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EXECUTIVE SUMMARY

Project History

Pursuant to Ohio Revised Code Section 3316.042, the Auditor of State’'s Office may conduct a
performance audit of a school district in a state of fiscal watch or fiscal emergency, and review any
programs or areas of operations in which the Auditor of State believes that greater operational
efficiencies or enhanced program results can be achieved.

The Auditor of State, Local Government Services Division (LGS) declared a$2.5 million deficit for
fiscal year ending June 30, 1999 and the Auditor of State placed Brooklyn City School District
(BCSD) infiscal emergency on April 28, 1999. Under Ohio Rev. Code Section 3316.03, the Auditor
of Stateisrequired to declarethat aschool district isin astate of fiscal emergency if itis determined
that: (1) under the law relating to potentially insolvent school districts, the Auditor has certified an
operating deficit for the school district for the current fiscal year which exceeds eight percent of the
district’s General Fund revenue from the preceding year, (2) the unencumbered cash balance in the
district’s General Fund at the end of the prior fiscal year, less any advances of property taxes, was
less than eight percent of the district’s General Fund expenditures for such prior year, and (3) the
district voters have not passed a levy that the Auditor of State expects to raise enough additional
money in the next fiscal year so that the conditions described in items 1 and 2 above will not existin
the next fiscal year.

The analysis conducted of the Brooklyn City School District, by the Auditor of State (LGS), for the
purposeof determining whether thedistrict met the conditionsoutlined abovedisclosed thefollowing:

1. An operating deficit of the General Fund, at June 30, 1999, in the amount of $2.5
million. Thisamount exceeds eight percent of the general fund revenuesfor the prior
fiscal year.

2. The district’ s unencumbered cash balance for the preceding fiscal year was a deficit
of $614,000. This amount is less than eight percent of the preceding fiscal year
expenditures.

3. The district passed a 6.2 mill renewal levy in May 1999 which will generate annua
revenue of $2.175 million. Renewal of this levy does not provide new revenue and
BCSD’s FY 2000 fund balance is forecasted to be a deficit of $3.13 million.

Pursuant to Ohio Revised Code Section 3316.041, the Auditor of State's Office initiated a
performance audit of the Brooklyn City School District. Based upon areview of BCSD information
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and discussions with the Superintendent and the Ohio Department of Education, the following four
functional areas were selected for the performance audit:

Financia Systems
Human Resources
Facilities
Transportation

Planning for the performance audit began in May, 1999, and the actual performance audit was
conducted primarily during the months of June, July and August, 1999.

The goal of the performance audit process is to assist the district and the Financial Planning and
Supervision Commission (the Commission) in making decisions with the objective of eliminating the
conditions which brought about the declaration of fiscal emergency. The performance audit is
designed to develop recommendations which provide cost savings, revenue enhancements and/or
efficiency improvements. Another objective of the performance audit is to perform an independent
assessment of the district’s financial situation, including development of a framework of afinancia
recovery plan. Therecommendations contained within the performance audit will provide one major
resourceto thedistrict and Commission in devel oping afinancial recovery plan. However, thedistrict
and Commission are encouraged to assess overall district operations and to develop other
recommendations not contained within the performance audit.
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Financial Planning and Supervision Commission

Asaresult of the Auditor of State declaring BCSD in astate of fiscal emergency, and in accordance
with Ohio Revised Code Section 3316.05, a Financial Planning and Supervision Commission was
created. This Commission, by law, has broad fiscal and management authority to deal with BCSD’s
financial problems. Commission membership includes the following:

the Mayor of the City of Brooklyn

The Superintendent of Brooklyn City School District

The Superintendent of Public Instruction or designee

The Director of Budget and Management or designee

An appointment of the Governor

An appointment of the Mayor

An appointment of the Superintendent of Public Instruction who shall be a parent of a child
attending school in the district.

Ohio Revised Code Section 3316.06 requiresthe Financial Planning and Supervision Commission to
adopt afinancia recovery plan within 60 days of its first meeting. The fiscal emergency legidation
stipulates that the plan must contain the following provisions:

I Eliminate the emergency fiscal conditions that prompted the Auditor of State’s declaration
of fisca emergency

Satisfy judgements and any past due payables and/or payroll and fringe benefits

Eliminate deficits in applicable funds

Restore to special funds any amounts borrowed or improperly used

Balance the budget

Avoid future deficits

Stay current in al accounts

Avoid future fiscal emergency conditions

Restore the school district’s ability to market long-term obligations.

