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Executive Summary

The Citizens Transportation Committee (CTC) was created by Article 4 of the April 24, 2012
Special Town Meeting. It was charged to “search diligently” for ways to keep the school
transportation department in-house. Seven Concord citizens were appointed--4 by the Town
Moderator, 3 by the School Committee The Committee has met approximately bi-weekly from
May into October.

The Committee identified five major sub-topics: Safety, Social Factors, Emergency
Preparedness, Cost Analysis, and Site Selection. Members of the Committee researched each
of these areas and shared their findings with the Committee as a whole. This helped inform all
members’ research, as the topics intersect at times. The concept of “Level of Service” crossed
multiple topic boundaries. This refers to the expectations the community has of the transportation
department, including driver road courtesy, the distance a student must walk to get to their bus
stop, and the responsiveness of the staff to student needs and issues.

Findings:
+ Safety

Research into bus safety found that Concord/Concord-Carlisle’s accident statistics are similar
to neighboring towns. Also, state inspection records show that Concord/Concord-Carlisle’s
maintenance quality exceeds that of the contract bus service used in Sudbury and Fitchburg.
Statistics on bus routes show that Concord/Concord-Carlisle’s level of service exceeds that of
Lincoln and Sudbury.

» Social Factors

With regard to social factors, CTC found that transportation department staff are considered
part of the broader community. Concordians place a high value on loyalty and fairness to
school employees. The committee also learned that the bus drivers act as an informal
“neighborhood watch.”

» Emergency Preparedness

With regard to emergency preparedness, CTC found that the transportation department is a
part of the Town’s Emergency Management plan and that Emergency use of Transportation
assets is irregular and unpredictable.

» Site Selection

CTC found that the transportation infrastructure--building(s), fueling station, bus parking,
etc., could be replicated (excluding land cost) for between $650,000 and $850,000. We also
found that transportation departments work best when all the pieces of the infrastructure (bus
parking, maintenance, fueling, etc) are in a single central location.

» Cost Analysis
CTC found that in-house operation of the school buses is less costly than outsourcing and

that nationally, school systems that have outsourced transportation have seen a significant
cost increase after the initial contract ends.



Recommendations:
The Committee makes the following recommendations:

1. The School Committees commit to keeping School Transportation in-house for a
minimum of five years.

2. The best location for the School Transportation Department is its current location.
3. Maintain the current level of service.

4. Encourage bus ridership.

Respectfully Submitted:

Lisa Bergen (Chair) Rick Anderson
Ray Brutomesso Kate Damon
Abe Fisher Louise Haldeman

Mark Hanson
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Introduction

The Citizens Transportation Committee (CTC) was formed by vote of the Concord Special
Town Meeting of April 24, 2012. It was charged to “search diligently for ways to maintain the
existing school transportation department.”* Although originally intended to have membership
from both Concord and Carlisle, no Carlisle residents expressed interest in serving and thus all
seven members of the committee came from Concord--four appointed by the Moderator and
three by the School Committee.

The Committee met approximately biweekly from May to October and held two public
hearings to receive input from the public at large. It invested, by a conservative estimate, more
than 1200 person-hours of time on research into five broad areas: Safety, Social Factors,
Emergency Preparedness, Cost Analysis, and Potential Sites. In researching and deliberating
these areas, the committee identified a sixth area of interest that crosses many of the boundaries
between the original five. That area is what we have called “level of service.”

Level of service refers to a wide variety of factors that reflect how (and how well) the
transportation department meets the needs of the community. It ranges from the distance a
student has to walk to reach their bus stop, to the response the community expects when
contacting the department, to the level of driver courtesy to other drivers. It is distinctly not
measurable in total, but in many ways it is the thing that best describes the community’s
understanding and connection with the transportation department.

Consideration of how to keep school transportation in-house requires acknowledging certain
fundamental truths. Regardless of who operates them, there will have to be school buses, and the
buses will need to be bought. Those buses will need drivers, maintenance, and fueling, as well as
a place to park. Drivers and mechanics will have to be paid, fuel will have to be purchased, and a
parking lot will use space that some might wish to use in another way. Whether the schools
operate the system or contracts it out to a private provider, these expenses will not go away, nor
will they be smaller for a private contractor. The managers of a private contractor will have a
responsibility to the owners or stockholders of the company to turn a profit.

