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INTRODUCTION |

Transportation Advisory Services (TAS)

so.Rocklond)  Was engaged to perform a feasibility study
| ShooiDistrict)  for the coordination and sharing of

/Mﬂp transportation resources among four
Y Routes districts located in Southeast Rockland
E we | County. The participating districts were:
: Nanuet Union Free School District, Nyack

sl Union Free School District, Pearl River
Union Free School District, and South
Orangetown Central School District. In
this report, the above districts are
frequently referred to as the Southeast

STUDY

BACKGROUND

Ty

Rockland School Districts, or “S/E RSD”.

The Study’s liaison was Ms. Carleen Millsaps, Assistant
Superintendent for Business at the Nyack Union Free School District.
Christopher J. Andrews was the primary consultant for TAS.

The study was conducted during the 2009-2010 school year.

The four districts applied for and received a Local Government
Efficiency Grant to undertake a study to determine the feasibility of
consolidating student transportation. As stated in the Request for
Proposal:

“The study will take a comprehensive look at each district’s pupil
transportation services program and individual transportation
policies, including time schedules, to understand how each district’s
transportation services currently operate. From this information, the
study will form conclusions and recommendations regarding the
potential cost savings, service improvement, and any perceived barriers
to consolidating transportation programs through a cooperative
venture. The study must include developing operational and staffing
plans and suggesting models and alternatives for sharing and
consolidating transportation services, including which district would
directly provide the transportation services and which districts would
contract for the service. Estimates of cost savings through the
elimination of duplicated services and how services can be improved
must be detailed in the findings presented in the study. F. tnaily, the
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study will provide an implementation plan for the governing school
boards to review.”

Transportation Advisory Services (TAS) has been providing consulting
services to New York State districts for the past 23 years. This
knowledge and experience provides us with insights on what works
and what does not work. We have coupled these unique perspectives
with our knowledge and experience having worked in 17 other states
(with districts of all sizes and structures). We have worked with
regional programs in other states; we have worked with regional and
national contractors; we have worked within regulatory environments;
and we have experienced operating programs that function in a safe
and responsible manner without the onerous regulations that exist in
New York State.

We have structured this report to provide the districts with
recommendations for what we define as the “near-term” and the “long-
term”. The near-term includes recommendations or actions that we
believe can be achieved within two years. In many cases, these are
changes that can be accomplished within the current regulatory
environment in New York State. That does not imply that they will be
“easy”, just technically achieveable. For example, reducing the
number of vehicles required for out-of-district transportation would
result in immediate cost savings.

The long-term is considered to be that period after the two year near-
term window. Some of these recommendations will take time due to
contracts currently in place, regulatory changes, or market demands.
As we look at the long-term, we have attempted to minimize any
tunnel vision that is based on the present realities. In some cases, we
have attempted to step back and take a fresh look at how services are
provided, why they are provided, and how else the needs can be met.

Thank you for providing the opportunity to address this critical issue.
In this report we review State requirements for providing student
transportation services; the way that districts are reimbursed for the
services that are provided; the use of contracted services; the
scheduling of programs; and the process that has created independent
transportation entities when each entity is providing the same basic
service.
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We fully realize the enormity of what we are recommending in this
report. Our years of experience have provided us with insights on
methods to assist districts in enhancing their educational goals by
generating efficiencies in the Lkey support service area of
transportation. Based on the perspectives that we have gained
through our past engagements, we believe that without systemic
changes, the economic realities facing districts will limit the
educational opportunities for students... place students in smaller
districts at a serious disadvantage... and result in forced mergers and
consolidations of districts... thereby limiting options available to local

communities.

We have provided ideas and recommendations that may be
implemented to improve services, save money, and/or create
additional resources. It is important to keep in mind that sharing
does not require all districts to participate at the same levels. In some
cases, sharing may be just two districts, or contiguous districts, or all
the districts — not just the participating districts, but others within
the region. In some cases our specific recommendations may not
prove to be workable, but they may spur discussions and analyses that
result in even better changes.

The one factor that will be paramount in any success is the
commitment from the Boards of Education, and the Administrations,
to enact change and to provide the resources and incentives to achieve

the desired results.
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METHODOLOGY

Transportation Advisory Services (TAS) was engaged to perform a
feasibility study for the consolidation of student transportation
services among four districts of the Rockland County — Nanuet UFSD,
Nyack UFSD, Pearl River UFSD, and South Orangetown CSD.