The Commission has the following powers, duties and functions:

1 Review or assumeresponsibility for the devel opment of all tax budgets, tax levy and bond and
note resolutions, appropriation measures, and certificates of estimated resources to ensure
they are consistent with the financial recovery plan

Inspect and secure pertinent documents

Review, revise and approve determinations and certifications affecting BCSD made by the
County Budget Commission or the County Auditor

Bring civil actions to enforce fiscal emergency provisions
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Implement steps necessary to bring accounting records, accounting systems and financial
procedures and reports into compliance with the Auditor of State'srules

Assume responsibility for all debt issues

Make and enter into all contracts necessary or incidental to the performance of its duties
Implement cost reductions and revenue increases to achieve balanced budgets and carry out
financial recovery plan.

The Financia Planning and Supervison Commission is currently reviewing al monthly financia
reports, andismonitoring the processesfollowed by BCSD for al expenditures. The Commissionwill
continue in existence until the Auditor of State, or the Commission itself, determines that

Anéeffectivefinancia accounting and reporting systemisinthe process of being implemented,
and is expected to be completed within two years

All of the fiscal emergency conditions have been corrected or eliminated, and no new
emergency conditions have occurred

The objectives of the financial recovery plan are being met

The BCSD Board of Education has prepared a financial forecast for afive-year period and
such forecast is, in the Auditor of State’s opinion, “nonadverse.”
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District Overview

The Brooklyn City School District (BCSD) islocated adjacent to the City of Cleveland in Cuyahoga
County. Thedistrict encompasses approximately 4.2 square milesand serves 1,353 studentsresiding
in the City of Brooklyn. The City of Brooklyn has a population of approximately 11,700. The
district’s average daily membership (ADM), per the October 1998 ADM count for FY 1998-99 is
1,353, approximately five percent higher than the previous fiscal year’s ADM of 1,287. Prior to
FY 1998-99, BCSD has exhibited a stable enrollment with only minor fluctuationsin ADM. BCSD’s
student attendancerateis 94.2 percent, compared to the peer group average of 94.9 percent and the
statewide average of 93.6 percent. Thedistrict’s ninth grade proficiency passage rate is 50 percent
which is significantly lower than the peer group average of 61 percent and the state average of 55
percent. BCSD met 10 of the 18 standards on the recently issued district report card, placing it in
the category of continuous improvement.

BCSD’s current financial difficulties are due in part to the unappropriated purchases of new phone
systemsand computersfor approximately $825,000in FY 1995-96, decisionsto grant wageincreases
and early retirement incentivesin the collective bargaining agreement negotiated in FY 1996-97 and
decisionsto increase staff in FY 1997-98 despite the fact that the district had an operating deficit in
the previous year. Some of these decisions were the result of administrators utilizing forecasts and
budgets which overstated revenues and understated expenditures.

BCSD had a cash deficit of $2.5 million on June 30, 1999, as certified by the Auditor of State. As
aresult, the digtrict received $2.5 million from the State Solvency Assistance Fund on May 7, 1999
and is obligated to repay $1.25 millionin FY 1999-00 and $1.25 million in FY 2000-01. In addition
to the increased debt ratio, the current financial forecast shown in Table A-1 of the Financial
Systems section of this report shows significant operating deficits from FY 2000 through FY 2004.
The actual FY 1999 unencumbered cash balance was $696,000. This balance was lower than
originaly projected by the district and is not sufficient to address the projected deficits which start
at $3.66 million in FY 1999-00 and are projected to reach $9.52 million in FY 2003-04.

Votersin the City of Brooklyn have been generally supportive of the schools as evidenced by thefact
that 50 percent of the tax issues placed on the ballot in the last ten years have been successful. As
aresult, BCSD receivesrevenuestotaling $8,265 per pupil, ranking it 31% out of the 611 Ohio school
districts. However, in contrast to its revenues, per pupil expenditures in the district total $9,261,
which ranksit 11th highest in the state. Based upon the results of the performance audit and current
expenditures per pupil, BCSD needs to make more efficient use of current financial resources before
seeking additional tax revenues. The pattern of expenditures exceeding revenues has contributed to
deficit fund balances in FY 1996-97 and FY 1997-98. Assuming a continuation of current
expenditure patterns, the deficit balance is projected to grow to $9.52 million in FY 2003-04.
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Asalabor intensive organization, BCSD expends approximately 84.4 percent of its operating budget
to fund payroll and fringe benefit costs. Furthermore, while the district had a FY 1997-98 average
teacher salary of $41,397, approximately 43 percent of al teachers had calendar year gross earnings
of over $50,000 and more than 10 percent earned between $60,000 and $68,500.

