice, mentorship (and possibly courses and coaching) in a subscription model or 
one-time transactions (e.g. pay-per-course, pay for coaching, etc.)

● Districts paying for entire group access: Districts and schools pay for block access for their teachers and leaders to access 
elements of the site, such as curriculum resources, the community of practice, mentorship (and possibly courses and coaching) in 
a subscription model or one-time transactions (e.g. pay-per-course, pay for coaching, etc.)

● Bolt-on to in person PBL training costs (online access package): Schools and districts pay an additional fee when signing up for 
in-person PBL training service, in order for teachers to have an online subscription with curriculum resources, the personal 
profile function, and online support (and courses?). 

● Customer paid access - individual user: Individual users pay to access elements of the site, such as curriculum resources, the 
community of practice, classes, mentorship (and possibly courses and coaching). 

● Personalized coaching support: PBL teachers access coaching/mentoring offerings through a subscription.
● Coach certification: PBL teachers and school or district administrators pay to be trained online as coaches, in order to credibly 

enact coaching responsibilities remotely or to be employed as online coaches by BIE. 
● School/district leadership training: School and district leaders pay to participate in a training to understand PBL and be able to 

assist teachers they lead in implementing high-quality PBL within their classrooms. 
● Data sharing: BIE shares data received from teachers with other partners, schools, and districts, at a cost. 
● Content outsourcing: BIE will share content with external parties, at a cost. 
● Sponsored content: BIE includes positions for sponsored content on the platform, to be seen by site users. 



IDENTIFYING POTENTIAL COST DRIVERS

51

Start Up
● Site build: BIE pays for the initial build of the platform

Startup and Ongoing
● Curriculum development and maintenance: BIE pays for the development of online PBL teacher training curriculum, and for its 

continued maintenance. 
● Platform content development/curation: BIE will need to create relevant content that resonates with the needs of teachers on 

the online platform, and will need to continuously curate content to stay relevant and useful. 
● Measurement and evaluation (platform effectiveness and reach): BIE undertakes research to understand the effectiveness and 

reach of the new platform in order to inform future decisions about the research development of platform offerings and 
marketing efforts. 

● Platform Research and Development: BIE will engage in UX evaluation and iteration of the platform over time.
● Model Research and Development: BIE constantly researches and tests new elements of the business model to drive the 

impact, reach, and desirability of the model. 
● Measurement and evaluation (methodology impact): BIE undertakes research to understand the impact of their methodology, 

in order to prove that the platform has a strong value proposition for users and to inform marketing efforts. 

Ongoing
● Site hosting and maintenance: BIE will work with a vendor to host and maintain the site. 
● Coaches and Facilitators: BIE will provide personalized support to teachers through moderating an online community of 

practice, and providing coaches and facilitators to interact with on the platform. 
● Marketing: BIE will conduct research to understand their target markets, create a marketing plan, and develop marketing 

resources and materials to engage potential users.
● Marketing partnerships: BIE will develop marketing partnerships that will distribute information about the platform and the BIE 

methodology to a broader potential user audience. 
● Operations: BIE will provide all operating needs of the platform, including leadership involvement, physical space needs, and 

general utilities. 



FINANCIAL MODEL CONSIDERATIONS
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Revenue Streams
Defining the financial model focus: districts and schools vs. individual users

● Current strategic model is to: initially building on current district partnerships and, over time, develop BIE’s capacity to reach 
individual users. Is this the approach that will help BIE create the most new value for customers? 

● What are the pros and cons to starting with what BIE has (district and school partnerships), or testing something largely new 
(individual users)?

Subscription vs. paying for bulk access or specific content
● What are the best financial model conditions for creating a supportive, online community? What will users expect, and be willing 

to engage with, as a financial model? 
● There are a number of noted cons to a subscription model (e.g. tough to manage on the back end, financial implications for 

revenue recognition in a subscription model, and trouble maintaining yearly subscriptions). Are there any reasons to consider a 
subscription model despite these hurdles? 

Cost Drivers
Outsourcing vs. in house-build of capabilities

● Who will be in charge of delivering the different capability pieces? Will BIE look for a single delivery partner, contract out, or build 
capabilities in house? 

● Without an established technology partner, what capabilities does BIE need to find a partner to gain? What is the scope of 
building the capability pieces with the new partner forecast? 

