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Forward

The Chautauqua County School Study Group was initiated by the school district leaders in the
Brocton, Chautauqua Lake, Ripley, and Westfield Central School Districts. The group was
formed to generate ideas and plans to increase efficiency and economy among the four school
districts through collaboration and cooperation.

In September 2006, Dr. Lawrence Kiley, Executive Director and Dr. Dennis Sweeney, Deputy
Director of the Rural Schools Association conducted a workshop for Board of Education
members and school administrators of the four school districts. The workshop activities generated
a list of goals and a timeline for moving forward on consolidating services among the school
districts. In the same time period, the Superintendents of the four central school districts, Mr. Jack
Skahill, Brocton; Mr. Benjamin Spitzer, Chautauqua Lake; Mr. John Hamels, Ripley; and Ms.
Laura Chabee, Westfield; with the approval of the Boards of Education submitted a request for
funding through the Office of the New York Secretary of State. The grant program was
established to provide funds to conduct a feasibility study to identify areas where collaboration
and cooperation among the different local governmental units would yield to greater economies
and efficiencies.

The grant application was approved with the Brocton Central School District serving as the Local
Education Agency. The Chautauqua County School Study Group engaged the Rural Schools
Association to conduct the feasibility study. The study outcomes and recommendations for
activities to extend collaboration and cooperation among these four school districts are presented
in this report.



Overview

This report is divided into three distinct parts:

Part A — Central Business Offices
Part B — Other Shared Services
Part C — School District Organization

It begins with this Overview which acknowledges the efforts of the Chautauqua County School
Study Group to develop a culture of sharing, and their recognition of a condition that has
prompted them to explore ways to build greater levels of interdistrict cooperation.

Developing a Culture of Sharing

The Brocton, Chautauqua Lake, Ripley, and Westfield School Districts have recognized the
importance of gaining greater efficiency, economy of scale, and sharing through collaboration.
Partnerships have been developed with other school districts and municipalities as is noted below
in the listings of current cooperative activities.

Current Cooperative Activities

A survey of each district was conducted to determine current shared services. We want to
recognize that all four districts are currently cooperating in various areas and commend
them for their efforts.

Brocton participates in a Fuel Depot with the village of Brocton, Brocton Cemetery and the
Chautauqua Co. Emergency Services. Brocton CSD performs the business function of the
operation and issues invoices to the other participants. The Claims Auditor for Brocton is also
shared with other area schools. Brocton (.6) and Chautauqua Lake (.4) share a Head Bus Driver
and Brocton, Ripley, and Westfield share summer transportation services. Brocton currently
participates in a Worker’s Compensation Consortium, Health Insurance Consortium and a School
Municipal Energy Consortium. Cooperative bidding is done through a BOCES service.
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Chautauqua Lake shares a Head Bus Driver (.4) with Brocton and a (.6) School Lunch Fund
Cook-Manager with Sherman CSD. In the past Westfield, Ripley, and Chautauqua Lake jointly
bid for milk/bread/ice cream. They are now participating in the cooperative bidding service
through BOCES.

Ripley participates in a Fuel Depot with the Town of Ripley. Summer transportation services are
shared with Brocton and Westfield. Ripley currently participates in a Worker’s Compensation
Consortium, Health Insurance Consortium as well as a School Energy Consortium. In the past
Westfield, Ripley, and Chautauqua Lake jointly bid for milk/bread/ice cream. They are now
participating in the cooperative bidding service through BOCES. In the past, a School Lunch
Fund Manager was shared with Westfield CSD.

Westfield participates in a shared fuel system with the village of Westfield. Summer
transportation is shared with Brocton and Ripley. In the past Westfield, Ripley, and Chautauqua
Lake jointly bid for milk/bread/ice cream. They are now participating in the cooperative bidding
service through BOCES. Westfield currently participates in a Health Insurance Consortium.

The Need to Develop Stronger Partnerships

Chautauqua County is one of thirty three Upstate New York counties that have faced increasing
unemployment, lagging growth in personal income, and outmigration. This has had an impact on
the schools which have experienced, and, will continue to experience, a decline in enrollment
with a corresponding increase in the cost of educating students. This condition has implications
for programming, staffing, and facilities utilization

Enrollment decline presents school leaders with a significant challenge. How does a school
district continue to operate a strong educational program in a cost effective manner? Since school
enrollments drive much of the present concern, this overview provides information on recent
enrollment history and a five year enrollment projection to understand the scope of change that is
occurring in the four school districts in the study.

The four school districts involved in this study provided researchers with five years of enroliment
data — (2002 — 2007). This information revealed a pattern of decline across the districts. Using
this data, the researchers projected enrollment going forward over the next five years, (2007 —
2012) by applying the Cohort Survival Methodology; a commonly used and recognized procedure
for estimating future school enrollment. This method analyzes year-to-year survival ratios by
grade level and then projects those ratios into the future. Estimates for determining entering
Kindergarten enrollment were based on Live Birth data for Chautauqua County for the period
1998 — 2004 obtained through the New York State Health Department. 2004 is the latest year for
which this data is available. The number of live births for Chautauqua County for the period 1998
— 2004 is as follows:



LIVE BIRTHS
CHAUTAUQUA COUNTY

1998 — 1542
1999 — 1543
2000 — 1544
2001 - 1578
2002 - 1501
2003 — 1468
2004 - 1434

While there was a slight increase for the period 1998 — 2001, there has been a declining trend for
the period 2002 — 2004. Using these numbers the researchers were able to project what portion of
the children born in Chautauqua County would become students in each school district.

Two Enrollment Tables are shown for each school district. The first table is an Enrollment
History from 2002-03 through 2006-07. The second table is an enrollment projection from 2007-
08 to 2011-12.

The information in the eight tables indicates the following:

K —12 enrollment in the Brocton, Chautauqua Lake, Ripley and Westfield Central
School Districts declined 12.7% from 2002-03 to 2006-07.

Individual school district enroliment declined during this same period in the
following manner: Brocton — 13.9%, Chautauqua Lake — 12.1%, Ripley — 10.2%,
Westfield — 13.4%.

K-12 enrollment projections for the period from 2006-07 to 2011-12 indicate a total
student enrollment decline of 15.9%.

Individual district enrollment projections indicate a student enroliment decline during
the same period: Brocton — 19.4%, Chautauqua Lake — 15.3%, Ripley — 17%, and
Westfield — 13.2%.

Enrollment decline for the four school districts from 2002-03 through projected years
to 2011-2012 is expected to be 26.6%.

Individual district enrollment decline for this same period is expected to be: Brocton
— 30.6%, Chautauqua Lake — 25.5%, Ripley — 25.4%, and Westfield — 24.8%.



Table 1- Current Enrollment
Brocton Central School District

Grade | 02-03 | 03-04 04-05 05-06 06-07
K 48 48 311 | 45 [ 29| 46 [30] 35 |221
1 42 43 89.6 51 | 106 | 44 | 98 | 45 98
2 61 46 | 1095 | 41 | 95| 48 | 94| 43 98
3 52 61 100 50 | 1209 | 41 |100| 48 | 100
4 59 51 98.1 65 | 106 | 51 | 102 | 42 | 102
5 59 61 103 51 | 100| 57 | .88 | 45 .88
6 63 61 103 62 | 1202 | 57 |112| 57 | 100
7 62 61 97 67 | 110 | 62 | 100 | 54 95
8 71 64 103 66 | 108 | 57 | 85| 56 .90
9 52 70 .99 67 | 104 | 68 | 103 | 59 | 104
10 63 46 .88 62 | 89 | 58 | 87 | 64 94
11 51 43 68 39 | 85| 53 | 8 | 54 93
12 76 58 113 51 | 118 | 39 |100| 53 | 100
Ungraded 5 8 9 9 0
Total 784 | 747 746 713 675
Table 2 — Five Year Enrollment Projection
Brocton Central School District
Grade Ratio 07-08 08-09 09-10 10-11 11-12
K 2.81 42 41 40 40 39
1 97.8 34 41 40 39 39
2 99.1 43 34 41 40 39
3 102.3 49 44 35 40 41
4 102 43 50 44 35 41
5 95 43 41 48 42 34
6 104 47 45 42 49 44
7 100.5 57 47 45 43 50
8 96.6 52 55 45 43 41
9 103.5 58 54 57 47 45
10 89.5 53 52 48 51 42
11 82.8 53 44 43 40 42
12 105.8 56 56 46 45 42
Ungraded 5 5 5 5 5
Total 635 609 579 559 544
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Table 3 — Current Enrollment
Chautauqua Lake Central School District