For FY 1997-98, the district had General Fund operating expenditures which exceeded operating
revenue by 11.8 percent. Analysis shows this deficit to be due primarily to unsound management
decisions and poor financial forecasting in recent years. In addition, many areas of the district’s
financia operations were determined to contain significant internal control weaknesses and/or were
noncompliant with various sections of the Ohio Revised Code. This trend will continue unless the
district takes the current opportunity to reduce staffing levels and negotiate with its bargaining units
fair and equitable contracts that do not place a greater burden on the taxpayers of the community.

In FY 1997-98 the district employed approximately 218 employees, including approximately 102
teachers. Thetotal number of employees hasincreased by 30 percent since FY 1994-95. Generdly,
staffing levels appear to be high and exceed the peer district average by approximately 26 percent.
The district has 41 traditional middle school classes and 37 traditional high school classeswith 15 or
fewer students. BCSD maintainsa19.9:1 student teacher ratio in e ementary schoolsa15.7:1 student
teacher ratio in the middle schools and a 16.5:1 student/teacher ratio in the high schools.

Ananalysisof average salariesfor BCSD showsthat the certified employeesare hiredin at the second
highest salary compared to the peer districts, and the district remains second highest at all key points
ontheteacher’ ssalary schedule. While average custodial salariesare below the peer district average,
mai ntenance personnel earn 30 percent more than the peer average salary. BCSD teachersaveraged
6.4 sick days per teacher in FY 1997-98 and classified employees averaged 10.5 sick days per
employee.

BCSD’s annual insurance cost per employee is the second lowest when compared to the peer
districts. The district’s fringe benefit expenditures for certificated personnel are below the peer
average and the statewide average. Fringe benefit expendituresfor classified personnel are below the
peer average and dightly above the statewide average. Currently, the board pays the employee
portion for medical, dental and vision benefits for the administrative and exempted groups. In
addition, the board also pays 9 percent and 9.3 percent respectively for the administrative and
exempted groups' portion of STRS or SERS contributions.

BCSD operates two elementary schools, one middle school, one high school, one stadium, and one
transportation facility. The average age of the four school buildings is approximately 50 years. In
1997, the Ohio Legidative Budget Office estimated that the cost to bring BCSD facilitiesto current
design standardswoul d be approximately $23.8 million. Inorder to appropriately addresseducational
needs and space availability, the district should formally adopt methodologies for projecting
enrollments and functional capacity utilization. Based on current grade configurations, projected
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enrollment increases of 1.2 percent per year, and planned class size reductions, school closures do
not appear to be feasible. Enrollment projections and capacity analyses should be updated on a
regular basis.

Thedistrict should also eval uate the adequacy of funding for future capital improvements. Currently,
a 1.0 mill levy provides the district with approximately $225,000 annualy for permanent
improvements. H.B. 412 set-asidesfor capital improvements should generate an additional $484,000
over the next four fiscal years.

In FY 1997-98, the custodia staffing level resulted in one FTE for every 23,388 square feet. Each
custodial/maintenance employee was responsible for maintaining 50,117 square feet, which is 35
percent less than the peer district average. As part of its expenditure reduction plan, the district
temporarily reduced staffing by 5 FTE custodian/cleaners and 3 FTE custodial/maintenance
employeeswhich brought staffing morein linewith peer averages and industry standards. BCSD has
the highest amount of overtime paid per full-time custodian and tradesman when compared to the
peer districts. While the district keeps track of overtime expenditures, it does not monitor reasons
for its use.

In 1994, BCSD issued debt in the amount of $4.2 million to complete severa H.B. 264 energy
conservation projects. Inaddition to lighting upgrades, temperature controls, and roof, window and
door replacements, the district has also used H.B. 264 funds to purchase carpeting, computers,
furniture, window treatments, treadmills and televisions which have no apparent link to energy
conservation. The district has not complied with the requirement to document and certify energy
consumption and cost savings information during the period for which H.B. 264 debt remains
outstanding

In the area of transportation, BCSD’ s operating ratios for regular and specia needs students appear
high when compared to the peer districts. Approximately 1,132 students are eligible for
transportation and the district operates 12 buses. The district has eight buses more than 12 yearsold
and two which exceed the mileage criterion of 200,000 miles. The district needs to plan for the
replacement of these buses at a cost of approximately $450,000. However, the district does not have
along-term plan which addresses the replacement of the aging buses or which identifies potentia
funding sources.