The study process was straightforward and analytical. We surveyed
the participating districts to obtain an understanding of the individual
programs. We tested the feasibility of options available to
participants, based upon the facts and comparisons made with other
districts, and made recommendations accordingly. We conducted
interviews with each of the participants in order to gain perspectives
about their current operations, as well as gauging their interest in
sharing resources.

The four districts applied for and received a Local Government
Efficiency Grant to evaluate the benefits of a consolidated student
transportation model. Upon receipt of the grant, the districts issued a
Request for Proposal from qualified student transportation consulting
firms. TAS was awarded the project, and subsequent to a group
presentation, the following efforts have been undertaken:

1) A data collection instrument was developed and distributed to
the districts. This instrument was designed to facilitate
responses from the  Administrative, Financial and
Transportation areas. The document requested information on
a variety of transportation related items, including practices
and policies, historical financial information, operating
procedures, labor information, current shared services, and
possible program changes. The forms were completed by the
districts and returned to TAS prior to the on-site visits.

2) Upon return of the data collection instruments to TAS, the
information was analyzed to establish an initial profile of the
various operations. Areas requiring further clarification were
highlighted as the basis for questions during the on-site visits to
each participating district.

3) Subsequent to this analysis, a TAS representative visited each
of the participating districts. On-site meetings were conducted

Regional Transportation Study
Final Report
Section 2- 1



-3

"]

with the Business Administrators and Transportation
Supervisors. A meeting was also held with the Transportation
Supervisor at Rockland BOCES to gain his perspectives about
sharing opportunities. = These interviews were extremely
productive as we gathered information relative to each district’s
interest in improving the efficiency and effectiveness of their
transportation programs.

4) Upon receipt and analysis of the data requested, TAS extracted
pertinent data for entry into a data base created for this study,
which will be utilized to evaluate the various programs and
identify potential sharing opportunities.

5) Given the participating districts interest in jointly coordinating
both in-district and out-of-district runs, TAS reviewed the
software status of the three Transfinder client districts, and
contacted the vendor, to gather information and cost estimates
for centralizing this effort.

6) This study was conducted by members of the TAS consulting
staff. In certain areas, outside advisors were consulted where

specific expertise was necessary.

The information used in this study was obtained by TAS from a number of
sources. While every effort was made to assure that such information was
the most current and complete information available for the purposes of this
study, TAS does not certify the accuracy of such information.
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PARTICIPANT PROFILE

The four districts included in the study operate their transportation
programs in varying fashions under contracts with several
contractors. The primary contracts (with expiration dates), are noted
below:

District Primary Contractor

Nanuet Brega (6/30/2010)

Nyack Brega/Vel (6/30/2010)

Pearl River Chestnut/Vel (6/30/2010)

S. Orangetown Student Bus/Brega/Chestnut (6/30/2010)

In order to develop an understanding of the transportation programs
operated by each district, a data collection instrument was developed
and submitted to each participant (copy included in Appendix). The
information gained through an analysis of the data submitted by the
participants was combined with information contained in the
Transportation Aid Output Reports (TRA) covering the 2008-2009
operating year, 2009-2010 State Aid year (most recent reports
available).

It is important to develop an understanding of the current costs and
operating elements of the various programs as a basis for evaluating
the potential effectiveness of recommendations and changes. It is very
important for the reader to keep in mind that transportation is an
area that is highly influenced by the variables that exist for a district,
including: demographics; population density; special education
population and services; proximity to out-of-district private/parochial
schools; land/facility availablilty; and geographic limitations. In most
cases these factors are very difficult for an individual district to
control given the need to provide mandated services to the students.

Other elements of a program also affect cost but are within the control
of the district: bid/RFP specifications, bell times, field and sports trips,
and policy mandates (walker distances, riding time mandates). For
example, some contracts require monitors, while some do not. Length
of day varies by contract from 4 hours to 6 hours. Some contracts
require GPS units, digital cameras, and have fleet age limitations.
These variables have resulted in a wide variety of costs, with a full
size bus ranging in cost from $63,841/year to $75,712/year, averaging

Regional Transportation Study
Final Report
Section 3 -1