This report has been written with certain assumptions in mind. Consonant with the
Committee’s charge, transportation will remain in-house. Proper evaluation of the choice
between in-house and outsourced transportation requires explicit consideration of the intangible
values of the community, rather than a focus solely on the budget.

Keeping school transportation in-house also requires thinking about a number of different
questions. If the department remains in-house but cannot stay in its current location at the high
school, where should it go? What will it cost to create a new departmental infrastructure? The
further the buses are from where they are needed, the more expensive they will be to operate and
the greater the chances for delays. Separating bus parking from maintenance would make routine
maintenance more difficult to manage, creating an opportunity for mechanical issues to crop up
and not immediately be addressed.

! See Appendix L for the full charge



Concord/Concord-Carlisle offer a higher level of service than is required by the
Commonwealth. CTC’s research shows that school systems which use a private bus company do
not offer the same level of service as is offered in Concord/Concord-Carlisle.

Outsourcing may provide savings in some areas. For example, if the transportation service is
switched to a private contractor, the Town would have no future post-employment obligations
beyond those for persons who are already vested.? However, the actual cost avoidance would be
small.

If the transportation staff are no longer employees of the town and regional school district,
how will this affect the relationship of the transportation staff/drivers to the schools as a whole?
The bus driver is usually the first and often the last contact a student has in the school day. Many
students say that they have had the same bus driver throughout most of their schooling. How
important is it that bus drivers consider themselves an integral part of the school system?

Many towns have outsourced transportation. In cases where towns have long standing
relationships with a particular company, there can be a reasonable level of trust between the
community and the drivers. This is dependent on a well-constructed bid between the provider
and the town in which the services requested are clearly specified and enumerated.

Although we will need to put up with less than optimum conditions while construction of the
high school is going on, the buses must continue to roll. Cooperation of the transportation staff
during this difficult period will be very important.

The School Committees must give much more thought to these questions. No matter what
course of action is ultimately taken, the public expects and deserves a full and open accounting
of the choices being made, including consideration of non-financial factors.

Z See “Personnel Benefits” in the cost analysis section for details about post-employment costs for current and past
employees



History of School Transportation & How Our System Works

The history of Public education in Massachusetts started in 1647, when by act of the Bay
Colony all settlements with fifty or more families were required to appoint a school master to
teach reading and writing “to all children as shall resort to him”. In the three and half centuries
since, the curriculum as well as the structure of schools have undergone many changes.
Communities have become larger, schools have become more consolidated. Families began to
live further from the schools, and in 1869 Massachusetts enacted legislation allowing public
funds to be used for transporting students to and from school. The first “school buses” were
horse or ox drawn carts. Schools and school buses have both continued to evolve, but the need
for students to get to school each day remains.

Concord has a three tier system with 3 elementary schools serving K-5; one middle school
with two buildings serving grades 6-8; and one high school, grades 9- 12, which is regionalized
with the town of Carlisle. There is also a fourth building, formerly an elementary school, which
houses the administration and some early childhood classes. The two middle school buildings are
approximately one mile apart on the same street, but all the other school buildings are widely
separated from each other.

Two of the elementary schools are located near the centers of Concord and West Concord
and thus a number of students live close enough to be able to walk to school. Concord-Carlisle
High School is also close enough to more densely populated areas for a number of Concord
students to walk, but Carlisle students obviously are too far to walk to school in Concord. Most
students in both the Concord Public Schools and the Regional High School use, or are eligible to
use, a bus to get to and from school, and to serve these students a large number of buses are
required.

Prospective drivers are interviewed by the transportation department manager and given a
road test. If they pass the road test, they interview with the Deputy Superintendent. Their driving
record is checked, a CORI check is performed, and they must pass a physical exam. New drivers
are given a six month trial period during which the transportation manager monitors their
performance. If a driver ever fails to meet safety standards, they can be discharged. All drivers
must pass an annual physical exam and are subject to random drug testing by law.’