Grade | 02-03 | 03-04 04-05 05-06 06-07
K 52 51 | 33 | 62 | 40| 62 | 40| 54 | 34
1 69 45 87 51 [ 100 | 56 | 90 | 65 | 105
2 53 72 | 104 | 47 104 50 | 98 | 56 | 100
3 70 57 | 1208 | 71 | 99 | 49 [ 104 | 53 | ‘06
4 60 66 94 60 | 105 | 73 [ 103 | 52 | 106
5 70 60 | 200 | 68 | 103 | 60 | 100 | 73 | 100
6 86 68 97 63 | 105 | 68 | 100 | 60 | 100
7 94 86 | 100 | 72 [106 | 62 | 98 | 69 | 101
8 86 88 94 95 [ 120 | 74 [103| 59 | 95
9 78 91 | 106 | 94 [107 | 90 | 95 | 76 | 103
10 91 80 [ 103 | 87 [ 9 | 8 | 92 | 83 | @
11 85 68 | 747 | 69 [ 8 | 79 | 91 | 80 | 93
12 85 90 [ 106 | 76 [ 118 | 68 | 99 | 81 | 103
Total | 979 | 868 863 829 861
Table 4 — Five Year Enrollment Projection
Chautauqua Lake Central School District
Grade Ratio 07-08 08-09 09-10 10-11 11-12
K 3.68 55 54 53 52 51
1 95 51 52 51 50 49
2 1015 66 52 53 52 51
3 104 58 67 54 55 54
4 102 54 59 68 55 56
5 101 55 55 60 69 55
6 101 74 56 55 60 70
7 93 56 69 52 51 56
8 101 70 57 70 52 52
9 103 61 72 58 72 54
10 96 73 69 69 56 69
11 86 71 63 59 59 48
12 107 86 76 67 64 64
Total 830 801 769 747 729




Table 5 — Current Enrollment
Ripley Central School District

Grade | 02-03 | 03-04 04-05 05-06 06-07
K 23 36 | 233 ] 21 [136] 23 | 145 | 23 [ 153
1 26 28 1076 | 34 [944| 23 [1095| 23 [ 100
2 28 20 | 77 22 | 79 | 31 [ 912 | 23 | 100
3 36 29 |12035] 25 [125] 26 | 118 | 29 [ 935
4 29 37 1027 ] 32 | 110 | 25 | 100 | 19 73
5 35 32 [1104] 37 [100 | 36 [1125] 26 | 104
6 40 37 [1057] 29 |906| 38 | 103 | 34 | 94
7 40 46 | 115 | 37 |100| 30 [1034 ] 38 | 100
8 34 37 | 925 | 32 |695| 38 |1027| 23 | 766
9 38 36 1059 | 37 |100| 30 | 938 | 34 | 89
10 31 41 1078 ] 34 |944]| 39 | 105 | 32 |106.6
11 25 28 | 903 | 36 [878| 30 | 8.2 | 36 | 923
12 28 23 | 92 28 [ 100 | 34 | 944 | 31 |1033
Ungraded 0 0 0 0 0
Total 413 | 412 386 385 371
Table 6 — Five Year Enrollment Projection
Ripley Central School District
Grade Ratio 07-08 08-09 09-10 10-11 11-12
K 1.63 24 24 23 23 23
1 102.9 24 25 25 24 24
2 86.8 20 21 21 21 21
3 110 25 22 23 24 24
4 96.4 28 24 21 22 23
5 106.7 20 30 26 23 23
6 98.3 26 20 29 26 22
7 104.6 36 27 21 31 27
8 85.3 32 30 23 18 26
9 97 22 31 29 22 17
10 103.5 35 24 33 30 23
11 89.7 29 32 21 29 27
12 97.4 35 28 31 21 28
Ungraded 0 0 0 0 0
Total 356 338 326 314 308




Table 7 — Current Enrollment

Westfield Central School District

Grade [ 02-03 | 03-04 04-05 05-06 06-07
K 60 | 45 | 29 | 63 | 41 | 47 | 304 | 53 | 335
1 73 56 | 933 | 45 | 100 | 63 | 100 | 53 [112.8
2 55 73 | 100 | 49 | 875 | 48 | 106 | 57 | 90.4
3 77 50 [107.3| 67 | 917 | 55 | 112 | 49 | 102
4 71 73 | 948 | 57 | 966 | 68 | 101 | 52 | 945
5 68 68 | 958 | 77 [ 105 | 61 | 107 | 69 [101.4
6 72 66 | 97 | 70 [1029| 81 | 105 | 61 | 100
7 63 77 [1069] 69 [1045] 78 | 111 | 90 | 111
8 87 52 | 825 | 72 [ 935 | 66 | 956 | 67 | 85.9
9 94 80 [102.3] 70 |1346] 81 [1125] 76 | 115
10 80 83 | 882 | 69 | 775 | 59 | 843 | 65 | 80.2
11 68 71 | 82| 8 | 975 | 68 | 985 | 54 | 915
12 70 63 | 926 | 73 [1028] 80 [ 988 | 68 | 100
Ungraded | 13 22 15 0 10
Total 951 | 897 877 855 824
Table 8 -Five Year Enrollment Projection
Westfield Central School District
Grade Ratio 07-08 08-09 09-10 10-11 11-12
K 3.35 50 49 48 47 46
1 1015 54 51 50 49 48
2 95.9 51 52 49 48 47
3 103.3 59 53 53 50 49
4 96.7 47 57 51 52 49
5 102.3 53 48 58 52 53
6 101.2 70 51 49 59 53
7 108.4 66 76 55 53 64
8 89.4 80 59 68 49 47
9 116.1 78 93 69 79 57
10 82.6 63 64 77 57 66
11 94.1 61 59 60 73 54
12 98.6 53 60 58 60 72
Ungraded 10 10 10 10 10
Total 795 782 755 738 715
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Specific attention has also been given to secondary enrollment projections, where declines are
harder to manage without reducing educational offerings. Table 11 provides information for
secondary enrollment projections for each school district for the next five years. The information
comes directly from the projections in Tables 2,4,6,8.

Table 11 - Secondary Enrollment — Grades 9-12
Current Enrollment/Five Year Enrollment Projection
Brocton, Chautauqua Lake, Ripley, Westfield Central School
Districts

9-12 ENR. Brocton Chautauqua Lake | Ripley | Westfield | Total
06-07 230 320 133 263 946
07-08 220 291 121 255 887
08-09 206 280 115 276 877
09-10 194 253 114 264 825
10-11 183 251 102 269 785
11-12 171 235 95 249 750

The information in Table 11 indicates the following:

e Total enrollments in Grades 9-12 in the four school districts are projected to decline
20.7% from 2006-07 to 2011-12.
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Executive Summary

Part A. Central Business Office

The overall purpose for this study was to assess the level of cost savings and other benefits that
could result from the consolidation of business functions of the Brocton CSD, Chautauqua Lake
CSD, Ripley CSD and Westfield Academy and CSD.

The consultants conducted a study of the current business operations in the four districts and
evaluated a number of potential models for consolidation of their business functions. Specific
models were developed to meet the unique needs of these four districts and projected costs were
calculated for these models and compared against projected costs if the four districts continued in
their current manner. A series of recommendations was developed and are presented in the latter
portions of this report. A summary of the key recommendations follows:

The Erie 2-Cattaraugus-Chautauqua BOCES (E2CCB) should plan and establish a
centralized business office service designed to meet the specific needs of Brocton CSD,
Chautauqua Lake CSD, Ripley CSD and the Westfield Academy and CSD. The BOCES
would need to lease space, preferably in a site currently connected to the regional
broadband network, to house this service since space is not available in any nearby
BOCES facility.

The four districts should consolidate their business functions by participating in the
Central Business Office service from the Erie 2-Cattaraugus-Chautauqua BOCES. This
would be a comprehensive service that would involve the major business functions,
including payroll, leave accounting, accounts payable, claims auditing, bidding,
purchasing, PO processing, accounting, monthly reporting, State and Federal reporting
and cash management. Support would be provided for various other functions such as
budget development and HR/fringe benefit record keeping.