● What level of effort and cost will go into outsourcing vs. an in-house model build?

Blended (online and offline) content and existing capabilities vs. new capabilities and content
● How much content used in the model is going to be repurposed from existing content? What level of effort and cost will go into 

repurposing content vs. creating new content? 
● How "blended" are the courses and other methodological offerings? What is the role of staff and technology in these offerings 

and how will that affect cost? 



STRATEGIC 
RECOMMENDATIONS
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POTENTIAL RISKS OF THE MODEL AND MITIGATION (SWOT) 
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   Strengths (+)

         Opportunities (+)

Internal Factors

Weaknesses (-)

Threats (-)

The business model: 
● Is grounded in and developed from teachers’ needs.
● Builds in teacher development throughout the experience.
● Supports and addresses the needs of multiple users, coming in 

at different points of PBL proficiency.
● Takes into account all elements of the user experience, from 

enticement and entering through engagement, exiting, and 
extended use.

● Includes detailed capabilities with clearly defined roles to be 
performed.

● Will strengthen BIE’s B2B go-to-market strategy, providing more 
value to sell to current and future customers. 

The success of the business model:
● Relies on a number of untested assumptions, such as:

○ Teachers want to grow into leadership and mentorship 
roles within the PBL community.

○ Teachers desire continued engagement instead of 
one-time access to the platform.

○ Value, equal to or greater than BIE’s current 
face-to-face offerings, can be created through the 
development of an online digital solution.

● Depends on a number of components to be tested and brought 
together seamlessly to create value. 

● Relies on a number of capabilities that BIE does not have or 
currently have the option to deploy. 

The business model has the potential to: 
● Provide PBL training, support, and information to teachers 

anytime, anywhere.
● Reach a large audience of teachers and create significant 

widespread impact. 
● Assist teachers in becoming PBL experts and leaders, and 

enable their confidence in executing PBL.
● Make PBL accessible and adaptable to new audiences and 

users.
● Create new value in the marketplace, improving the PBL 

experience for teachers and students. 

The success of the business model:
● Requires a large investment to set up and maintain the platform. 
● Could be eclipsed in the market by other models creating 

similar professional development value for teachers and school 
and district leaders. 

● Depends on a number of different functions being performed 
well simultaneously by diverse contributors. 

● Could be thwarted by another organization creating a new PBL 
customer experience and bringing it to market before BIE can 
incrementally implement its own model. 

External Factors



LANDSCAPE REVIEW
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As BIE prepares to become a stronger presence in online PBL training, it is important to be aware of the key players in this 
space and adjacent spaces. These key players can act as usable examples of elements of the experience that BIE wants to 
create, and can inform interest areas to pursue. Armed with knowledge about who is creating value and how, BIE can make 
a strong, unique value proposition for customers, grounded in industry best practices. 

Our landscape analysis has revealed a number of key players of potential interest to BIE. These players fall into four 
categories: other PBL training players, examples in action of the type of platform BIE wants to develop, potential delivery 
partners with similar goals to BIE, and platform supporters including funders and bolsters of online presence. 



LANDSCAPE REVIEW // Examples Platforms in Action
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BloomBoard
● Overview: BloomBoard partners with PD providers to curate relevant content for educators.
● Relevance: BloomBoard tracks and manages PD and learning goals and fosters collaboration and feedback around professional 

practice. The platform provides coaching, content is reviewed and rated by teachers, schools can host own content (profiles) and 
choose whether private or share with community. The platform also uses teacher micro-credentialing as evidence of completing 
requirements for certification and district-mandated proficiencies. Their business model may also serve as inspiration for BIE as 
the platform is free for administrators and teachers; however, premium features and content come at a cost. Teachers can buy 
access to content with prepaid credits. 

● More Information: www.bloomboard.com 

Educurious
● Overview: Educurious combines project-based learning, technology, and connections with real-world experts in order to create 

an effective education system in which young people are motivated and ready for college and tomorrow's careers. 
● Relevance: Educurious offers full-length and mini online courses - in line with national standards - that help students solve 

real-world challenges. These courses could be a source of inspiration for creating adaptable project examples. Educurious also 
provides PD training and tailored ongoing support to their community of educators. This PD involves face-to-face meetings and 
online work, and support as teachers implement the project-based courses offered on Educurious. The platform also includes an 
expert network in which students receive feedback on their work and connect school experiences with future career paths. 