Bus routes are first developed by a software package and then adjusted by hand to reflect
specific local needs. These include changing or adding stops on a road that is too dangerous for
students to walk along as well as modifying routes to account for known traffic issues. In making
these changes, safety is the top priority. Because the transportation department makes safety its
top priority, the radius within which students must walk to school is smaller in Concord than is
mandated by the state.

Drivers are paid based on a contract that establishes steps ranging from $18.34 to $22.38 per
hour. Regular drivers are guaranteed at least 25 paid hours weekly, which makes them eligible

® This paragraph, as well as the subsequent paragraphs on how the transportation department operates, are drawn
primarily from Appendix G



for benefits. Full staffing includes 29 regular drivers and 4 “spare” drivers, who provide
coverage for absent drivers. This limits unpredictable expenses and helps assure level of service.
A regular driver is “on the clock” from 6:15-9:15 AM and then from 1:45-4:15 PM, which works
out to 5.5 hours/day or 27.5 hours/week. On any given day, a driver might also drive a field trip,
increasing their hours for that day. The first 8 hours are paid at the hourly rate, while the excess
above 8 hours is paid the overtime rate. If a driver will be driving after regular school hours (as
with an “away” sports event), a spare driver might take over the route for the afternoon. This
creates no additional cost, as the spare driver is already being paid. The regular driver will be
paid their regular hourly rate until 4:15, but any time after 4:15 is paid at the overtime rate.

Occasionally there will be so many buses needed for after school trips that the department
will have to hire a private contractor (usually Dee). If this occurs, the private contractor will take
the traveling students (normally an athletic team) to their destination, but a Concord/Concord-
Carlisle bus will pick them up at the end. Dee charges a flat fee of $195.00 for this type of one-
way “drop-off” service.

During the summer, the Recreation Department hires the transportation department to bring
students to the Recreation Department camp. This has typically been charged at a rate between
$40 and $42/hour. The Recreation Department investigated using a private contractor recently
and found that it would likely cost at least 50% more.

At one point Concord used a private contractor to provide busing, but after a careful review
of costs, Concord invested in its own bus system. This has proved to be a very satisfactory
solution and periodic reviews by former school committees have indicated that although quality
bus service is never cheap, it is more cost effective to be doing it ourselves rather than paying a
service that would need to make a profit over and above the costs. Concord has been running its
own buses for 58 years, possibly making it the oldest in-house system in the state.



Safety

Summary of findings

The CTC charge required the committee to investigate the safety of the school transportation
department as compared to private bus companies. Ultimately this developed into a consideration
of a number of different facets of bus safety. These included the basic level of safety of school
buses in general; the accident rates of our drivers and the drivers employed by private
companies; the quality of maintenance, as reflected by state inspection reports; and the level of
service provided by the transportation providers of different towns.

In summary, to and from school, a bus is safer than walking, biking or riding in a car.
Massachusetts Registry of Motor Vehicle accident data from 2002-2010 shows that
Concord/Concord-Carlisle bus drivers are as safe as those in neighboring towns. Mass DOT
inspection reports show that our buses have only 20% the defect rate compared to the buses
operated by First Student. Finally, Concord/Concord-Carlisle provides a higher level of service
(more bus stops and routes) than Lincoln or Sudbury and without charging fees. Estimates are
that about 70% of students ride our buses to school vs. 60% for Sudbury. This difference
increases student safety while it reduces traffic congestion at the schools.

Background: The greatest fatality risk is riding to school in a car

The figure below, from a National Highway Traffic Safety Administration (NHTSA) shows
school buses are the safest way to transport children to school. Not only is busing safer than
riding in a car, it’s safer than walking or riding a bicycle (the fatalities indicated in the gray area).

SOURCE: U.S. DEPARTMENT OF TRANSPORTATION

School buses are the safest mode of transportation
" for getting children back and forth to school.
|
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NHTSA FARS 2001-2008 (FINAL), 2009 (ARF)

Teenage drivers are the least safe way to get to school.
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School buses are safer than other modes because:

« A school bus is a large vehicle designed to keep children safe.

« School bus drivers are comprehensively trained and carefully licensed.

« Three times a year state inspectors go over the bus interior, exterior, chassis, and engine
compartment. Failed items must be repaired.

« Before and after each trip the school bus driver safety-checks their bus®.