E2CCB and the four districts should contract with the Erie 1 BOCES WNYRIC (Regional
Information Center) for the WinCap School Information Manager financial management
system, including their support for planning, conversion and network implementation and
operation.

A two-year plan, beginning this fall and extending to the fall of 2009, needs to be
developed to guide the districts through the conversion to the WinCap system and the
transition to the Central Business Office service. This is an aggressive timeframe due to
the triple aspects of (1) setting up a new BOCES service in a new location, (2) converting
the districts to a new financial management system, and (3) transitioning business office
staff and functions to the new BOCES service.
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The E2CCB should designate a project manager to begin in July 2008 on a part-time basis
to work closely with E2CCB management to coordinate all aspects of the implementation
plan.

The cost savings, the improved financial controls and the other benefits of this plan should
be communicated clearly and regularly to key stakeholders within the districts and the
communities. Significant change is involved and communication can be a key to
overcoming the resistance that will naturally evolve.

Last, but most important, the four districts and the E2CCB need to make a solid
commitment to one another to work together to make this new service a success for the
participating districts. A CBO Management Committee should be established to facilitate
communication, decision-making and commitment building.

Part B. Other Services

In addition to exploring the benefits that could be realized with the consolidation of business
function, the study consultants also examined the potential efficiencies and economics of scale
resulting from the greater sharing of services in other areas. A summary of these
recommendations is as follows:

Athletic Management - The growth in the interscholastic athletic programs involving both
male and female students has placed greater demands on this position. Therefore, a
cooperative approach to Athletic Management is not recommended.

Facilities Management — Given current staffing levels, the use of “working” supervisors,
and the complexities of HVAC and other mechanical systems, shared Facilities
Management is not recommended. Field Maintenance and Safety Risk Management
should be considered areas that may lend themselves to greater cooperative effort.

Food Service Management - Greater efficiencies and economy of scale can be realized
through a cooperative approach to Food Service Management. This should be explored in
collaboration with Erie 2 — Chautauqua — Cattaraugus BOCES.

Human Resource Management — This is an area where there is potential for greater
sharing. The four districts should participate in a cooperative review of all Human
Resource functions to determine areas that have the greatest potential for sharing. This
review should be conducted under the leadership of Paul Connelly, Assistant
Superintendent for Management Services at the Erie 2 — Chautauqua — Cattaraugus
BOCES.

Instructional Management — The No Child Left Behind (NCLB) legislation has placed
additional testing, reporting, and accountability requirements on local school districts. It is
recommended that the Four District Consortium enter into a cooperative service
agreement with the Erie 2 — Chautauqua — Cattaraugus BOCES to engage the services of a
Director of Planning and Evaluation to assist in meeting the obligations of this
requirement.

Special Education — This may be an area to consider shared leadership; either a shared
Director of Special Education or a shared Chair for the Committee on Special Education.
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The four districts are encouraged to enter into discussions with the Erie 2 — Chautauqua —
Cattaraugus BOCES to determine the feasibility of a shared leadership model.
Technology — As a framework for building a collaborative model, it is recommended that
consortium members develop a common calendar and bell schedule. Specific steps can
then be taken to develop a collaborative model for Technology Services.

Transportation — There is potential to develop a shared leadership model. Westfield and
Ripley are encouraged to enter immediate discussions to explore the feasibility of a shared
Supervisor of Student Transportation. As other personnel changes occur within the
consortium, adjustments may be made in the model.

Part C. School Organization

The members of the Chautauqua County School Study Group should consider the
following consolidation options:
+ Ripley and Westfield enter into a consolidation study.
+ Ripley, Westfield, and Brocton enter into a consolidation study.
Representatives from the Chautauqua County School Study Group work with their elected
state officials and the Commission on Local Government Efficiency and Competitiveness
to:
+ Seek to reinstitute EL 1901 which established the Central High School District as a
reorganization option.
+ Seek to amend EL 3602 to provide incentive and aid for formation and operation
of a Central High School District.
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Part A

Feasibility Study: Central Business Office

Brocton Central School District
Chautaugua Lake Central School District
Ripley Central School District
Westfield Central School District
with the
Erie 2 — Chautauqua — Cattaraugus BOCES

15



Final Report

Contents
Scope and Methodology OF STUAY ........ooiiiiiiiii e e 17
Findings
THE DIISTIICTS ..ttt ettt bbbt b bt s et et et bbbt e et e ne e 18
Business Office Staffing/Organizational ChartS...........ccooviiiiiiiiie e 19
Business Office Staff Member ReSponSIDIlILIES ..........cccoiveiveie i 23
BUSINESS OFFICE COSTS ..ttt sttt ettt st et se et et et e b e e nbeenee e 25
Compliance with Comptroller’s Five-POINt PIaN...........cccooviiiiiiiicic e 26
Current Technology & NEetWOTIKING ........ooiiiiiiiiei et 27
Current CoOPErative ACHIVITIES ......ueiviie et e s e e e reesreeseesreesaeeneeneas 28
Options
Options for Centralizing BUSINESS FUNCLIONS ........ccuiiiiiiiiiiiesie e 29
Comparison of Options — Titles and FUNCLIONS ..........ccevveiiiiiiieie e 30
Comparison of Options — Organizational ChartS............ccooviiiiiiie e 32
Estimated Savings for EaCh OPLION ..........oiiiiicc e 32
Recommendations
Overall RECOMMENTALIONS. ......ccueiiiiieiie ittt sttt ne e b be e e e snee e 33
BENETILS & COMNCEIMNS ...ttt bbb bbbt et sttt bt et eebe e eneas 35
KBY ASSUMPTIONS ...ttt sttt ettt e b et e st e be et e e st e e b e e sbeeseeebeenbeenbesreenbeenteenee e 36
Implementation RECOMMENUALIONS ........ccveieiieieeie e sraenas 38
RecomMmMENded TIMEIINE ......c.oo ettt b e e e 39
Appendices
Appendix 1 — Estimated District Business Office Costs in 2009-10 Without CBO...................... 41
Appendix 2 — Estimated CBO Start-Up Costs in 2008-09 .........cccceiiniiiieniiin e 42
Option 1 — Centralized Business Support Services
Appendix 3A — Option 1 — Organizational Chart and Major Duties & Responsibilities ........ 43
Appendix 3B — Estimated District Business Office Costs in 2009-10 for Option 1 ............... 44
Appendix 3C — Estimated CBO Option 1 Costs for 2009-10.........ccccceevererrinrienieneeniesen e 45
Appendix 3D — Estimated Savings for Option 1 for 2009-10 ..........ccceveiiveviviiecieseee e 46
Option 2 — Centralized Business Management
Appendix 4A — Option 2 — Organizational Chart and Major Duties & Responsibilities ........ 47
Appendix 4B — Estimated District Business Office Costs in 2009-10 for Option 2 ............... 49
Appendix 4C — Estimated CBO Option 2 Costs for 2009-10.........ccccceveiiiivevieiieneere e 50
Appendix 4D — Estimated Savings for Option 2 for 2009-10 .........cccceveiieiininiieeneee e 51
Appendix 5 — Salary Projections for Current Business Office Staff .............ccccvveviiieiceiicen, 52
Appendix 6 — Comptroller’s Five-Point Plan Compliance.........ccccovevveieiieeie e 53
Appendix 7 — GOVEINANCE SITUCTUIE.......cciiieieieit ettt 55



Scope and Methodology of Study

The overall purpose for this study was to assess the level of cost savings and other benefits that
could result from the consolidation of business functions of the Brocton CSD, Chautauqua Lake
CSD, Ripley CSD and Westfield Academy and CSD.

The consultants began with a review of several past studies of business office consolidations
completed for other districts in the state. Then, some of the current Central Business Office
services operated by different BOCES around the state were visited and/or reviewed to consider
different models for approaching the consolidation of business functions for the four study
districts. This also enabled the consultants to identify some of the implementation and
operational issues that were experienced in these other locations.

On-site visits were made to each district and interviews were conducted with business office staff.
Additionally, they completed comprehensive questionnaires that provided information about job
functions, qualifications, interests, etc. A job function matrix was developed to determine who
does what in each district. Additionally, extensive documentation was collected from each
district and reviewed in order to get an understanding of how business functions are handled and
the costs for performing these functions.

