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        Transportation Study 

          Progress Report June 20, 2018 

 The purpose of this document is to provide the Lakewood Board of Education with an 

update as to the current status of the transportation study.   To date the following has either been 

completed or is in progress: 

Data: 

 To date the following data has been collected from both the Public School Transportation 

Department and the LSTA: 

  a. All bus routes--including charter and special education (Public and  

   LSTA).         

  b. Student files         

  c. 2017-18 budget information.       

  d. All Public and LSTA contracts      

  e. Labor costs (public)        

  f. Maintenance invoices        

  g. Personnel lists         

  h. Maintenance invoices (2017-18).      

  i. Contractor contact information      

  j. Driver route sheets        

  k. Public and private school bell times.      

   

Progress to date: 

 The route sheets provided by the Lakewood Transportation Department generated by the 

Versatrans system were reviewed.   In order to compare the accuracy of the route times, 

capacities, and distances traveled between what is shown on the Versatrans route sheets and the 

actual times and distances (real time) the drivers were provided with route sheets requesting that 

they record the start times for each of their runs, distances traveled and head counts.  This was 

done for a two day period.    From this the actual drive times, distances and head counts were 

compared to the Versatrans reports.  While this is still in progress there are differences between 

the computer generated times, distances and loads and the real world.   One caution here is that it 

is my understanding that these were calculated on out dated map data in Versatrans, but there are 

issues that still will exist even with the new version.  Mainly that all arrival and departure times 

are calculated on bell times, these do need to be adjusted to reflect actual times.  It is also 

important to verify that the distances measured by the computer program are accurate.  The good 

news here is that the LSTA has been using the updated maps and the distances do appear to be 

quite accurate (I have checked this against my own programs).  I am also doing over the road 

measurements which should be completed within the next week. Accuracy of distances is 

essential to determining not only route length and time, but also in terms of assessing 

transportation eligibility. We are also looking a routing efficiency.   This includes an analysis of 

the percentages of capacity to loads on each bus, the number of buses being used by the public 

schools (both District owned and contracted),    Although it is too early to draw any conclusions.  
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 One of the concerns we have is the NUMBER of bus routes that currently exist and more 

specifically why the District has a number of contractors doing public school regular education 

routes (with a few short term contracts in the mix).    It appears that the District, which is 

transporting approximately 5,500 students, should have an adequate fleet to handle this number, 

especially when you consider all vehicles (large and small).        

 We are also doing an analysis of students receiving non-mandated transportation in order 

to see if all guidelines are being followed.   This does include an analysis of hazardous street 

crossings.            

 The object to add all costs per vehicle to determine that actual annual and daily cost per 

bus. We can then compare those costs (driver time, maintenance, benefits, insurance, overtime, 

etc.).  To the average daily costs of contractors so that the board can determine if fully 

privatizing is less expensive than District operated.       

 One other concern would be the way in which the Board bids buses.  Currently all bids 

are done on a route basis--if privatizing is actually the outcome of this study then bid structures 

should be based upon packages--however, that analysis will be in later reports.   

       Table 1:  Public School Capacity Analysis 
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 Table 1 is based upon the data from the driver sheets.  Please note that a route is not a 

bus.  Most of the 54 passenger buses are used 3 times.  The average capacity is based upon each 

bus being used three times.   There are three tiers in the morning and afternoon.
1
  At peak, Tier 1 

requires 28 District owned vehicles; tier 2, at peak, requires 27 District-owned vehicles and tier 

3, at peak, requires 25 District-owned vehicles.  The District currently owns thirty-five 54 

passenger vehicles.  That leaves seven 54 passenger buses available (of which one or two may be 

kept aside as spares).   There are also a number of 24 passenger vehicles which might be swaped 

with large vehicles which are well under capacity (I have counted approximately 20 of the 54 

passenger buses with headcounts below 20 students).    This is not a final analysis and should not 

be considered as such, however these average percentages and average loads are of concern and 

are being further analyzed.   In addition to these routes there are also 67 contracted routes to the 

public schools.   We do not have load/capacity figures for these, but are requesting them from the 

vendors.   Again, given the load percentages of the District-owned buses we have some questions 

regarding the need for so many contracted public school routes (and these do not include charter 

school or special education routes.  Also, mixed into these contracts are several short term 

contracts--which I assume were bid for overloads or other short term solutions.   We need to 

determine if these issues could have been through some rerouting as opposed to contracting.  

I want to emphasize that this is not conclusive but we are in the process of further looking into 

these matters.           

 The goal of this study to present to the Board the real cost (both annually and daily) for 

                                                 
1
 Bell times--are not an issue in this District.  There is adequate time between the arrival and dismissal times at each 

school to allow buses to complete their missions and get to the next school. 

District Owned Total Routes Average Average 

Load Percentage

Large Bus (54 Passenger) 87 27.79 51.47%

Small Bus 63 8.1 34.03%
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each bus in the system to compare against the daily rates of contractors in order to make the 

decision between District-owned and contracted.    Again, I must emphasize that this update is 

still preliminary.   What is stated in this update are concerns that have arisen out of my analysis 

of data and conversations with personnel.   As we go further through the data (and also when I 

receive the summary of the 2017-18 expenditures in July) we will expand our analysis. 

Addendum to June 20th Update 

 Although it is still in the preliminary phase I am finding that there are significant issues 

regarding the District operated transportation program.   These are: 

  a. A low load versus capacity percentage, on average, for both 54 and  

              24 passenger buses (non-special education).     

  b. Too many bus stops.  Stop locations need to be evaluated.   

  c. There appear to be some poorly designed routes.    

  d. There appear to be too many contracted non-special education routes.   

   There are a number of 30 day contracted routes.  This indicates, in my  

   opinion,  is that transportation issues are resolved by throwing more buses  

   at them than using re-routing techniques.     

  e. Although I am told that the Versatrans map has been updated and that it is  

   now being used for routing I am not sure why this was so late in   

   happening, especially since the LSAT had an update in mid-year and is  

   fully implemented.   The map that was used for 2017-18 by the District  

   was inaccurate.   This is why I have spent a couple of days measuring  

   distances to insure that route mileages are correct and that eligibility is  

   measured correctly (still under analysis). 

 Although I am NOT drawing any final conclusions to this point I really believe that there 

are serious management and technical issues which may be both financially and structurally 

inefficient. 