Bus safety, in the broadest sense of the word, is continually improving. For example, the
NTHSA and US Department of Transportation conduct bus crash tests as one aspect of their
work to improve child safety. Drivers attend training on aspects of child behavior, defensive
driving, and new vehicle capabilities to maintain their licenses. The Massachusetts Registry of
Motor Vehicles updates its safety checklists for state bus inspectors and for bus drivers as needed
to improve safety and respond to improved vehicle designs. These are just a few examples.

Introduction

The section measures the performance of Concord/Concord-Carlisle’s in-house
transportation department at providing safe busing, both in absolute terms and in comparison to
departments in other towns using outside sources of data collected in an unbiased manner. This
report therefore examines the following:

* Driver qualification, training, and preparation: These have an impact on a driver’s ability to
avoid accidents, work effectively with students, and improve safety. Professional drivers,
properly trained and supported are the key to safe operations.

 Bus maintenance and specification: These reflect the physical condition and safety of
buses.

« Accident statistics: These measure driver how well drivers have avoided collisions.

« Annual driver turnover: This addresses our ability to find and retain good drivers.

« Level of service: This encourages more students to take the bus and minimizes on-street
walking to bus stops, both of which directly affect the safety of students off the bus.

A discussion of safety is incomplete unless it includes a child’s experience riding the bus to
and from school and a parent’s confidence in their child’s security while riding the bus. Safety is
a broad topic.

Driver Qualification, Training, and Preparation

Qualification: Before a driver is hired, the transportation department reviews their experience
and background, including a CORI check. All drivers in the department must pass annual CORI
checks and random drug tests.

* For videos on how a driver checks a bus see:
http://www.youtube.com/watch?v=xmpR6kc4xQ0&feature=related
and
http://www.youtube.com/watch?v=63GmHRCFYoY &feature=fvwrel
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Training: To retain their Massachusetts licenses, school bus drivers must attend at least eight
hours of driver training annually. Concord/Concord-Carlisle provides more than the minimum
training. Specialists in various topic areas conduct training sessions. For example, a safety
specialist from the Federal Railway Administration conducts railroad safety training. School
counselors provide training on bullying. Drivers are qualified in first aid and CPR.

Preparation: For each route, the department provides the drivers information about special
needs of students on their routes, so the drivers are prepared to respond appropriately. Before the
start of each school year, drivers review their routes and test-drive them to validate the
schedules. These preparatory efforts reduce driver stress and improve safety.

The transportation department instructs children on safe bus behavior. Annually, drivers drill
their riders on safe bus evacuations. Each fall Concord provides school bus orientation for
Kindergarten students before school starts, so new school children can be familiar with a bus and
know how to behave safely when riding.

The Concord/Concord-Carlisle drivers are assigned a specific bus. They keep that bus
throughout the year. It becomes essentially ‘their bus’. This policy encourages the driver to keep
the bus spotless. Drivers wash and clean their buses inside and out. These factors help keep the
buses clean and in good working order. Drivers work closely with maintenance people as needed
to fix mechanical problems. Finally, before and after each trip drivers inspect their bus inside and
out using a detailed checklist (a copy is provided in Appendix B). Drivers fill out this checklist
for each trip. A driver can lose their license for driving a bus that fails the pre-trip inspection
checklist.

Bus Maintenance®

Well-maintained buses provide safer and cleaner transportation for students. State inspectors
check the physical condition of buses three times each school year, using a checklist covering 48
categories of items on the interior, exterior, chassis, brakes, and engine compartment®. We tallied
copies of 1534 inspection records covering December 2008 to January 2012 to measure the
physical condition of Concord/Concord-Carlisle’s buses and First Student’s buses in Sudbury
and Fitchburg (procedure outlined in Appendix ). The results show problems with First
Student’s maintenance.

Most defects an inspector finds are fixed the same day, such as replacing a missing decal or
freeing a sticking emergency door. An inspector will remove the bus’s inspection sticker and
apply an “Out-0f-Service” (OOS) sticker for a more serious defect that makes the bus unfit for
transporting students. Examples might be problems with the brakes or exhaust system. An OOS
bus must be repaired and reinspected before it can again transport students.

Defects typically have been a problem on the bus for some time before the inspection.
Proactive maintenance provided by conscientious drivers and mechanics keeps buses safer and
cleaner by eliminating problems as they occur and not waiting for inspectors to point them out.