Multiple telephone conversations and two meetings with representatives from the WNYRIC
(Regional Information Center) at the Erie #1 BOCES helped provide an understanding of their
support services for financial management services and the related hardware, software and
networking needed to deliver these services. Additionally, extensive conversations took place
about the process and timeline for conversion of the districts from their current financial
management software systems to the WinCap School Information System, which was selected by
the districts after they were requested to reach consensus on a common system for use by the four
districts.

Multiple discussions, both in person and via telephone, with representatives of the Erie 2-
Chautauqua-Cattaraugus BOCES enabled the consultants to determine the feasibility of
developing a Central Business Office service under that BOCES. Discussions included facility
needs, human resources issues such as transfers of staff, and overall service management.

Extensive time and effort went into developing viable options for consolidating business office
functions under a BOCES-operated service. An effort was made to estimate the costs to
implement and operate under these models. Financial projections are always difficult and these
were excessively so since so many variables will determine the end results. But, many
assumptions were made and we have attempted to identify these assumptions. During
implementation planning, these assumptions will have to be reconsidered and revised estimates
will need to be developed.

Finally, based on the estimated cost savings and other benefits that could result from
consolidating business office functions into a BOCES-operated service, a series of
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recommendations was developed. These recommendations address what the consultants believe
should be done in the best interest of the districts, plus several implementation strategies that
should be considered in order to help insure success.

Findings

The Districts

The four school districts are located in Chautauqua County, with three of the districts, Ripley
CSD, Brocton CSD and Westfield Academy and CSD running along Route 20 from West to East.
Chautauqua Lake CSD lies south of Westfield on Route 394 in Mayville. The approximate
distances between the administrative offices of the four districts are shown in the chart below,
along with the distance to the Erie2 Cattaraugus BOCES facility in Fredonia and to a central site

in Westfield.
Distances Ripley Westfield Brocton Chautauqua Lake
Ripley 8 miles 16 miles 15 miles
Westfield 8 miles 8 miles 7 miles
Brocton 16 miles 8 miles 15 miles
Chautauqua Lake 15 miles 7 miles 15 miles
Fredonia — BOCES 23 miles 15 miles 7 miles 22 miles
Site
Central Site - 8 miles 0 miles 8 miles 7 miles
Westfield
Note: All distances are approximate.
7 —
Fredoniaa
Westfield
Brocton

Chautauqua Lake
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Business Office Staffing/Organizational Charts

Brocton Central School District

Betty DeLand, who holds the School Business Executive Civil Service title, administers the
business functions for the Brocton Central School District. As part of this role, she is appointed
as the Purchasing Agent and the District Treasurer, and handles the accounting functions for the
district. Additionally, she supervises the district’s technology and the school lunch program, and
she manages the shared fuel depot. There is now three full-time staff members assigned to the
Business Office: Linda Janes, Account Clerk Typist, handles the purchasing and accounts payable
functions. Ann Ressler, Account Clerk Typist, handles the payroll and benefits functions. Karen
Burdick, a Typist who works out of the Cafeteria office, assists with purchase orders, record
keeping and reporting for the cafeteria and the maintenance and transportation departments.

Carol Kowaleski, who comes in on a part-time basis, is appointed as the Claims Auditor.
Additionally, the responsibility for handling cash has been assigned to Linda Miller, the
Superintendent’s Secretary, and the responsibility for student activity accounting has been
assigned to Chris Murphy, the High School secretary. Ms. DeLand and the Business Office staff
members are located in recently renovated facilities near the Superintendent’s Office in the
Middle School. A summary of specific business-related responsibilities for these staff members
is shown in the Business Office Responsibilities matrix that is included in the following section of
this report.

BOARD OF EDUCATION AUDIT COMMITTEE

SUPERINTENDENT |
John Skabhill, Jr.
DISTRICT CLERK CLAIMS AUDITOR INTERNAL EXTERNAL
AUDITOR
Linda Miller Carol Kowaleski AUDITOR
Buffamonte, Bahgat &
SCHOOL BUSINESS Whipple & Laurito-Bahgat
EXECUTIVE/ TREASURER Buttafaro
Betty DeLand
TECHNOLOGY
PAYROLL/ ACCOUNTS PAYABLE/ SCHOOL LUNCH
BENEFITS PURCHASING
Ann Ressler Linda Janes FUEL DepoT

Karen Burdick
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Chautauqua Lake Central School District

David Thomas, who holds the School Business Executive | Civil Service title, administers the
business functions for the Chautauqua Lake Central School District. As part of this role, he is
appointed as District Clerk and as Purchasing Agent. Additionally, he assists with supervision of
the Operations & Maintenance, Transportation and Food Service functions of the district. His
office and his staff members are located near the Superintendent’s Office in the new school.
There are three full-time staff members assigned to the Business Office: Linda Nobles, a Senior
Account Clerk, is appointed as District Treasurer and focuses on cash management and the
accounting functions of the district. Carol Post, an Account Clerk, focuses on the purchasing and
accounts payable functions. Tammy Weiss, another Account Clerk, focuses on the payroll and
insurance benefits functions. Additionally, there are four individuals who are now assigned some
specific business-related duties: Arlene Connelly, the Superintendent’s secretary, is appointed as
Claims Auditor. (According to the Comptroller’s Five-Point Plan, this duty should be re-
assigned.) Wendy Akin, a typist in the central office, handles leave accounting and cash
receiving. Wanda Cummings, an office assistant in guidance, handles receiving and fixed asset
accounting. Sue Carlson, a typist in guidance, handles the student activity accounts. A summary
of specific business-related responsibilities for these staff members is shown in the Business
Office Responsibilities matrix that is included in the following section of this report.

BOARD OF EDUCATION AuUDIT COMMITTEE

SUPERINTENDENT |
CLAIMS AUDITOR

Benjamin Spitzer INTERNAL EXTERNAL
Arlene Connelly AUDITOR AUDITOR
Superintendent’s Secretary Bahgat & Michael Corey

Laurito-Bahgat

SCHOOL BUSINESS EXECUTIVE /
DISTRICT CLERK

David Thomas

DISTRICT ACCOUNTS PAYROLL
TREASURER PAYABLE/ ]
PURCHASING Tamara Weiss

Linda Nobles
Carol Post
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Ripley Central School District

Tracy Smith-Dengler, who holds the School Business Executive | Civil Service title, administers
the business functions for the Ripley Central School District. As part of this role, she is
appointed as the District Treasurer, and handles the accounting functions for the district.
Additionally, she supervises the Operations & Maintenance, Transportation and Food Service
functions of the district. Her office and her staff members are located adjacent to the
Superintendent’s Office in the High School wing of the school. There are two full-time staff
members assigned to the Business Office: Deborah DeLand, an Account Clerk, was recently
hired to handle payroll and insurance benefits to fill the vacancy left when the former payroll
person left the district; and Pamela Boll, another Account Clerk, handles the purchasing and
accounts payable functions. Karen Hoyt, who comes in on a part-time basis, is appointed as
Claims Auditor. Additionally, there are three individuals who are now assigned specific business-
related duties: Marie McCutcheon, the Superintendent’s Secretary, receives cash, handles school
lunch/breakfast reimbursement claims, and assists with other Business Office functions; Bonnie
Wright, the Administrative Assistant to the Elementary Principal, handles student activity
accounting and check reconciliations; and Shannon Cruz, the High School Secretary, handles
receiving. The Superintendent currently is appointed as the district’s Purchasing Agent. A
summary of specific business-related responsibilities for these staff members is shown in the
Business Office Responsibilities matrix that is included in the following section of this report.