● More Information: www.educurious.org 

International Society for Technology in Education (ISTE)
● Overview: ISTE offers ed tech resources that facilitate connections, sharing of ideas, and transformation between educators. 
● Relevance: ISTE offers ed tech resources that support members' professional learning—including webinars, online courses, 

consulting services, books, journals, and other publications—and hold the ISTE Conference on Ed Tech. They also have created 
and disseminated the ISTE Standards for learning, teaching and leading in the digital age. Their business model may also inform 
BIE’s as it is an example of blended offerings (online and offline) for individuals and groups.

● More Information: www.iste.org 

http://www.bloomboard.com
http://www.educurious.org
http://www.iste.org


LANDSCAPE REVIEW // Potential Delivery Partners
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BIE could potentially partner with institutions to provide additional value to their certification and professional development programs. 

TNTP (formerly The New Teacher Project)
● Overview: TNTP Teaching Fellows is an alternative teacher certification program that recruits and trains talented career changers 

and recent college graduates to be outstanding teachers in high-need schools across the country.
● More Information: www.tntp.org

Teach-Now
● Overview: Teach-Now is an online alternative teacher certification program for individuals that already have a bachelor’s degree. 
● More Information: http://teach-now.com/

High Tech High Graduate School of Education
● Overview: High Tech High (HTH) offers a teacher credentialing program for educators who already with a teaching position; most 

are teaching in HTH schools. The school offers a teacher credentialing program, M.Ed. programs, and professional development.
● More Information: http://gse.hightechhigh.org/ 

Teaching fellows programs
● E.g.- Teach for America, NYC Teaching Fellows, North Carolina Teaching Fellows, Woodrow Wilson Teaching Fellowships, 

Knowles Science Teaching Fellows, Philadelphia Teaching Fellows, Yale Teaching Fellows Program, NYC Teaching Collaborative, 
Math for America Teaching Fellows, South Carolina Teaching Fellows, etc.

http://www.tntp.org
http://teach-now.com/
http://gse.hightechhigh.org/


LANDSCAPE REVIEW // Elevating Platform Presence
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BIE could potentially partner with education platform amplifiers to gain traction with robust pre-established online communities.

Edutopia
● Overview: Edutopia promotes K-12 education models and innovations by creating digital media content with their network. They 

organize offerings around specific topics, including Project-Based Learning. Within these topics, Edutopia hosts online discussions 
and sharing, blogs with updates and insights, guides to curated education resources, videos, and reviews of research. Edutopia has 
a large online following with hundreds of thousands of email subscribers and 1 million Twitter followers. 

● More information: www.edutopia.org 

Facebook
● Overview: Facebook is a strong partner for the development and dissemination of high-quality education models, and they have a 

current focus on the bolstering of blended and personalized learning models. Facebook has funded a number of ventures, 
including a recent $12 million initiative for personalized learning, awarded to the national nonprofit New Profit. Facebook has the 
ability to highlight impactful models, such as BIE’s new online PBL experience, on multiple platforms, leveraging their existing broad 
base of educators. 

Teacher2Teacher
● Overview: Teacher2Teacher is a growing community where teachers can connect to share resources, learn from one another, and 

solve the big problems that no one can solve alone. The platform integrates posts from social media outlets, including Facebook, 
Instagram, and Twitter, to curate ideas for engaging classes and improving teaching. Teacher2Teacher has over 120,000 followers 
on Twitter, 650,000 followers on Facebook, and 30,000 followers on Instagram. Teacher2Teacher also hosts a blog by teachers, 
for teachers, that has a substantial following. 

● More information: https://www.teacher2teacher.education/ 

Highlander Institute 
● Overview: The Highlander Institute cultivates and disseminates innovative education solutions that improve educator and system 

capacity to provide personalized experiences for every learner. Highlander has a strong presence in the New England education 
community and beyond. They have the capacity to leverage their network to promote BIE’s work. 

● More information: http://www.highlanderinstitute.org/ 

http://www.edutopia.org
https://www.teacher2teacher.education/
http://www.highlanderinstitute.org/


LANDSCAPE REVIEW // Other PBL Training Players
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Magnify Learning
● Overview: Magnify Learning is a teacher driven non-profit organization offering PBL workshops in summer, onsite 

workshops throughout the year, and customized PBL trainings. They offer PBL certification to demonstrate that a high level 
of quality and success has been achieved. Magnify Learning also offers periodic web training sessions. 

● More information: http://magnifylearningin.org/ 

Deeper Learning Network
● Overview: The Deeper Learning Network highlights a variety of instructional approaches and assessment methods, 

including Project-Based Learning, that engage students and allow them to develop the mindsets necessary to direct their 
own learning and master core academic content. They provide overviews of PBL best practices and assessment tools, and 
connect teachers to resources that will help them enact powerful PBL, including BIE’s resources.

● More information: http://deeperlearning4all.org/ 

Expeditionary Learning
● Overview: Expeditionary Learning partners with school districts and charter boards to open new schools and transform 

existing schools at all levels, pre-K–12, and in all settings — urban, rural, and suburban — creating a professional network 
for teachers and schools to learn from. Expeditionary Learning also offers schools a comprehensive suite of professional 
development, coaching, and online tools to improve curriculum design, instruction, school culture, leadership, and 
assessment practices. 

http://magnifylearningin.org/
http://deeperlearning4all.org/
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Studying the current landscape allows us to see ways to take advantage of available opportunities and mitigate potential threats to 
the model. 

● This model has the threat of requiring a large investment to set up and maintain the platform, but also the opportunity to 
potentially provide PBL training, support, and information to teachers anytime, anywhere.

○ There are a number of platforms in the market that currently offer high-quality online trainings, support, and 
resources to a large audience of teachers; however, these platforms are not geared toward PBL training and 
development. BIE can learn from these successful platforms to incorporate desirable elements and best practices 
into the new online experience in order to offer new value for teachers. 

● There are many professional development and education support offerings flooding the market and vying for school, 
district, and teacher attention. However, this model has the opportunity to make PBL accessible and adaptable to new 
audiences and users, and to reach a large audience of teachers, creating significant widespread impact.

○ While there is significant competition for the attention of teachers, schools, and districts within the professional 
development and training space, teachers, schools, and districts want to access high quality training and 
professional development. BIE should put emphasis on proving the success of their approach in order to 
differentiate themselves in the marketplace. BIE should also tap into existing teacher networks and partner with 
potential delivery partners to elevate the model’s presence in the existing marketplace. (Existing PD, social 

● This model has the threat that it is dependent on a number of different functions being performed well simultaneously by 
diverse contributors, but also has the opportunity to enable teachers’ confidence in executing PBL, if the experience is 
executed well.  

○ BIE needs to build their integration capability for the model, and should use other existing platforms and their 
partners as examples for impactful integration of financial systems, data capture systems, and technological 
systems,  as well as online-offline offering integration. (e.g. Bloomboard, Educurious, etc.) 



TRANSFORMATION: REACHING THE 2020 STRATEGIC IMPERATIVE
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In order for BIE to reach its strategic vision of touching 300,000 teachers by the year 2020, BIE will need to quickly and carefully select 
an implementation strategy from a limited number of viable options.

Option 1
Create the entire new customer experience through prototyping and implementation, followed by a concentrated district engagement 
play, targeting the most populated districts in the country and reaching a greater number of schools than the projected 2,500. 

With prototyping, BIE could identify efforts currently being undertaken within the organization that align with the capabilities outlined in 
the new business model, and devise how these efforts could be leveraged in a prototype of the model. In this approach, BIE will likely 
still require an outside prototyping partner because the organization does not possess all capabilities outlined in the new business 
model. Internally, this approach would require multi-team alignment and willingness to participate in the prototype, and the ability to find, 
evaluate, and repurpose existing content. Though more difficult to orchestrate with internal staff than piloting a new experience 
externally with a partner, this approach would lead to more staff alignment to a single vision of change over time. 

Option 2
Find a partner with a robust, established online presence and leverage their existing capabilities and audience of teachers to create a 
tailored version of the new customer experience. Depending on the partner’s strategy and capabilities, BIE may lose some revenue 
potential and ability to build out the entire customer experience through this option. This approach would be the easiest to manage from 
a staff engagement perspective because the experience will be built out externally; however, because this approach does not take into 
account the innovation efforts of other internal BIE teams, the final result could be disjointed from other teams’ efforts, leading to 
competing visions and potential wasted resources.