® This analysis extends an earlier analysis by Susan Kalled presented at the special town meeting in April 2012.
® See Appendix C for a copy of the checklist.
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The results show Concord/Concord-Carlisle’s drivers and mechanics are more proactive about
bus maintenance than First Student’s drivers and mechanics.

The condition of a bus affects the ability of the driver to operate it safely as well as the frame
of mind of the students and student behavior while on board. A well maintained bus is more
likely to have well-behaved riders and a driver who is in control.

The table below tallies: 1) the number of inspection sheets examined, 2) the number of buses
inspectors took out of service (O0S), 3) the number of buses inspectors failed with one or more
defects, 4) the total number of defects inspectors found, and 5) the most defects found on a bus.
The final three columns show percentages versus the number of inspections.’

School Bus Inspection Results

Most
Type C and D Out of Defects per Outof  Failed
bus inspection Inspections  Service  Failed Defects bus Service% %  Defects %
Concord 361 4 47 81 4 1% 13% 22%
I T 65 416 903 11 8%  51%  111%
Fitchburg
AL SN 18 216 360 6 5%  61%  101%
Sudbury

State inspection records reveal Concord/Concord-Carlisle buses are in better shape than First
Student’s.

" Note that the Defects % column includes values greater than 100% because a single bus may have more than one
defect.
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Bus defects tend to rise with mileage and time, particularly if the bus is not well maintained.
In tallying the above data we also recorded each bus’s odometer reading when inspected. Here's
the average for all inspections by town:

School Bus Ages

Town Avg. odometer miles Estimated age (years)*
Concord/Concord-Carlisle 58,849 7.06
Fitchburg 47,952 4.00
Sudbury 68,654 5.72

*This age is estimated from the odometer reading using the school administration’s reported
average miles/year for buses: about 12,000 for First Student and 8,333 for Concord/Concord-
Carlisle. (Concord/Concord-Carlisle’s bus depot is centrally located and the transportation
department does not do extra charters.)

Concord/Concord-Carlisle’s buses are in better shape because the transportation department
is focused on providing safe, clean transport for school children, and the transportation staff
works as a team to accomplish that goal.

Why do First Student’s buses have so many more defects?

The Concord/Concord-Carlisle Transportation Director assigns each bus driver to a particular
bus. It is their bus. The driver is invested in the condition of the bus. They are responsible for
keeping it clean inside and out. Concord/Concord-Carlisle’s drivers are familiar with their bus
and since most of the time no one else drives it, they can give mechanics more accurate
information on problems. Working together they find and fix defects as they occur. The
mechanics in Concord/Concord-Carlisle are skilled and adequately staffed. They maintain 36
buses and roughly as many other school department vehicles. They are able to keep up with the
work. Outsourcing companies actively solicit non-school charters. The following text was taken
from company websites;

“All of our buses ... are great for schools, churches and temples, company outings, birthday
parties, Bar and Bat Mitzvahs, bachelor and bachelorette parties, weddings, and other
activities.”®

“..shuttling your wedding guests doesn't need to cost a fortune. Leave the transportation to
our professionally trained drivers and put the savings toward the honeymoon you've always
dreamed of™®.

State inspectors will fail a bus for lack of cleanliness. For example, one inspector wrote the
following comment as part of an inspection of a First Student bus assigned to Sudbury [capitals

& “Doherty’s Garage.” Doherty’s Garage, accessed October 2, 2012, http://www.dohertysgarage.com/buses.htm
% «First Student Charter Bus Rental ! Online Quotes From $1.50 Per Person,” First Student, accessed October 2,
2012, http://www.firstcharterbus.com/
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in original]: “ALL HOLIDAY DECORATIONS MUST BE REMOVED FROM INSIDE OF BUS FOR
THIS BUS TO PASS INSPECTION. ALL WINDOW DECORATIONS MUST ALSO BE REMOVED.”
Concord/Concord-Carlisle does not rent out school buses to transport parties™.

Optional Equipment that Improves Safety

Concord/Concord-Carlisle chooses equipment to improve bus safety. For example,
Concord/Concord-Carlisle buses use ‘thermo-pane’ glass for the windshield, door, and selected
windows. This allows the driver to see in wet conditions when single pane glass would fog up.
The double layer glass is much easier to defrost. Better visibility in stormy weather increases
driver situational awareness, which enhances safety.

Accidents
Most school bus accidents involve other vehicles hitting a bus. School bus drivers are among
the most highly trained and safe motor vehicle operators on the road.

This analysis of Concord/Concord-Carlisle’s school bus accident statistics uses a selection of
all accidents involving a school bus in the Massachusetts Registry of Motor Vehicles (RMV)
accident database covering 2002-2010 (as much school bus accident data as they have).

The table below shows the results of our analysis. The percentage of accidents in
Concord/Concord-Carlisle possibly caused by a school bus driver is not significantly different
from the percentage found both in neighboring towns and in the rest of the state as a whole.
Acton has an in-house system. Sudbury contracts with First Student, Lexington with C&W,
Lincoln with Doherty and First Student, and Bedford and Carlisle with Bedford Charter.

Massachusetts Registry of Motor Vehicles records of school bus accidents
2002-2010
Percentage possibly
contributed to by school bus All Bus driver
Towns driver accidents | contributed
Concord 31% 39 12
Acton 25% 8 2
Carlisle 50% 4 2
Sudbury| 21% 19 4
Bedford 56% 16 9
Lincoln 43% 7 3
Lexington 47% 15 7
State Total 21% 4519 943

19 This raises an interesting question: Do school buses transporting parties dilute the safety provided by the special
colors and “school bus” labeling?
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Why do the percentages vary so much town-to-town?

School bus accidents are infrequent and random. Accident statistics for individual towns vary
widely from year to year. The percentages vary because of the relatively small number of
accidents in each town, even over the nine year period covering 2002 -2010. While the
percentage variation is large, it does not conclusively reflect an actual difference in driver
performance. Concord/Concord-Carlisle’s drivers have an accident record that is about the same
as drivers in neighboring towns, given the limited sample.

The following table shows school bus accidents by town by year. School bus accidents are
random events. Yet if the sample area is large enough, as is the case with the State Total, the
variability is less as a proportion of the total count. Concord varies from 1 to 11, while the state
varies from 471 to 569. Smaller samples produce greater variance.

School Bus Accidents by Town by Year
Towns 2002 2003 2004 2005 2006 2007 2008 2009 2010 total

Concord 8 11 2 1 3 5 4 2 3 39
Acton 1 2 0 1 0 1 1 3 0 9
Carlisle 0 0 1 0 0 1 0 2 0 4
Sudbury 2 2 3 1 5 0 1 2 3 19
Bedford 2 4 1 1 0 1 2 5 2 18
Lincoln 2 1 0 3 0 0 1 0 0 7
Lexington 5 2 3 0 0 1 2 0 2 15

State Total 491 555 480 510 471 460 501 569 482 4519

More discussion of school bus accident statistics, including other ways to visualize the data,
can be found in Appendices D, E, F and H. These appendices discuss how CTC processed RMV
data to derive these results as well as how one can better interpret the statistics. They also
provide a snapshot of the administration's findings and why these results differ.

In May, the school administration presented safety statistics to the School Committee (see
Appendix D for the statistics and for a brief description of the history of the presentation).The
presented result (displayed in the second table in Appendix D) appeared to show that
Concord/Concord-Carlisle had 13-times more accidents per mile than First Student and 2-times
more accidents than C&W

The proportion of accidents caused by the bus drivers in Concord, Lincoln (First Student &
Doherty), Sudbury (First Student), and Lexington (C&W) are too similar to support the school
administration’s conclusion. Most school bus accidents are not caused by the school bus driver.
For Concord/Concord-Carlisle to have 13 times as many accidents per mile as First Student
operating in Sudbury, somehow all drivers in Concord/Concord-Carlisle would have to be
crashing into school buses 13 times more often per mile than they do in Sudbury. Traffic
conditions vary town to town, but not that much. Clearly, the school administration’s statistics do
not reflect the same data as the statistics presented here.
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Driver Turnover

Low turnover increases safety because drivers are more familiar with the town, students,
their families, and the local transportation system. Low turnover is an indication that the town is
providing drivers with a reasonable working environment where they can get work satisfaction.