BOARD OF EDUCATION AuDIT COMMITTEE

INTERIM SUPERINTENDENT CLAIMS AUDITOR INTERNAL EXTERNAL
AUDITOR AUDITOR
John Hogan Karen Hoyt
Bahgat & Buffamonte,
| Laurito-Bahgat Whipple &
| Buttafaro
A
SCHOOL BUSINESS EXECUTIVE /
TREASURER Marie McCutcheon
. Superintendent’s Secretary
Tracy Smith-Dengler
TECHNOLOGY
PAYROLL/ ACCOUNTS TRANSPORTATION ScHooL OPERATIONS &
BENEFITS PAYABLE/ LUNCH MAINTENANCE
PURCHASING HEALTH & SAFETY
Deborah
DeLand Pamela Bill
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Westfield Academy and Central School District

Alan Holbrook, who holds the School Business Executive Civil Service title, administers the
business functions for the Westfield Academy and Central School District. As part of this role,
he is appointed as the Purchasing Agent and District Clerk, he supervises the Operations &
Maintenance, Transportation and Food Service functions of the district, and he manages the
shared fuel depot. His office and his staff members are located in a rather small area with the
Superintendent and the superintendent’s secretary. There are two full-time staff members and one
half-time staff member assigned to the Business Office: Mary Beth Pagano, who is appointed as
District Treasurer, handles cash management and monthly accounting reports. Roxanne Baideme,
a Senior Account Clerk, handles the payroll and benefits functions. Carol Brown, the 0.50 FTE
Account Clerk, handles accounts payable. Additionally, Jacquie Cleveland, the Superintendent’s
Secretary receives cash. JoAnn Riscili, the Elementary Principal’s Secretary, recently was
appointed as Claims Auditor. A summary of specific business-related responsibilities for these
staff members is shown in the Business Office Responsibilities matrix that is included in the
following section of this report.

BOARD OF EDUCATION AUDIT COMMITTEE

INTERIM SUPERINTENDENT
Charles Pegan TREASURER CLAIMS AUDITOR INTERNAL EXTERNAL
Mary Beth Pagano JoAnn Riscili AUDITOR AUDITOR
E;:gégrm' Bahgat & Michael Corey
v Laurito-Bahgat
SCHOOL BUSINESS EXECUTIVE /

DISTRICT CLERK
Alan Holbrook

PAYROLL/ ACCOUNTS TRANSPORTATION SCHooL OPERATIONS &
BENEFITS PAYABLE LUNCH MAINTENANCE

Roxanne Baideme Carol Brown
(:50)
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Compliance with Comptroller’s Five-Point Plan

A survey of each district was conducted to determine compliance with the basic
requirements of the Comptroller’s Five-Point Plan. Although there is generally very good
compliance, some areas still need to be addressed. The results of our survey are shown
below. Survey responses for each individual district are shown in the Appendix.

Brocton CSD -

The Claims Auditor is a retiree with many years of experience. She and her back-up have
been highly trained in the claims auditing process. They also audit the payrolls on a
regular basis.

This contractor is shared with Lake Shore-Iroquois Central School.

An RFP conducted in January, 2006, resulted in Buffamante, Whipple and Buttafaro,
CPA’s being appointed for the Internal Auditing Function for a 5-year period. After the
initial risk assessment process, they will conduct an internal audit twice a year.

The external auditor, from the May 2006 RFP process, is Bahgat & Laurito-Bahgat,
CPA’s. The audit committee is comprised of 3 Board of Education members.

The board member training has been administered by NYSSBA. All board members have
received the training, including the Business Manager and Superintendent.

Chautauqua Lake CSD —

Chautauqua Lake is currently seeking a claims auditor that will meet the Comptroller’s
regulation.

An RFP for the Internal Auditing Function through BOCES in the spring of 2006 resulted
in the appointment of Bahgat and Laurito-Bahgat to that position. The assessment began
in 2006, with reports due to the BOE by June 30, 2007. After the initial risk assessment,
they will conduct system tests resulting from the assessment. .

The External Auditor is Michael Corey, CPA. Another RFP will be conducted at the end
of the current multi-year contract.

The auditing committee is comprised of three Board of Education members.

Board member training has been conducted by the Chautauqua County School Boards
Association with NYSSBA fiscal oversight. Three members of the seven member board of
education have been trained.

Ripley CSD -

The claims auditor is the retired RCS secretary to the Superintendent. She has many years
of experience and has received training for this position.

An RFP for the Internal Auditing Function through BOCES in the spring of 2006 resulted
in the appointment of Bahgat and Laurito-Bahgat to that position. The assessment began
in 2006, with reports due to the Board of Education by June 30, 2007. After the initial risk
assessment, they will conduct systems tests resulting from the assessment.

An RFP for the External Auditor was conducted in the spring of 2006 and resulted in
Buffamante, Whipple and Buttafaro being appointed.
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The Audit Committee is comprised of two Board of Education members and one
community member. This committee plays a major role in the budget development
process.

The Board of Education members are advised of the training opportunities available to
them. One member of the five member board of education has received the training.

Westfield Academy and CSD -

The Claims Auditor is currently the Superintendent. This is not in compliance with the
Comptroller’s regulation. Westfield is currently seeking a claims auditor who will be
appointed at the organizational meeting to meet the regulation. In July 2007, the
Elementary Principal’s Secretary was appointed as Claims Auditor to address this issue.
An RFP for the Internal Auditing Function through BOCES in the spring of 2006 resulted
in the appointment of Bahgat and Laurito-Bahgat to that position. The assessment began
in 2006, with reports due to the BOE by June 30, 2007. After the initial risk assessment,
they will conduct system tests resulting from the assessment.

As a result of an RFP conducted in 2004, the External Auditor is Michael Corey, CPA.
Another RFP will be conducted at the end of the current multi-year contract.

The Audit Committee is comprised of three Board of Education members.

Board training is conducted through NYSSBA. Five members of the nine member board
of education have received the training. They are aware of the importance of the training.
One member who had not received the training within the time allotted, resigned rather
than participate in the training.

Current Technology & Networking

Financial Management Software Systems

Based on information collected during site visits, it is our understanding that the financial
management software systems identified below are the major systems supporting the business
office functions in the four districts. Additionally, EXCEL spreadsheets are used for several
specific tasks.

District Current Financial Management Software Systems
Brocton FAME on a server in the district supported by WNYRIC
Chautauqua Lake InfoMatics on a server in the district with support from vendor
Ripley InfoMatics on a server in the district supported by WNYRIC
Westfield CIMS 111 on AS 400 in the district supported by WNYRIC
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Representatives of the WNYRIC have provided the following information about their strategic
plans for support of various financial management software systems:

Financial Management Software

Status WNYRIC Support Services

Systems

CIMS 11l No longer offered, but supported on a year-to-year
basis. Being phased out by 2010 or earlier, if
possible.

FAME Being phased out by January 2010.

InfoMatics No new districts supported but no date for phasing

out.

Finance Manager

Regional standard for foreseeable future.

WinCap

Regional standard for foreseeable future.

After our recommendation that the four districts try to standardize on one financial management
software system, we were pleased to hear that all four of the study districts would agree to use the
WinCap system in order to facilitate a cost-effective system for centralizing business office
operations. A coordinated conversion plan will need to be developed in concert with WNYRIC
staff. WNYRIC representatives have indicated that July 2009, and probably no earlier, would be
a reasonable target date for the districts to complete the conversion to WinCap. Our
recommendations will be predicated on these factors.

Networking

Another important factor to be considered if centralized business operations are to be
implemented is access to the regional broadband network supported by the WNYRIC. Based on
information from the WNYRIC, the table below shows the current status for the districts:

District

WNYRIC Regional Broadband Network

Brocton

Participant in network

Chautauqua Lake

Does not participate in the regional broadband
network but has high-speed Internet access

Ripley

Participant in network

Westfield

Participant in network

It would be highly desirable for Chautauqua Lake to become a part of the regional broadband
network. Since the completion of this study, the Chautauqua Lake Central School District has
become part of the broadband network. In addition to being on one network monitored and
controlled by the WNYRIC, the district would likely be able to gain some additional financial and
security benefits. It is our understanding that this change is being planned.

It appears that all four districts have reasonable inter-district networking capacity to handle the
requirements for centralizing business office operations.
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Options for Centralizing Business Functions

Several models for centralizing business office functions were considered during the study. Two
options emerged as the most viable for the participating districts. We have given descriptive
“names” to these models but it should be understood that these names are not commonly used
around the state. A side-by-side comparison of the first two models below is included in the next
section of this report. The third option below represents a phased implementation that should be
considered if Option 2 cannot be implemented initially.

Option 1 - Centralized Business Support Services

Erie 2-Chautauqua-Cattaraugus BOCES would obtain SED approval to operate the proposed
service under the 7017 CoSer Guideline — Business Office Support.

The BOCES central business office (CBO) location would be established in a BOCES-leased
facility, preferably in a site currently connected to the regional broadband network.

Each participating district would retain its Business Manager/School Business Executive.
He/she would be appointed as District Treasurer and Purchasing Agent, and would be
responsible for budget development and control, cash management, state and federal
reporting, and coordination of business support services provided by the CBO. One current
staff member would also remain in each district to assist the Business Manager and to serve
as the conduit for data between the district and the CBO. Other district staff could be
transferred to BOCES to become part of the CBO.