Operationadlly, the regular per student transportation costs exceed the peer district average by
approximately 41 percent. The per student transportation costsfor special needs studentsexceed the
peer district average by 43 percent. Reductions in transportation costs can be achieved by revising
the transportation policy, increasing student capacity per bus and implementing paymentsin lieu of
transportation for the parents of selected specia needs students. Cost reductions may also result
from more effective use of school bus transportation routing optimization software. If successfully
implemented, this software could potentialy reduce the bus fleet by 10 to 25 percent.
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In order to achievefinancial stability, BCSD faces several difficult challengesincluding the reduction
of staff, curbing payroll and benefit costs, meeting statutory requirements such asHouse Bill 412 set-
asides, while maintaining high standardsfor the education of its students. House Bill 412 establishes
additional accountability standards for school districts and requires financial set-asides for critical
educational itemsincluding textbooksand capital improvements. However, these state mandated set-
asides have been eased beginning in FY 2000-01 which should have a favorable financial impact on
the district in future years.

Thedistrict’ snegotiated agreementswith bothitscertificated and classified empl oyeesexpirein 2000.
Prudent concessions by both unions, along with some structural changes and cost reductions by the
district appear to bethe most effective meansfor addressing thedistrict’ sfiscal crisis. Ataminimum,
the district must examine its salary and benefit structure, staffing levels in both certificated and
support service areas, and the size of potential cost of living increases as it approaches negotiations
with both bargaining units.

The performance audit provides a series of recommendations with possible cost reductions, revenue
enhancements, and redirected servicesor efficiency improvementswhich management should consider
when making the important decisions necessary to maintain the educationa standards BCSD has
provided. Therecommendations have the potential to dramatically improve the financia stability of
the district without major tax increases.
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Summary Result

Thesummary result of the performance audit iscontained on pages 1-10 through 1-19. Thesummary
result is followed by overall performance audit information including a definition of performance
audits, the objectives and methodology of performance audits, and peer district comparisons of key
information.

The performance audit examines four major areas of BCSD operations. A summary of background
information, major findings, major commendations, ma or recommendationsand financia implications
isprovided for each area. However, athorough analysis of each of thefour areas, including detailed
findings and recommendations, is contained within the corresponding sections of this report. All
interested parties are encouraged to read the entire report.

The results of this performance audit should not be construed as criticisms of BCSD management.
The performance audit should be used as a management tool by BCSD, the Financial Planning and
Supervision Commission, and the community to improve operations within the district. BCSD is
facing a number of new legidative mandates which must be implemented and which could have
financial implications. As BCSD addresses these issues, the performance audit provides a series of
findings and recommendations which BCSD should consider in its decision-making process. Each
section of the performance audit contains commendations concerning certain aspects of district
operations which should not be diminished.

A table representing a summary of financial implications of the recommendations is presented on
pages 1-20 through 1-21. However, the performance audit also contains a number of
recommendations which may generate cost savings or result in enhanced service delivery within
district operations and should not be overlooked. If implemented, these recommendations would
improve the operational efficiency and effectiveness of BCSD in achieving its educational mission.

The performance audit is not afinancial audit. Therefore, it was not within the scope of thiswork to
conduct a comprehensive and detailed examination of BCSD’s fisca records and past financia
transactions. However, copies of the financial audits are available through the Auditor of State's
Office.
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Financial Systems

This section focuses on the financial systemswithin BCSD. The objective is to analyze the current
financia condition of the district, including an evaluation of the internal controls and develop
recommendations for improvements and efficiencies.  Within this section, the district’s financial
forecast isassessed for reasonablenessand an additional forecast i s presented representing the auditor
of state's assessment of the district’s financial condition.

Background: Becausethedistrict wasfacing a$2.5 million operating deficitin FY 1998-99 that met
al the conditions identified in ORC § 3316.03, the Auditor of State placed BCSD in fiscal watch.
ORC § 3316.04 requires the Auditor of State to declare a school district to be in state of fiscal
emergency if thedistrict’ sboard of education failsto submit an acceptable financial recovery planto
the State Superintendent within 60 days of being placed in fiscal watch. After being placed in fiscal
watch, the board adopted a resolution stating that it would be unable to submit an acceptable plan
within the statutory period. Asaresult, on April 28, 1999, the Auditor of State declared BCSD to
be in a state of fiscal emergency. While in fiscal emergency, a financial planning and supervision
commission has been formed and given oversight authority to balance the district’s budget.