Both of these options require BIE to act quickly and with targeted focus, promptly signaling a shift in strategy to the entire organization 
and rallying to take advantage of current market opportunities. 



NEGOTIATING IMPACT IMPERATIVE AND REVENUE MODEL
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As BIF began to assess revenue options, it used the impact imperative (300,000 teachers, 2500 schools, and 150 districts to guide 
revenue drivers. It became clear that reaching 300,000 teachers would be possible only with a significant B2B focus (business to 
school/district), and specifically on the 100 largest districts that account for the majority of teachers.  It also became clear that while 
300,000 teachers and 150 districts were compatible goals, but that 2500 schools goal was incompatible with overall teacher reach.

As such, the revenue portfolio focuses on reaching the 300,000 teacher imperative, which gives ample opportunities for revenue 
earning - assuming we focus on large districts and not on the school strategy. 

It includes a smaller B2C (direct to teacher) strategy, but impact-wise, it seemed next to impossible to reach the teacher reach goal 
purely by focusing on on B2C.

This has implications for what we do next. The prototyping / piloting recommendations (options 1 and 2) can help drive towards the 
impact imperative; option 3 will require BIE to adjust its impact imperative to better align with a B2C strategy and the implications for 
exponential reach. 

The upshot of B2C focus (option 3) is that there are substantially lower costs on an annual basis. The core cost drivers in Options 1 and 2 
are the business development costs of building relationships with districts and building market presence, in addition to the costs of 
servicing the 300,000 teachers. In option 3, the latter costs will have a slower burn rate. 



Financial Model for the Built-Out Customer Experience
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Cost Drivers

Curriculum development and maintenance: $240,000
● 3 full time employees or contractors at $80,000/yr. salary

Platform content curation and development: $40,000
● 1 half time employee at $80,000/yr. salary

Measuring platform effectiveness and reach: $40,000
● 1 half time employee at $80,000/yr. salary

Model research and development: $440,000
● 1 FTE for Lab Leadership, 10% FTE evaluation support, and 50% 

FTE experience design

Site hosting and maintenance: $60,000
● Paying a technology partner for site hosting and maintenance.

Employed coaches and facilitators: $3 Million
● 250,000 users at a time with 1/20 actively using coaching; 12,500 

monthly uses at $20/hr coach salary comes to $250,000/mo. 

Marketing: $683,000
● 3 FTEs at $150,000, marketing costs including collateral, digital 

media, programming, promotional activities, and external marketing

Operations: $110,000
● An estimated share of total site operations including: software, 

accounting, legal, taxes, utilities, rent, travel, office supplies, etc. 

Revenue Streams 

District pay - teacher access: $45.9 Million
● Reaching largest 100 districts in US, with 150 schools per district, 40.5 

teachers/school; each district purchases 1800 licenses at $250 (reaches 
180,000 teachers) 

Customer pay - all access: $3 Million 
● 3,000 teachers paying $1,000/year for whole-site access

Customer pay - course: $4.9 Million 
● 10,000 teachers paying $500/course

Customer pay - course and coaching: $2.2 Million 
● 3,000 teachers paying $750/course

School and district leadership training: $735,000
● 70 districts paying for 1 training for 7 schools (average) at $1,500/training

Coach and facilitator training: $3 Million 
● 2,000 prospective coaches paying $1,500/training

Bolt-on to in person events (online access): $325,000
● 1,300 attendees paying $250 on top of in-person training costs

Total Cost: $4.6 Million
Total Revenue: $59.8 Million
Net Profit: $55.2  Million

Customer segments 2020 Imperative Goals Current Reach Needed
All public school teachers in US: 3.6 Million 300,000 Teachers (8.3% of total market) 60,000 Teachers 240,000 Teachers
Number of public schools in the US: 100,000 2,500 Schools (2.5% of total market) 1,200 Schools        1,300 Schools
Number of public school districts in the US: 13,600 150 Districts (1.1% of total market) 25 Districts        125 Districts

The following financial model is a rough outline of the assumptions we make about the possible cost drivers and revenue streams of 
the built out customer experience. It should be read with an eye for understanding our assumptions and utilized as a tool for testing 
those assumptions. It should not be relied upon as a precise financial model or forecast; it is a tool to help us understand the 
assumptions of the model, and to determine if the model has the potential to be profitable, relying on our underlying assumptions. 