The CBO would have a CBO Manager, a Principal Account Clerk and four Account Clerks.
(NOTE: For Civil Service reasons or due to collective bargaining agreements, other titles
may be more appropriate for these positions.) Appendix 3A illustrates how duties might be
allocated to these staff members.

The following business office functions would be centralized at the CBO: payroll, leave
accounting, accounts payable, claims auditing, PO processing, accounting, and bank
reconciliations.

Each district would appoint CBO staff members as Claims Auditor and Deputy Claims
Auditor.

Option 2 — Centralized Business Management

Erie 2-Chautauqua-Cattaraugus BOCES would obtain SED approval to operate the proposed
service under the 7017 CoSer Guideline — Business Office Support.

The BOCES central business office (CBO) location would be established in a BOCES-leased
facility, preferably in a site currently connected to the regional broadband network.

The CBO would have a CBO Manager, two Business Services Coordinators, four Account
Clerks and a Senior Account Clerk Typist. (NOTE: For Civil Service reasons or due to
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collective bargaining agreements, other titles may be more appropriate for these positions.)
Appendix 4A illustrates how duties might be allocated to these staff members.

e Participating districts would no longer retain their own Business Manager or School Business
Executive. One current staff member would remain in each district to serve as the conduit for
data between the district and the CBO. Other district staff could be transferred to BOCES to
become part of the CBO. The two Business Services Coordinators in the CBO would each
be assigned to serve as District Treasurer for two of the participating districts and take
responsibility for supervision and oversight of the CBO business services for their assigned
districts. Additionally, they would assist with budget development and would coordinate and
communicate with superintendents and staff in these districts in order to maintain a solid
understanding of each district’s needs and long-range plans.

e The following business office functions would be centralized at the CBO: payroll, leave
accounting, accounts payable, claims auditing, bidding, purchasing, PO processing,
accounting, monthly reporting to Board and administration, State and Federal reporting, cash
management and bank reconciliations.

e Each district would appoint CBO staff members as Treasurer, Claims Auditor and Purchasing
Agent, with a deputy for each.

Option 3 — Phased Implementation of Centralized Business Management

Implement the first option above for one to two years. Then, transition to the second option as
retirements and staff departures occur and as other transitions take place in the participating
districts.

Comparison of Options — Titles and Functions

The tables below compare the two options that have been proposed. Option 3 would start with
Option 1 and then transition to Option 2 after one to two years. The key differences between the
two options are highlighted in gray. In the second table, the responsibility for each function is
shown as follows:

R = Responsibility or A = Assists.
This same coding was used in the Staff Member Responsibilities matrix shown in the Findings
section.

Positions/Titles Option 1 Option 2
CBO Manager 1 1
Business Services Coordinator 2
Principal Account Clerk 1
Account Clerk 4 4
Senior Account Clerk Typist 1
Total Staff in Each Option (FTE) 6 8

NOTE: In Option 1, the School Business Executive/Business Manager and one financial support person would
remain in each district. In Option 2, only one financial support person would remain in each district. Staff not
transferred to the CBO would need to be reassigned elsewhere in the district or furloughed.
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Business Functions/Roles Option 1 Option 2 |
CBO District CBO District
Payroll R R
Leave Accounting R R
Benefit Administration A R A R
Bidding R R
Purchase Orders R R
PURCHASING AGENT R R
Receiving R R
Fixed Asset Accounting R R
Accounts Payable R R
CLAIMS AUDITOR R R
Conference Travel R R
Budget Development A R A R
Budget Control R R A
Accounting R R
Grant Accounting R R
TREASURER R R
Monthly Reports for Board/Administration A R R
State & Federal Reporting A R R A
Student Activity Accounting R R
Accounts Receivable R R
Cash Receiving R R
Property Taxes R R
Cash Management R R
Check Reconciliations R R
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Comparison of Options — Organizational Charts

Option 1 Option 2
*CBO MANAGER *CBO MANAGER
I
**PRINCIPAL ACCOUNT SENIOR ACCOUNT
CLERK CLERK TYPIST
| [ |
**** ACCOUNT CLERKS ***BUSINESS SERVICES ***BUSINESS SERVICES
(4FTE) COORDINATOR COORDINATOR
[ I
**** ACCOUNT CLERKS **** ACCOUNT CLERKS
(2FTE) (2FTE)

The proposed organizational charts use “generic” titles. For Civil Service reasons or due to
collective bargaining agreements, other titles may be more appropriate.

*CBO Manager would likely hold a School Business Executive Civil Service title or be
administratively certified as a School Business Leader.

**Principal Account Clerk might hold a different title. If it is anticipated that the CBO will
transition from Option 1 to Option 2, this position might start out as a Business Services
Coordinator.

***Business Services Coordinators might hold different titles such as Assistant School Business
Executive or School District Treasurer

****Account Clerks might hold different titles, such as Account Clerk Typist or Senior Account
Clerk.

Estimated Savings for Each Option

After defining two options for delivering centralized business services to the participating districts
and after developing the timeline and recommendations for implementing these options, the costs
were estimated. Efforts were made to consult with WNYRIC representatives and E2CCB
representatives to get their advice and cost estimates. There are many factors that were
considered and many assumptions that were made in developing these cost estimates. So, it must
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be understood that any estimates of this nature may not be complete. The cost estimates and
projected cost savings need to be reconsidered at the time that preliminary planning begins for the

project.

The savings shown in the following table are pulled from detailed documents included in the
Appendix. More specifically, the bottom lines on Appendix 3D and Appendix 4D are transferred
here as savings. These are net savings for 2009-2010 after BOCES aid is received, which occurs
in the following year. Current BOCES aid ratios were used and it was assumed that BOCES aid

formulas would remain unchanged.

Estimated Savings for 2009-2010* with CBO - After Aid*

District Option 1 Savings* Option 2 Savings*
(Appendix 3D) (Appendix 4D)
Brocton CSD $2,460 $82,364
Chautauqua Lake CSD $19,573 $82,990
Ripley CSD $6,736 $86,192
Westfield Academy & CSD $9,666 $113,138
Total Savings $38,435 $364,684

*Net savings for the year. BOCES aid that generated some of these savings flows to the districts in 2010-

11.

The savings shown in the table on this page are also pulled from Appendix 3D and 4D. These
savings or additional costs (which are shown in parentheses) for 2009-2010 do NOT include

BOCES aid.

Estimated “Savings” for 2009-2010 with CBO - Without Aid

District Option 1 Savings Option 2 Savings
(Appendix 3D) (Appendix 4D)
Brocton CSD ($57,566) ($3,622)
Chautauqua Lake CSD ($14,306) $34,436
Ripley CSD ($31,706) $31,224
Westfield Academy & CSD ($60,224) $12,971
Total Savings ($163,802) $75,009

Overall Recommendations

The overall purpose for this study was to assess the level of cost savings and other benefits that
could result from the consolidation of business functions of the Brocton CSD, Chautauqua Lake
CSD, Ripley CSD and Westfield Academy and CSD. The recommendations that follow evolved
from the extended study that was undertaken since last February. As with any study of this
magnitude, different terminology and different interpretations by different people may have led to
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some discrepancies in the findings that we have reported. These may distress some individuals,
but they should not be considered significant to the overall recommendations. Also, we had to
make some assumptions about the future. These assumptions are summarized later in this section
of the report.

e The four districts and the Erie2-Cattaraugus-Chautauqua BOCES (E2CCB) need to make a
solid commitment to one another to work together to make the Central Business Office
service a success for the participating districts. A CBO Management Committee should be
established to facilitate communication, decision-making and commitment building. (See the
suggested Governance Structure and the sample Service Agreement included in Appendix 7.)

e The E2CCB should immediately begin planning to establish a centralized business office
service designed to meet the specific needs of the four districts. Option 2 (Centralized
Business Management) is recommended since it produces significant savings, primarily as a
result of the BOCES aid that is generated. Option 3 (which involves starting with Option 1
and transitioning to Option 2) could be implemented, but a transition to Option 2 would need
to occur in one to two years in order to generate savings. Option 1 is really not feasible due to
the costs of setting up the new CBO operation while still retaining two people in each district.