Findings: BCSD’s current financial difficulties appear to be the result of unappropriated purchases
of new phone systems and computersfor approximately $825,000 in FY 1995-96, decisionsto grant
wage increases and early retirement incentives in the collective bargaining agreement negotiated in
FY 1996-97 and decisions to increase staff in FY 1997-98 despite the fact that the district had an
operating deficit in the previous year. Some of these decisions were due, in part, to administrators
utilizing forecasts and budgets which overstated revenues and understated expenditures.

A financial forecast was prepared by the district in May 1999 to model the effects of the recovery
plan. This forecast projects the district achieving a positive unencumbered cash balance of $1.7
million by FY 2002-03. However, the forecast does not accurately project the requirements of H.B.
412 and it includes revenue in the genera fund which does not comply with ORC § 5705.10.
Additiondly, the district’ s forecast does not project general fund transfers when past history would
suggest otherwise.

Appendix A, TableA-1 presentsaforecast for the district assuming no material changesin operating
expenditures or revenues. This forecast projects an operating fund deficit of $9.5 million by FY
2003-04. Differencesbetween Table A-1and F2.2 includethefact that revenues are projected based
on past history, expenditure reductions associated with the recovery plan are not incorporated,
legidative requirements have been adequately incorporated and transfers/advances are projected
based on past history to cover deficits in the enterprise funds. A second forecast is presented in
Appendix B, Table B-1 which incorporates the performance audit recommendations, including
savingsand implementation costs, and could serve asaframework for thedistrict’ sfinancial planning
and supervision commission asit developsthe financial recovery plan. Lineshave been added to the
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forecast to accommodate expenditure reductions associated both with the District’s recovery plan
and the recommendations identified in this performance audit.

Approximately 86 percent of the district’s total revenues are derived from local sources. In total,
BCSD receives revenues of approximately $8,625 per pupil, which ranks 31% out of 611 school
districtsin the state. In the same analysis, the district’ s expenditures per pupil of $9,261 ranked 11™
out of the 611 school districts in the state.

Many areas of the district’ sfiscal operations were determined to contain significant internal control
weaknesses and/or were noncompliant with various sections of the ORC. Examples of these
situations include inconsistent and inaccurate coding practices, the inability to reconcile cash, not
adopting formal budgets, improperly filing “412" certificates, and allowing purchases to be made
without encumbering the funds beforehand.

Because school districts have limited resources, their alocation between the functions of a district
isanimportant aspect of the budgeting process. Ananalysisof expenditures posted to variousUSAS
function codes indicates that BCSD allocated approximately 44 percent of its total costs towards
support services and 50 percent towardsinstruction. The peer averagesfor costs relating to support
services and instruction were approximately 40 and 55 percent respectively.

Recommendations: The district should develop detailed five-year forecasts with accompanying
assumptions and notes for major operating, capital and debt funds. A detailed financial forecast will
allow the board, the commission, the administrators and the public to better understand BCSD’s
financia condition.

Before asking the local community for additional tax dollars, the district should first show that itis
accountable by documenting the reductions made as a result of the financial recovery plan and the
performanceaudit. Theforecast showninAppendix B, TableB-1 projectsrecovery for thedistrict,
assuming that its existing revenues are maintained and that it aggressively implementsthe reductions
identified in the fiscal recovery plan.

While the district met 10 of the 18 report card standards defined in H.B. 650, there are many areas
where BCSD could improve. To accomplish this, the district should redllocate the monies it is
currently receiving towards those programs which will have the greatest impact on improving the
student’s education and proficiency test results. Other significant recommendations include the
following:

Perform a thorough review of the current account code structure

|dentify and reconcile the reasons for the current cash variance

Adopt formal budgets within the time frames established by ORC and board policy
Prevent purchases from being made in advance of securing avalid purchase order.
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Human Resour ces

Background: The human resources section evaluates the number, makeup and compensation of
BCSD employees. Primary functions of the human resources department (HRD) are recruiting and
selecting employees, monitoring compliance with employment standards, facilitating employee
performance evaluations, administering and monitoring the district’s grievance policies and
procedures, conducting disciplinary hearings, negotiating and administering labor contracts, placing
substitutesand maintaining job descriptions. The department has 1.66 full time equivalent employees
(FTE) and uses the EMIS and payroll system to assist in servicing the district personnel needs.

Findings:. BCSD does not currently use a human resource information system (HRIS).
Approximately 51.3 percent of BCSD’ s total FTES are direct instructional personnel. In addition,
BCSD hasthe highest number of FTESsin 17 categoriesand the highest total FTEs per 1,000 students
enrolled at 169.6 compared to the peer district average of 112.1. Approximately 100 percent of both
the middle and high school teachersteach three blocks or five periodsrespectively. BCSD maintains
a 19.9:1 student teacher ratio in elementary schools a 15.7:1 student teacher ratio in the middle
schools and a 16.5:1 student/teacher ratio in the high schools. Although the average salary for
teachers is the second lowest when compared to the peer districts, BCSD has the highest beginning
sdary for teachers with bachelors degrees. Additionaly, the district negotiated a revised saary
schedule which added the category of a Master’ 'Bachelors plus 36-hours. The district spent
approximatel y$227,586 for supplemental pay.

BCSD, spent $147,473 on substitute servicesfor FY 1997-98 including $90,154 in teacher substitute
costs. An analysis of substitute teaching days, shows that the district required a substitute teacher
for approximately 3.7 percent of the total teaching daysfor FY 1997-98. BCSD’saverage sick days
per teacher (6.4) and per classified employee (10.7) were the highest when compared to the peer
district averages of 5.7 and 7.3 days, respectively.

The district currently utilizes two health care plans, Medical Mutua of Ohio ( which isatraditional
plan) and Kaiser Permanente (whichisaHealth Maintenance Organization). Full-timeemployeesare
required to contribute five percent toward the premium cost for either plan. Part time employeesare
required to contribute towards the monthly premium based on the number of hours worked per year
and are only €ligible for single coverage. BCSD’sannual insurance cost per employeeisthe second
highest among the peer districts at $5,185 which is dightly lower than the 1998 state average cost
per covered employee of $5,376 as estimated by the State Employee Relations Board. The district
paysthe employee portion for medical, dental and vision benefitsfor the administrative and exempted
groups. Inaddition, the board aso pays 9 percent and 9.3 percent respectively for the administrative
and exempted groups' portion of STRS or SERS.

When compared to the peer districts, BCSD has the highest experience modifier and premium cost
per employeefor workers compensation. BCSD also hasthe highest number of medical claims filed
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per employee. Thedistrict hasenrolled in the Bureau of Workers: Compensation premium discount
program (PDP). However, the district has not yet implemented a return to work program for the
purpose of controlling workers' compensation costs.

The Brooklyn Education Association specifies a total of 186 contract days comprising 178
instructiona days, four in-service days, two parent-teacher conference days and two paid holidays.
Teachers receive three persona leave days which are converted to sick leave if they are not used.
The contract indicatesthat teacherswith five years of service may be granted sabbatical leavefor one
or two semesters. BCSD compensates employeesfor aminimum of two hoursfor al emergency call-
insituations. Additional compensation is provided for hoursworked in excess of the minimum. The
Brooklyn Classified Employees contract prohibitsthedistrict from subcontracting work which would
cause an employee to belaid off. The contract indicates that the board reserves the right to direct
the workforce. Classified employees may take their accumulated vacation after one full year of
service, but vacation days may not accumulate from year to year. Additionally, detailed descriptions
of the grievance process are contained in both contracts.

Commendations. BCSD, in cooperation with the teachers, haseffectively and efficiently structured
the teachers’ work day. The district hasimplemented a graduated benefit scale designed to prorate
the contributions required by part-time employees. BCSD encourages continued growth and
development of certificated employees through the professional growth program. Offering alump
sum buyout incentive to certificated employees who éect to retire in the first year of digibility and
notify thedistrict by March 15", enablesthedistrict toidentify staffing needsfor thefollowing school
year. Requiring teachersto teach in the district for three years upon returning from sabbatical |eave
helps to ensure that the district benefits from the transfer of knowledge. The establishment of a“use
it or lose it” policy for vacation days encourages the annual use of earned vacation. In addition, it
limits the accumulation of excessive vacation days and the potential financia liability for the district.
Establishing a maximum of five days to file grievances, precludes duplicate grievances from being
filed. Additionaly, contract language providing management with decision-making power in regard
to managing the employee work force alows the district more flexibility to make sound personnel
decisions

Recommendations: The performance audit identified staffing levels in areas the district should
review for possible staff reductions. The following table summarizes areas where staffing levels
should be reviewed when evaluating alternatives to deal with potential operating deficits in future
years. BCSD should develop procedures to monitor and improve productivity to offset the
operational impact of staff reductions.
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Staff Reductions by Position

Classification Section Number Estimated

of Position Basis Number Reduced Savings

Educational service | Establishing educational service

personnel personnel staffing levels $107,632 -
comparable to peer district 3 2-4 $215,264

Library/mediaaides | Establishing library/media aide
staffing levels comparable to peer

districts 3 1 $24,800
Establishing teaching aide staffing
Teaching aides levels comparable to peer districts 3 4 $97,385
Food service Establishing food service staffing
levels comparable to peer districts 3 5 $55,338
Establishing monitor staffing
Monitors levels comparable to peer districts 3 9 $132,203
Total $417,358 -
21-23 $524,990

Because of its financial situation, BCSD needs to complete a comprehensive staffing analysis to
determine which departments are overstaffed. However, specific personnel reduction restrictions
identified in the contract may preclude the district from reducing the work force for business,
educational or financial reasons and should be modified.

BCSD should initiate efforts to define requirements for selecting and implementing aHRI'S solution
to meet the HRD' scritical businessneeds. Reducing sick |eave taken by teachers by one or two days
could save BCSD approximately $7,386 to $14,772 annually in substitute costs. Also, reducing the
sick leave used by classified employees by four, five or six days could save the district approximately
$20,382 to $30,573 annually. BCSD needsto make managing and reducing the amount of sick leave
taken ahigh level of priority among thedistrict’ sadministration. Other significant recommendations
include the following:

1 Require employeesin the administrative and exempted groups pay the appropriate employee
portion of the benefits

Establish ajoint insurance committee on a permanent basis whose primary purpose would be
to review the health insurance programs and their associated costs

Require the employees in the administrative and exempted groups to pay the employee
portion of STRS or SERS

Implement performance measures to evaluate the training programs in accordance with
professional leave
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1 Re-negotiate language in the union agreement requiring specific personnel reduction
restrictions
1 Reduce the filing time for teacher grievances to within 10 days of the act or condition

Financial Implications: It is estimated that the implementation of all the recommendationsin this
section of the report would result in an annual savings of approximately $605,139 to $802,900.
Implementation costs would total approximately $11,125. In addition, a cost avoidance of
approximately $117,197 to $147,156 would be achieved fromreduced si ck | eave severance payments.

Facilities

Background: The facilities support staff is responsible for maintaining Brooklyn City School
Didtrict’'s (BCSD) facilities. The district consists of 4 schools, 1 stadium complex, and 1
transportation center which total 350,818 square feet. The average age of the school buildingsis
approximately 50 years. In FY 1998-99, the facilities support staff consisted of 25.4 full-time
equivaent (FTE) employees and had an annual budget of approximately $1.3 million. In 1990, the
Ohio Public School Facility Survey estimated it would cost about $15.2 millionto repair and upgrade
BCSD’ s facilities to the minimum codes for health and safety. In July 1997, the Ohio Legidative
Budget Office (LBO) updated the figures from the 1990 survey and estimated the current cost to
repair the district’ s facilities to be approximately $23.8 million.

Findings: The voters of BCSD have been generally supportive, passing permanent improvement
levies for more than 20 consecutive years. The current 1.0 mill levy provides the district with
approximately $225,000 annually to fund capital improvements. The district does not have a capital
improvement plan to guide how the levy revenue will be used.

In the last 10 years, BCSD’s student population has increased by 133 students. The student
population reached itsheight at 1,353 students during the 1997-98 school year. Thedistrict doesnot
develop enrollment projections. According to the Ohio Department of Education’ s projections, the
district’ senrollment will increase by an average of 1.2 percent, or 17 students per year, over the next
nine years. The district has not examined building capacity and utilization for several years. Based
on the current building configurations, all of the schools are operating below capacity. However,
with the current configuration of the schools, the projected increase in enrollment, and a plan to
reduce class size, school closures do not appear to be feasible.