Strawman 1: Prototype Entire Blended Experience
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Revenue Potential

Reaching strategic imperative in 2020: $59.8 Million

Total Cost

Startup (year 1): $1 Million 

Ongoing (yearly): $4.6 Million (additional)

Financial Investment & Timeline

Prototyping (BIF-led) 
Financial Investment: $300K 
Timeline: 3 months prototyping, 2 months 
implementation strategy

Implementation (BIE-led) 
Financial Investment: $700K 
Timeline: 6 months after prototyping and 
implementation strategy

Staff Buy In and Direction

Difficulty: Intermediate - BIF will do much of the organizing 
for the prototype, but BIE will still need to align teams 
internally in service of the prototype, and later with 
implementation

Impact

Potential Reach: Widespread - Coming into the market with a tested, 
single experience for users to engage with

Desirability/User Need: Prototyping will not result in an output that is 
immediately market-ready; the concept must go through a build-out 
after the prototype. However, the model that is built using this 
methodology will have its assumptions tested with end users and will 
have greater likelihood of filling need and being desirable for users. 

Time to Market Impact: End of 4th Quarter 2018

Market Landscape

BIE has the opportunity to be the first in the education PD landscape 
to develop a blended PBL training experience. There are many PD 
experiences in the marketplace vying for the attention of schools, 
districts, and teachers, so in order to be successful, BIE needs to 
differentiate by having a desirable, high-quality user experience built 
with industry best practices. Prototyping will allow BIE to test the user 
experience and will provide BIE time for finding high-quality delivery 
partners and platform amplifiers.

Q1

Q2

Q4

Q3



Strawman 2: Pilot the Whole Digital Experience with a Partner
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Revenue Potential

Reaching strategic imperative in 2020: $59.8 Million

Total Cost

Startup (year 1): $1 Million

Ongoing (yearly):  $4.6 Million 

Financial Investment and Timeline

BIF Strategic Partnership
Financial: $100K 
Timeline: 1 year

Build
Financial: Approx. $900K 
Timeline: 9 months, in conjunction with BIF strategic 
partnership 

Staff Buy In and Direction

Difficulty: Low to intermediate - The experience will be 
developed independent of much of BIE staff’s work, 
requiring minimal initial buy in and changed behavior; 
however, this approach may result in duplicated efforts with 
staff and an external partner over time. Staff will need to 
onboarded to the experience only once it has been created. 

Impact

Potential Reach: Widespread or limited, depending on whether the 
end model is desirable for users and meets their needs

Desirability/User Need: Will be available for users to interface with 
rather quickly, but it is uncertain if the experience will be desirable for 
users or meet their needs, as assumptions will not be tested through 
prototyping before a pilot is created.

Time to Market Impact: End of 3rd Quarter 2018

Market Landscape

Piloting a new digital solution would allow BIE to enter the market 
relatively quickly with a complete user experience. However, without 
testing the model with users, there is a risk of the model not meeting 
users’ deepest needs and desires for PBL training and development. 
If the new experience does not land well with users, it has the 
potential to fall among the many moderately-used online professional 
development experiences currently available, not generating 
significant interest and revenue. 

Q1

Q2

Q4

Q3



INCREMENTAL CHANGE TOWARD A COLLECTIVE VISION 
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A third strategic option is available to BIE. This option requires BIE to shift the strategic vision away from making a significant immediate 
impact through a robust change in BIE’s value proposition for teachers toward making incremental changes internally in service of a 
future vision for teacher engagement. 

BIE is currently undertaking a number of initiatives in an attempt to create new value for customers through digital and online solutions 
(e.g. moving content to various online platforms, piloting online trainings, etc.). It may benefit BIE to temporarily suspend efforts to 
prototype and test the digital solution business model in order to build an innovation lab that has a clear innovation agenda, aligned 
resources, and a clear leadership vision and directive for undertaking collective change. Doing so will allow BIE to collect focus and 
intentionally align efforts before undertake prototyping, which could save resources over time and produce a more targeted and 
impactful final result, though much later than the other options. 

Option 3 will have a more prolonged build and impact than option 1 or 2. Without building a full customer experience, it is likely that a 
strong district play would not feasible before 2020 because there will be no complete service packages to market and scale. This would 
prevent BIE from (1) reaching its teacher reach goals by 2020, and (2) being able to charge for full district licenses, thereby greatly 
reducing revenue potential. The revenue goals in this option would be established primarily on a B2C (direct to teacher) strategy, which 
is also severely limited without an established delivery partner. 

While this option would give BIE some breathing room to collect internal efforts, it would result in a missed market opportunity to quickly 
reach and greatly impact a significant number of teachers. If this option is selected, BIE will need to create a new strategic vision, 
targeting only a fraction of the 300,000 teachers by 2020. 



Strawman 3: Build a Digital Next Practice Lab
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Revenue Potential

Discount strategic imperative by 2020: $10 million

Total Cost

Startup (year 1): $800K 

Ongoing (yearly): $2 Million - Will need constant staffing 
and resources after initial startup, but little further 
development of the lab. 

Financial Investment & Timeline

BIF Work
Financial: $300K 
Timeline: 6 months

BIE Internal Work
Financial: $500K 
Timeline: 1 year; (first 6 months overlapped with 
BIF work)

Staff Buy In and Direction

Difficulty: High - must assume control of multiple projects 
and re-direct staff efforts in a short amount of time, which 
will require careful navigation and clear strategic 
communication with staff

Impact

Reach: Limited - difficult to keep users engaged because there are 
multiple experiences, not driven by a single experience or marked by 
seamless experience transitions

Desirability/User Need: Coordinating internal digital efforts will allow 
for more impact than the current BIE strategy, but there will be a lost 
opportunity for building out an entire customer experience around a 
digital solution, which has the potential for more powerfully meeting 
user need and desirability.

Time to Market Impact: End of 2nd Quarter 2018

Market Landscape

Building a Next Practice Lab will allow BIE to coordinate a number of 
internal digital efforts to create more targeted and intentional impact 
for users; in time, it will also provide a platform for testing new 
solutions, aligned around a single strategy. This will help BIE make 
more significant impact in the market than it does currently; however, 
the initial impact will be limited, as BIE will be focused on taking shares 
in the current market instead of creating new markets through 
developing an entirely new user experience. New experiences may be 
tested and implemented over time, but opportunities in the market 
may pass before this. 

Q1

Q2

Q4

Q3



SO WHAT? 
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Approaching the beginning of 2018, BIE needs to choose a strategy based on the most pressing goals for the organization and potential 
impact for teachers and students across the country. If BIE intends to impact 300,000 teachers by the year 2020 from the 60,000 
teachers that have been reached, BIE will need to make a bold move in the market either 1) developing out a robust customer 
experience and marketing to large districts or 2) finding a partner and creating a version of the new customer experience, based on the 
partner’s strategy and capabilities, and appealing to the partner’s existing teacher audience. 

This first option would allow BIE to hold to the customer experience articulated in this report with more integrity and maintain 
autonomy over revenue opportunities. The second option would allow BIE to leverage an existing teacher audience to reach 300,000 
teachers, though the impact of this option is still in question because the experience will be largely determined by the partner’s strategy, 
capabilities, and preferences. 

If BIE’s priority is to align internally before making a move in the market, BIE can take a more incremental approach. While this would allow 
for the creation of a clear innovation agenda, alignment of resources, and establishment of a clear leadership vision and directive, BIE 
may miss the opportunity to make a significant impact in the market because this option would take a significant amount of time as the 
market remains open for disruption from other competitors in the education professional development space. 



DECISION PATH
What is our strategic imperative? Reach of teachers and sustainability of platform? Fastest way to reach teachers? Less risky approach to 
testing digital next practices?

If a sustainable reach of teachers by 2020 is the goal, BIE needs to focus on building an integrated experience and bringing it to market, 
focused on B2B (large district) go to market strategy. 

If reach of teachers by 2020 is most important, and BIE does not want to slow down its reach by testing revenue strategies, BIE needs to 
focus on piloting the platform with a partner.

If BIE is interested in a less risky approach to building an integrated experience, and willing to trade off immediate revenue potential, it 
should focus on building a next practice lab for exploring best digital approaches. 