e The four districts should consolidate their business functions as of July 2009 by participating
in the new Central Business Office service developed with the E2CCB. Option 2 (Centralized
Business Management) is the recommended approach. This comprehensive service would
involve the major business functions, including payroll, leave accounting, accounts payable,
claims auditing, bidding, purchasing, PO processing, accounting, monthly reporting, State and
Federal reporting and cash management. Support would be provided for various other
functions such as budget development and HR/fringe benefit record keeping.

e The E2CCB will need to acquire space to house the Central Business Office since space is not
available in any nearby E2CCB facility. Preferably this space should be connected to the
regional broadband network to save the installation and on-going expenses of connecting the
CBO staff to the regional broadband network. Since declining enrollments will likely make
space available in current district sites that are already connected to the regional broadband
network, one of these sites may be desirable. E2CCB will need to work with SED officials
since there have been some limitations in the past on housing a CBO facility in a district-
owned site. These limitations don’t appear in the CoSer Guideline 7017, but they should be
addressed with SED officials.

e E2CCB and the four districts should contract with the Erie 1 BOCES WNYRIC (Regional
Information Center) for the WinCap School Information Manager financial management
system, including their support for planning, conversion and network implementation and
operation.

e A two-year plan, beginning this fall and extending to the fall of 2009, needs to be developed
to guide the districts through the conversion to the WinCap system and the transition to the
Central Business Office service. This is an aggressive timeframe due to the triple aspects of
(1) setting up a new BOCES service in a new location, (2) converting the districts to a new
financial management system, and (3) transitioning business office staff and functions to the
new BOCES service. This report will be helpful in developing this plan.

e The E2CCB should designate a project manager to begin in July 2008 on a part-time basis
(0.20 FTE through April 2009) to work closely with E2CCB management to coordinate all
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aspects of the implementation plan. The CBO Manager should be hired and working full time
as of May 1, 2009.

e The cost savings, the improved financial controls and the other benefits of this plan should be
communicated clearly and regularly to key stakeholders within the districts and the
communities. This communication effort should be a priority for the CBO Management
Committee and the four superintendents, plus the CBO Manager once he or she is hired.
Significant change is involved and communication can be a key to overcoming the resistance
that will naturally evolve.

e As planning proceeds with key involvement of the CBO Management Committee,
adjustments may need to be made to the timeline or the specific next steps. Clearly, the
timeline proposed above and in the following section is aggressive, considering both the
software conversions and the transition of people and functions to the new CBO site. It may
be necessary to complete the software conversions by July 1, 2009, and then transition the
people and functions to the new site in January 2010.

Benefits and Concerns

There are a number of benefits that the districts should see from centralizing their business
functions under a BOCES-operated service as proposed. Most of these apply to both options that
are recommended, but some apply more to Option 2 than to Option 1. These benefits include:

e The CBO service will have sufficient staff members to enable financial controls and
segregation of duties to be strengthened. This has become a significant problem in the
districts due to the limited number of staff members in each business office.

e The CBO service will have multiple staff members trained and knowledgeable in each
functional area to provide backups in case of illness or resignation. Turnover creates a
significant problem in the current environment.

e Claims auditing can be handled in a very independent manner to insure appropriate levels of
control.

e Centralizing purchasing may create substantial additional savings through additional
cooperative and coordinated purchasing activities.

e Districts will receive increased BOCES aid from the movement of several salaries, fringe
benefits and other items into BOCES service budgets. Local budgets for business operations
will be reduced substantially as a result of these moves.

e CBO staffing levels will enable increased specialization, which can provide additional
reporting capabilities and more cost-effective processes.

e Financial reporting to administration and Boards can be enhanced to provide more
information and support improved decision-making.

e Although each district will still contract for the internal audit function and the annual
independent audit, the district itself will have substantially less involvement since most of the
work will get done at the CBO facility working with CBO staff members.

e Standardization of record keeping and processes should reduce the cost of the internal audit
function and the independent audit.

e Option 2 should generate in the neighborhood of $350,000 annual net savings
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Additionally, there are some concerns that should be considered if business functions are moved
into a BOCES-operated service as proposed. Some of these are easily overcome while others
need to be seriously considered. These concerns include:

Staff resistance to a change of this nature can be significant. This can come from those
individuals directly involved with the CBO and it can also include those whose district duties
may be different.

Transferring the business functions to the CBO service may initially create a concern of “lack
of control” and “lack of access.”

Dissatisfaction will develop and grow if a STRONG communication structure is not
implemented and maintained between CBO staff members and district staff members. The
CBO needs to be viewed as an extension of each district.

Savings could be diminished if positions that move to the CBO are later filled again.
Implementation of the CBO service cannot feasibly be considered a “trial” approach with the
idea that it could quickly be abandoned and local business offices reinstated. Substantial one-
time costs, both financial and human, would make this very inappropriate!

Overall, the benefits should outweigh the concerns and the planning should move forward to
centralize the business functions for the four participating districts.

Key Assumptions

A study of this nature requires that certain assumptions about the future be made, either
consciously or unconsciously. Some of the conscious assumptions that we have made evolved
from projections from the past while others reflect planning assumptions needed to solidify
certain projections. Some of the more important conscious assumptions that were made for this
study are listed below.

BOCES aid will continue in its current form in the future.

Enrollments in the four districts will continue to decline.

Requirements for increased financial controls will remain in effect and will not substantially
change in the future.

Salaries will continue to increase and fringe benefit costs will continue their steep increases.
Some existing district staff members will accept transfers to the BOCES CBO. The options
in this report were developed accordingly. If the CBO was created from scratch, position
titles might be slightly different and salaries might be significantly different, especially for
support staff positions.

In projecting costs for the proposed options, average salaries of district personnel who might
transfer to the CBO were generally used.

Districts would convert to WinCap even if they didn’t centralize business functions.

Costs for conversion to and utilization of WinCap in the districts would be the same even if
they didn’t centralize business functions.

The E2CCB will lease space for the CBO facility in a current district site that is connected to
the regional broadband network. This will preclude the need to budget for the installation
and on-going expenses of connecting a new site to the regional broadband network.
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Additionally, it is assumed that Chautauqua Lake CSD will be on the regional broadband
network.

e Costs to operate the CBO were allocated to the districts based on a percentage of RWADA.
The CBO Management Committee could decide on a different charging methodology.
e A merger of some of the participating districts or increased consolidation of some of their

functional areas would not have any negative impact on the recommendations and projections
in this study.

Other assumptions are mentioned as notes in specific areas of this report.
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Implementation Recommendations

Our implementation recommendations are significantly impacted by the necessity to convert to
the WinCap Financial Management system. Conversion to this new software while going through
a simultaneous transition to a centralized business services will create significant stress and
increase the likelihood of negative reactions to the CBO.

In order to implement a Central Business Office for the four participating districts, there are many
tasks that need to be undertaken. Some will require significant collaboration and consensus
building between the districts and BOCES, some will involve difficult personnel/labor issues and
decisions, and some will have significant impact on current administrators and staff in the
districts. Many of the decisions that are made will involve tradeoffs that need to be made based
on trust, commitment to the common vision, and a clear understanding that this project will
involve continuous communication and an on-going commitment to continuous improvement to
insure that district needs are being met in the most cost-effective manner.

To help address these implementation factors, three key steps are recommended:

e Establish a CBO Management Committee and commit to work together collaboratively to
reach a shared vision for the CBO. See a real-life sample of this type of committee in
Appendix 7.

e Appoint a part-time project manager (0.20 FTE) in July 2008 to coordinate project-related
activities through 2008-2009, including both the conversion to WinCap and the
implementation of the CBO. If it is anticipated that one of the existing School Business
Executives will become CBO Manager, it would be desirable to select that person and
appoint him/her to this part-time role in July 2008.

e “Hire/appoint” the CBO Manager to start around May 1, 2009, in order to finalize all details
for a smooth move and transition in June and July 2009.

Since this project necessitates significant leadership for change, we will mention an outstanding
little book that provides some valuable guidance for leading this type of change. Itis: Our
Iceberg Is Melting: Changing and Succeeding Under Any Conditions, by John Kotter and Holger
Rathberger. Further information can be found at www.ouricebergismelting.com.
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Recommended Timeline

A suggested timeline for implementation of either option is shown below. This is an aggressive
timeline that will require extensive time, effort and commitment to achieve. We believe that the
benefits require this time, effort and commitment, but understand that plans and timeframes may
need to be adjusted.

November 2007 | Confirm SED approval to operate a CBO service, as proposed, under Co-Ser Guideline 7017
December 2007 | Commit to proceed with a CBO option; establish CBO Management Committee
January 2008 | Budget for 2008-2009 implementation expenses
February 2008
March 2008
April 2008
May 2008
June 2008 | Select part-time project manager to start on July 1, 2008
July 2008 | Begin project planning, both CBO implementation and Win Cap conversion
August 2008
September 2008
October 2008
November 2008 | Develop “standardized” budget coding structure for 2009-2010 budgeting
December 2008 | Begin conversion plan to implement WinCap on July 1, 2009
January 2009 | Budget for 2009-2010
February 2009 | Finalize plans for transfer of staff from districts to BOCES
March 2009 | Selection and commitment to CBO site
April 2009 | Order furniture and equipment for CBO site
May 2009 | CBO Manager starts working full time
June 2009 | Move furniture and equipment into CBO site and install networking/computer systems
July 2009 | Transfer staff and begin full implementation of CBO using WinCap on July 1
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Estimated District Business Office Costs in 2009-2010 without CBO
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Option 1 — Centralized Business Support Services
Appendix 3A

CBO MANAGER

PRINCIPAL ACCOUNT

CLERK
ACCOUNT ACCOUNT ACCOUNT ACCOUNT
CLERK “A” CLERK “B” CLERK “C” CLERK “D”

Major Duties & Responsibilities

\ CBO MANAGER
Overall responsibility for leadership and management for staff and services
Supervise and evaluate all staff
Monitor capital projects
Monitor and review monthly financial reports prior to submission to districts
Act as system manager for WinCap in CBO and districts
Claims Auditor for Ripley and Westfield
PRINCIPAL ACCOUNT CLERK
Oversee all payrolls
Review and sign all payroll reports
Oversee districts’ ST-3 filing and input
Monitor final grants reports
e Claims Auditor for Brocton and Chautauqua Lake
‘ ACCOUNT CLERK “A” ‘
e  Payrolls for Brocton and Chautauqua Lake
e Leave accounting for Brocton and Chautauqua Lake
e Reconcile all bank accounts for Ripley and Westfield

‘ ACCOUNT CLERK “B” ‘

e Accounts Payable and PO processing for Brocton and Chautauqua Lake

e Prepare monthly BOE & district reports for Brocton and Chautauqua Lake
| ACCOUNT CLERK “C” |

e  Payrolls for Ripley and Westfield

e Leave accounting for Ripley and Westfield

e Reconcile all bank accounts for Brocton and Chautauqua Lake
‘ ACCOUNT CLERK “D” ‘

e Accounts Payable and PO processing for Ripley and Westfield
e  Prepare monthly BOE and district reports for Ripley and Westfield
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Option 2 — Centralized Business Management Appendix 4A

CBO MANAGER
SENIOR ACCOUNT
CLERK TYPIST
I |
BUSINESS SERVICES BUSINESS SERVICES
COORDINATOR “A” COORDINATOR “B”
| [
| | | |
ACCOUNT ACCOUNT ACCOUNT ACCOUNT
CLERK “A” CLERK “B” CLERK “C” CLERK “D”

Major Duties & Responsibilities

‘ CBO MANAGER |
o Overall responsibility for leadership and management for staff and services
e Assist districts with budgeting and fund balance analysis
e Act as Purchasing Agent and approve and sign purchase orders for all four districts
e Supervise and evaluate Business Services Coordinators and Senior Account Clerk Typist
e Act as system manager for WinCap in CBO and districts

\ SENIOR ACCOUNT CLERK TYPIST \
e  Clerical support for CBO Manager
e Claims Auditor for all four districts

\ BUSINESS SERVICES COORDINATOR “A” \

Coordinate and communicate with administration and key staff in for Brocton and Chautauqua Lake
Act as Treasurer for Brocton and Chautauqua Lake

Oversee payroll and accounts payable functions for Brocton and Chautauqua Lake

Review and sign all payroll reports for Brocton and Chautauqua Lake

Cash management for Brocton and Chautauqua Lake

Oversee ST-3 input and filing for Brocton and Chautauqua Lake

e Accounting and reporting for Brocton & Chautauqua Lake (Board & State Reports)

e  Monitor capital and Federal projects for Brocton and Chautauqua Lake

e  Supervise and evaluate Account Clerks (A & B)

| ACCOUNT CLERK “A” |
e  Payroll for Brocton and Chautauqua Lake
e Leave accounting for Brocton and Chautauqua Lake
e Reconcile all bank accounts for Ripley and Westfield

| ACCOUNT CLERK “B” |

e Accounts Payable and PO processing for Brocton and Chautauqua Lake
e  Prepare monthly BOE and district reports for Brocton and Chautauqua Lake
e Deputy Claims Auditor for Ripley and Westfield
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BUSINESS SERVICES COORDINATOR “B”

Coordinate and communicate with administration and key staff in Ripley and Westfield
Act as Treasurer for Ripley and Westfield

Oversee payroll and accounts payable functions Ripley and Westfield

Review and sign all payroll reports for Ripley and Westfield

Cash management for Ripley and Westfield

Oversee ST-3 input and filing for Ripley and Westfield

Accounting and reporting for Ripley and Westfield (Board & State Reports)

Monitor capital and Federal projects for Ripley and Westfield

Supervise and evaluate Account Clerks (C & D)

ACCOUNT CLERK “C” ‘

e  Payrolls for Ripley and Westfield
e Leave accounting for Ripley and Westfield
e Reconcile all bank accounts for Brocton and Chautauqua Lake

ACCOUNT CLERK “D”

e Accounts Payable and PO processing for Ripley and Westfield
e  Prepare monthly BOE and district reports for Ripley and Westfield
e  Deputy Claims Auditor for Brocton and Chautauqua Lake
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Appendix 4D

Estimated Savings for Option 2 for 2009-10
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Appendix 5

Salary Projections for Current Business Office Staff
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Appendix 6

Comptroller’s Five Point Plan Compliance
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Governance Structure Appendix 7

This suggested governance structure could be used to facilitate the planning, implementation and
on-going operation of the Central Business Office service. The CBO Management Committee
and service agreement are recommended regardless of option chosen to centralize business
functions. The Procedures Committee is needed in 2008-2009, but may not be needed thereafter
if Option 2 is selected.

Management Committee

Purpose: To maintain open communications and to address decisions about such topics as
budgets, charges to districts, staffing, and other high-level decisions about the CBO service and
its implementation and operation for the participating districts.

Protocol: Where possible, decisions should be made by consensus. It should be understood,
however, that (a) BOCES is ultimately responsible for managing and operating the service, (2)
districts, as customers, have the right to influence how the service is operated, and (3) districts
have the right to participate in the service or to abandon it (after an agreed upon time
commitment).

Membership: Superintendents, or their designees, from each participating district, and the
BOCES Superintendent or his/her designee.

Procedures Committee

Purposes:

e To coordinate on-going procedural aspects of the service to insure a high level of district
satisfaction, especially at the Board and administration levels of each participating district.

e Todiscuss, develop and coordinate the implementation of common policies, procedures,
practices and forms across the participating districts and the Central Business Office in order
to improve efficiency and effectiveness, while reducing costs.

Membership: The Business Managers/School Business Executives from the participating districts
plus the CBO Manager. Other staff from the Central Business Office and from the participating
districts would participate as needed.

Service Agreement
A Service Agreement similar to the attached sample could be used to clarify and document the
governance structure. This is a copy of the agreement signed by superintendents from three

districts in the Broome-Tioga BOCES who committed to one another and the BOCES to go
forward with implementation of a Central Business Office.
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Service Agreement
for
Central Business Office

This Agreement is an evolving document that describes the general manner in which
the Central Business Office (CBO) will be provided to Binghamton, Union-Endicott and
Vestal by BOCES. It will be modified as additional decisions are reached by the
superintendents of Binghamton, Union-Endicott, Vestal and BOCES. This is a new
venture for BOCES and the three districts. The superintendents of the three districts
and BOCES will communicate regularly and participate in decision-making for this

service.

Governance Structure

The heart of the governance structure is the CBO Management Committee. This is a
decision-making committee that addresses issues such as budgets, charges, staffing
and other major decisions. It includes the superintendents of Binghamton, Union-
Endicott, Vestal and BOCES.

Employment and Termination