In 1994, BCSD issued debt in the amount of $4.2 million to complete several H.B. 264 energy
conservation projects. Inaddition to lighting upgrades, temperature controls, and roof, window and
door replacements, the district has also used H.B. 264 funds to purchase carpeting, computers,
furniture, window treatments, treadmills and televisions which have no apparent link to energy
conservation. The district has not complied with the requirement to document and certify energy
consumption and cost savings information during the period for which H.B. 264 debt remains
outstanding.

Executive Summary 1-15



Brooklyn City School District Perfor mance Audit

The custodian/cleaners are responsible for cleaning the facilities and are supervised by the principals
and the director of business affairs. In FY 1997-98, the custodial staffing level resulted in one FTE
for every 23,388 squarefeet. Aspart of it’sfiscal recovery plan, the district temporarily reduced the
number of custodian/cleanersby 5 FTEsfor FY 1999-2000. Unlike custodial staffsin other districts,
BCSD'’ scustodian/cleanersare not responsiblefor opening and closing the buildings, maintaining the
grounds, or completing minor maintenance. Their scope of work islimited to cleaning the facilities.
Custodian/cleaners and maintenance staff are paid overtime for al hours worked in excess of 37.5
hoursin one week and for al time worked beyond 7.5 hoursin one day. Asaresult, BCSD hasthe
highest amount of overtime paid per full-time custodian and tradesman when compared to the peer
districts. The district keeps track of how much is spent on overtime, but does not monitor reasons
for its use.

The maintenance staff consists of seven custodial/maintenance employees and two buildings and
grounds/maintenance employees. In FY 1998-99, each custodial/maintenance employee was
responsiblefor maintaining 50,117 square feet, which is 35 percent lessthan the peer district average.
In FY 1999-2000, as part of its fisca recovery plan, BCSD reduced the number of
custodial/maintenancepositionsby 3 FTEs, increasing theamount of squarefeet maintainedto 88,705
per worker.  The current work order processing system limits management’s ability to make
effective decisions regarding the needs of the maintenance department. The district does not know
how many work orders are currently outstanding, and it has not established a method to monitor
worker productivity. The custodia/maintenance employees are responsible for completing al the
preventive maintenance in the district. However, the district does not have a written preventive
maintenance schedule detailing when each task is to be performed, nor does it have alog book to
record when the preventive maintenance tasks are completed. In addition to completing repairs, the
custodial/maintenance employees are required to perform weekend building checks year round on
Saturdays, Sundays and holidays.

Commendations: In an effort to reduce utility costs, the district began purchasing self-help gasin
1995 which has led to a savings of more than $16,000 in FY's 1997-98 and 1998-99. In February
1998, the district joined the Energy for Education program and is expected to save approximately
$219,000 on electrical energy costs over the next 8 years.

Recommendations. A multi-year capital improvement plan should be devel oped to help ensure the
most critical repair work is completed as funds become available. The district should also develop
a comprehensive facilities plan (CFP) which contains a variety of information including district
demographics and community characteristics, enrollment projections, capacity and space utilization
analyses, and facility evaluations. The information in the CFP should be used to determine the
appropriate number of school buildings needed to house the current and projected student
populations. Before the district decides to reinstate any of the reduced custodian/cleaner positions,
amethodol ogy should bedevel opedto all ocate custodian/cleanersto buil dingsusing quantitative data
to determine the most efficient staffing level. Based on the limited scope of work performed by the
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custodian/cleaners, the district may not need to reinstate any of the positions. In an effort to reduce
facilitiessupport staff overtime expenditures, the district should try to increase thelength of thework
from 37.5 hoursto 40 hoursand try to revise the classified substitute provision during the next round
of union contract negotiations. Thedistrict may not need to reinstate any of the custodial/maintenance
positions after its financial situation improves. Previoudly, the district was overstaffed in this area.
The district should revise its work order processing system in an effort to increase efficiency and
reduce operating costs.

Other significant recommendations include the following:

Monitor overtime costs and reasons for its use

Requirethe custodial/maintenance employeesto keep daily logs documenting how their work
days are spent

Develop and implement a planned preventive maintenance program for the facilities
Discontinue the weekend building inspections made by the custodial/maintenance employees

Financial Implications. Itisestimated that the recommendationsin this section of the report would
result in an annual cost savings of $19,220 to $21,192. Estimates by the Ohio Legidative Budget
Office place the capital cost to upgrade the district’s facilities to current design standards at
approximately $23.8 million.

Transportation

Background: InFY 1997-98, BCSD provided transportation servicesto approximately 886 students
utilizing variousmeansof transportation. