IDEAS @ WORK
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Sharing Services Saves
Transportation Consortium Cuts Costs

n recent years, many states

have targeted pupil trans-

portation in an effort to

reduce aid to school dis-

tricts. New York state is no
different, except that it also pro-
- vides districts with grants to
study transportation and deter-
mine practical ways to reduce
costs.

By making this investment,
the state’s objectives are to re-
duce its financial assistance to
districts and to help individual
districts save
transportation
money so that it
can be reallocated
for instructional
items such as com-
puters and in-ser-
vice training for
teachers. It is prov-
ing to be an effec-
tive way of econo-
mizing while
maintaining the
mission of educat-
ing children.

Prior to 1992,
all school districts
in New York state
received the same

ercentage of al-

By Richard G. Timbs

However. when pupil
transporation became the focus
of New York state funding cuts
in 1993, new legislation was en-
acted. It cceated a property-
wealth-adiusted aid formula in
which a poor school district
would receive a lot of state sup-
port while a weaithy district
might receive as little as 5 per-
cent.

In antic:ratior of reductions,
superinter:cents in the Oneida-
Madison ragion, swhich is com-
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prised of 11 districts, searched
for ways to save money. In 1992,
they decided that a comprehen-
sive study of pupil transporta-
tion in the region could best
determine possible solutions.
Oriskany Central Schools agreed
to serve as the local educational
agency (LEA) for the study.

Consultant Study

A New York state efficiency

. grant for 525,000 was received.
Soon after, the
Oneida-Madison
region began look-
ing for a consulting
firm that could
ﬁrepare a compre-

[

ensive study on
various aspects of
transportation in-
cluding fleet main-
tenance, shared
services, alterna-

.

|

tive fuels, coopera-
tive purchasing
and route consoli-
dation.

Robert Bradley,

superintendent of

the New Hartford

Central School

owable expenses
for transportation.
Ninety percent of
every district’s
allowable trans-
portation costs
were reimbursed
by the state.
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District, noted that
it’s often hard to

'

'y

l |

see the issues and
alternatives be-
cause we’re too
close. A consultant
has the advantage
of seeing the dis-
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tricts objectivelv and consider-
ing the many pm,snb[e combina-
tions for shared services.

The consultant conducted in--
depth research into the Oneida-
Madison region’s transportation
svstem, including the 11 school
districts as well as the villages,
towns and counties in the -rec-
graphic area covered by the
study. After holding separate
mEetmws with partlmpatmg
business officials, superinten-
dents and transportation super-
visors, the consultant developed
a data collection instrument and
distributed it to each participat-
ing district.

Once the survev information
was provided, the consultant
made on-site visits to each of the
participating districts to inspect
equipment and garages and to
interview personnel.

Personal contact with each
district allowed the consultants
to understand their individual
needs and concerns as well as
develop profiles and analyses of
each district. In addition, the
research brought to the surface
issues such as efﬁc:encv and
effectiveness. Delicate handling
of workers’ concerns was re-
quired to assure them that their
work ethics and abilities weren't
being questioned.

The process also required an
atmosphere of trust among su-
perintendents and other district
personnel. Fortunately, districts
in the region had worked to-
gether successfully for vears.

FIGURE 1

B e R e s s |

. Recommendations
After the necessarv data was
collected, an interim report was
issued that outlined some of the
| areas that held the potential for
shared services. A database for
the region, which was used as a
| basis for financial and opera-
| Hional recommendations, was
| included in the re**ort (Figure 1).
| Further research included
| meetings with other interested
| entities including the Board of
I Cooperative Educational Ser-
vices (BOCES), utility companies
and the Secretarv or State Divi-
| sion of Local Governments.
| master report was then prepared
‘ for the LEA, as well as indi-
|
|
|
|

vidual reports for each of the
participating districts. A sum-
mary report for the New York
State Education Department was
also submitted.

| Shared Special

. Education Transportation

A recommendation thar af-
fected many of the districis was
to share out-of-district transpor-
tation, including private, paro-
chial and special education stu-
dents. Before the study, many
districts were routing buses
through other districts to reach
special education facilities. Now
that districts have combined
routes, picking up and discharg-
ing each other’s special educa-
tion students, the number of bus
runs has been dramaticallv re-
| duced.

According to Dr. Rober:
Hanna, superintendent of the

Sample School District 1991-1992 Transportation Analysis

| Sauquoit Vallev School District,
eight districts now have com-
bined 73 dailv bus runs into 29

; to transport ~=:'ec:1a1 education,

private school. vocational and
BOCES students. “We've elimi-
nated crisscrossing through,
districts which has resulted in
substantial savings.” said
Hanna.

Hanna said a conservative
estimate of savings for his dis-
trict alone amount:. to approxi-
mately 5200 per day based on a
cost of $2.00 per mile and a de-
crease of 100 miles. Over a vear

| of 180 transportation days this

means Sauquoit Vallev saved
$36,000 in the 1993-94 school
vear. He believes that the other
seven districts are realizing simi-
lar savings.

Superintendent Bradley of the
New Hartford Central School
District, which also consolidated
out-of-district routes with
Sauquoit Vallev and six other
districts, said his district has
saved 520,000 this vear. He
noted that projected savings for
future vears are hard to predict
because of the placement of spe-
cial education students. How-
ever, he expects that the districts
will continue the current sharing
program and look for other
wavs to combine routes.

Implementing the plan to re-
duce routes was not as difficult
as it first appeared according to
Robert Hryb, transportation
supervisor for Sauquoit Valley.
All the transportation supervi-
sors involved got together at the
beginning of the school year.
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FIGURE 2

Bell Times for Oneida-Madison Region
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They brought relevant data from
each of their districts including
children’s ages, needs, destina-
tions and times.

For instance, bell times had to
be considered, as thev varv con-
siderably from district to district
(Figure 2). “It was a real jigsaw
puzzle,” said Hrvb, “but we
came up with logical route com-
binations.”

It is anticipated that reduced
runs also will translate into
more vears of service for each
bus. Previousiy, each bus lasted
about seven years with 100,000
miles driven. Now, Hanna ex-
pects each bus to last at least
eight years, requiring less main-
tenance and less frequent re-
placement.
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Shared Mzintenance

The stucv also recommended
that Oriskanv and New York
Mills Centzal Schools work with
Westmoreland Central Schools
to reduce maintenance costs and
better use existing personnel. As
a resuit. the Oriskany District
has already realized significant
savings by having its fleet main-
tained at the Westmoreland ga-
rage. In 190, Oriskany spent
563,000 for -us maintenance.
Three vears later, the cost has
been reduced to 539,000.

Not onlv is it costing less to
maintain the buses, but the
buses are maintained better.
Oriskany now has much better
records to make sound decisions
regarding replacement, repairs

and costs. The change has made
the district more efficient in a
number of ways.

New York Mills also has seen
improvements in the mainte-
nance of its fleet since teaming
with Westmoreland. “New York
Mills is a smaller district with a
good maintenance facility, but
thev didn't have anvone in a
supervisory capacity to monitor

| work and keep records,” said

Marilyn Pirkle, superintendent

| of the Westmoreland Central

| School District.

The two districts imple-
mented the study’s recommen-
dation to share a transportation
supervisor. Although New York

‘Mills won't realize savings im-

mediately since it is working to
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revitalize its current fleet,
Westmoreland has saved a mini-
mum of $4,000 during the first
vear. “New York Mills has very
good mechanics that run the
shop, order parts and complete
repairs,” said Victor Cardillo,
the transportation supervisor
who splits his time between
Westmoreland and New York
Mills. “It’s just that without a
supervisor to coordinate mainte-
nance, their fleet became out-
dated.”

All three districts are benefit-
ing by combining other services
too. Driver records are now all
maintained in one facility. The
districts’ drivers are all trained
and certified together, eliminat-
ing repetition of classes and test- |
ing. Cooperative purchasing
enables the districts to qualify
for quantity discounts. Two in-
stead of three garages are being
operated, creating savings in
utilities, tools an building
maintenance.

FEBRUARY 1995

Sharing with Municipalities

Sharing services with munici-
palities was also investigated in
the study. Suzanne Spear of the
New York State Education De-
partment explained that the 1993
New York state legislation
broadened the scope of the
state’s efficiency grant program
to include villages, towns and
counties.

“Two of the 18 transportation
grants made in the 1993-94
school year involve school dis-
tricts looking at cost-saving
measures with municipalities,”
said Spear.

For Sauquoit Valley Central
Schools, the sharing encouraged
by the studv has resulted in a
cooperative agreement with the
town of Paris, where the
district’s schools are located.
The school district is supplyving
maintenance and a repair shop
for the town government's ve-
hicles. In exchange, the town
removes snow with front-end
loaders from school grounds.

“The state of New York and
politicians are really encourag-
ing schools and governments to

cooperate, “ said Hanna of
Sauquoit Vallev. “The local
boards of education are also
Very positive about sharing and
Peoi e working together.”
The Oriskany Central School
| District is also working with
government agencies to studv
municipal fuel sites. Storage-
tank liability is a big concern, so
it makes sense to look for wavs
of reducing those liabilities with
other entities sharing the same
concerns.

Study Stimulates Cooperation

By cooperating, many creative
opportunities for sharing ser-
vices and saving money have
emerged. [t was the transporta-
tion study that helped suggest
specific ways the participants
could work together to imple-
ment the recommendations.

Hanna of Sauquoit Valley said
that in addition to generating
immediate cost savings and be-
ing a long-term planning tool,
“the study has stimulated a lot
of good discussion. It has en-
hanced valuable communica-
tions by being practical, not
theoretical.”

Even though the region has a
long history of working together.
the study has encouraged the
climate for cooperation even
more. Most important, it is cre-
ating more faith in schools on
the part of taxpayers and
constituents.J

Richard G. Timbs is the superinien-
dent of Oriskany Central School
District in central New York state.
The Oriskany District served as e
Local Educational Agency (LEA;
for the Oneida-Madison region's
shared transportation study.