Concord/Concord-Carlisle’s current turnover rate is lower than outsourcing companies
despite the recent turmoil surrounding and within the department. Before 2010 the rate was about
4%. The rate may be higher currently because of driver uncertainty about the future of working
in Concord/Concord-Carlisle. Even with the uncertainty, our turnover rate is lower than First
Student’s. A brief investigation into other towns showed that Concord/Concord-Carlisle’s
turnover rate is comparable to those towns.

Annual Turnover Rate

Provider Annual Turnover
Concord 8%
Foxboro 4%
Cohasset 2%

First Student 10%

Paid Sick Days

Concord/Concord-Carlisle drivers may take one paid sick day per month. First Student
allows up to four unpaid sick/personal days per year. If a First Student driver takes 5 or more
(unpaid) sick days in a year they sacrifice their annual bonus.

Concord/Concord-Carlisle’s policy on sick days results in drivers who are less likely to show
up for work with an illness. This increases the safety of our system:

« Healthy drivers drive more safely and are more effective at dealing with children.
« Contagious drivers might also infect students, potentially spreading disease into the student
population and beyond.

Paid sick days increase safety and general health during flu season.

Level of Service

The number of bus routes and stops affects safety. More bus stops relative to a given
enrollment means bus stops can be closer to student’s homes. Concord/Concord-Carlisle picks
up students at their home in areas where it might be unsafe for students to walk, especially on
dark winter mornings. More bus routes decreases the number of bus stops per route. Fewer bus
stops per route means less travel time for the students, which increases safety and reduces the
potential for delays.
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Comparative Level of Service

Level-of-Service

Average

Average stops per
Towns| Enrollment Routes Stops  [students/stop route
CCHS 1209 43 600 2.02 13.95
Concord k-8 1991 95 1595 1.25 16.79
LSRHS 1601 34 563 2.84 16.56
Sudbury k -8 3102 59 1332 2.33 22.58
Lincoln k-8 505 14 266 1.90 19.00

The table above shows that Concord/Concord-Carlisle’s level of service is higher than
surrounding towns. Buses pick up and drop off students closer to home and drive shorter routes.
Possibly this higher level of service encourages more students to take the bus. Another reason
may be that Concord/Concord-Carlisle does not charge a fee, whereas Sudbury charges a fee to
families living within 2 miles of schools ($350 per student per year with an annual $650 cap per
family). Though it is difficult to measure precisely, Concord/Concord-Carlisle buses typically
transport about 70% of our students to and from school, whereas in Sudbury reportedly about
60% of students ride the bus. Increased ridership increases safety.

Why bus fees reduce safety

Fees reduce the number of students using the bus to get to school. Fees reduce safety because
more students are walking, biking, or driving to get to school. Fees also create administrative
costs. School systems that charge fees in Massachusetts hire extra help in the summer to register
students for pick up, collect fees and issue bus passes. Late registrations (after the end of July)
may require rerouting buses and altering bus schedules. One town surveyed offers a $50 discount
for payment before mid July. The transportation manager of that town indicated many families
still sign up as late as October, complicating her bus routes and sometimes creating complete
changes in routing. Having no fees eliminates the work of registering riders, collecting fees and
rerouting buses to pickup and drop off those who register late. No fees encourages ridership,
which increases safety for students and reduces traffic congestion at schools.

Most of the fee-charging towns surveyed advised that if the town considers fees'*, it should
also consider the reduced safety, increased congestion, and increased administrative costs
associated with fees and reject the proposal.

Safety - Conclusion

To reiterate: School buses are the safest mode of travel for students to and from school.
Statistically, Concord/Concord-Carlisle’s accident performance is not demonstrably different
from that of its neighbors. However its maintenance record, personnel policies, and level of
service are noticeably better than those of private contractors. CTC sees no reason to outsource,
and many reasons to retain transportation in house, based on safety.

! (from the 5/8/2012 school committee meeting minutes -- emphasis added)

“Transportation Report and Survey Results. .. Ms. Rigby stated that 840 parents responded to the survey resulting in an
overall participation rate of 27%. Many comments were received and it was noted in the sentiments that we should not be
charging bus fees and there was some support for bus fees but not expensive bus fees.. «
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Social Factors

A number of intangible social factors play into the question of retaining the transportation
department. The school bus driver is frequently the first and last contact a student has with the
schools on any given day. The drivers do more than merely operate the buses. They receive Open
Circle' training and are part of the educational team for any student on their route who has
special needs. They also establish the tone on the bus, extending the anti-bullying norms of the
schools to the buses. They are in every sense members of the broader community.

The drivers contribute to the community at large in significant ways. As with other
communities nationally, they act as an informal neighborhood watch.™® As one driver said, “If
you get a new car, we know it. If there’s a strange car in your driveway, we know that, too.”
They also assist public safety, reporting downed trees and similar hazards. Many citizens
commented, either privately or at the Committee’s hearings, on how the drivers connect to the
school community beyond the basic requirements of their jobs. When a team has an away game,
the driver(s) often will watch and cheer for them. Drivers will sometimes join in on field trips, as
well. Perhaps the most powerful demonstration possible of this connection can be seen in the
outpouring of grief and sympathy following the recent death of bus driver Gary Garafola. That
he touched the lives of many students and their families profoundly seems beyond doubt.

It is important to appreciate all the different parts of the school system. Concord/Concord-
Carlisle parents have overwhelmingly indicated the importance of the drivers to their child’s
educational experience. One parent observed at a Committee hearing that to define
transportation as somehow not central to the schools effectively declares that transportation
employees are less important.

The local community also appears to place significant value on the quality of service
provided by the transportation department. If there is a problem of some kind, whether it is a
musical instrument left on the bus or a mix-up about stops, when parents call transportation, they
are used to having the call answered by a local person who has some responsibility and who
reports to another local person. Many parents have commented on their experiences in other
towns where they called the local transportation department and could only speak to a busing
company employee who was completely unhelpful. The contrast with Concord/Concord-
Carlisle’s transportation department could not be more powerful.

Concord/Concord-Carlisle also places a high value on environmental awareness and on
“buying locally.” Many private contractors are large national or international corporations, so
that tax dollars spent with them are less likely to remain in the local area. Moving the bus depot
away from a central location is also environmentally careless, since the additional fuel
expenditure is certainly non-trivial.

2>0Open Circle” is the portion of the curriculum devoted to social issues, such as anti-bullying
13 See, for example, http://www.pbs.org/newshour/rundown/2012/09/williston-area-schools-suffer-bus-driver-
shortage-on-first-day-of-class.html
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Most of these issues have more to do with personal philosophy than they do with the dollar
cost of transportation. Yet it is clear that these issues speak to the community. It would therefore
be both irresponsible and non-responsive to the taxpayers to make a decision about outsourcing
that did not explicitly address these issues.
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Emergency Preparedness

The transportation department does more than bus students at the beginning of school and at
the end of the school day. The buses are used for additional functions related to the school such
as the late bus, transportation to sporting events and other extra-curricular activities such as the
prom. The buses are also used during the day for field trips.

Non-school related activities such as Concord Recreation Programs also make use of the
buses. These additional functions are all planned and scheduled in advance.

The transportation department also has an important function, which is planned but not
scheduled. Concord’s emergency preparedness plans rely on the transportation department for
certain functions.

CTC looked at the town’s emergency preparedness plans to gain an understanding of how the
transportation department and the school buses are integrated into the plan. CTC also examined
other towns to gain an understanding of how they address emergency preparedness and if and
how they integrate school buses.

Concord

The town of Concord has Emergency Preparedness plans overseen by the Chief of the Fire
Department and the Local Emergency Planning Committee. The town has a manual consisting of
a large three ring binder** which includes procedures on what to do in case of specific types of
incidents such as fires, chemical spills, or floods. The procedures include details that are both
location and incident specific. Locations include both public and private facilities (e.g., Alcott
School, a nursing home, and MCI - Concord). The plan recognizes that responses will be
different based on both the type of incident and location.

One of the concerns when an incident occurs at a location that has a large population is what
to do with that population. The Emergency Preparedness plan includes scenarios which
contemplate the use of various vehicles to either transport persons from the facility or to
temporarily hold the persons; this second method is referred to as shelter in place.
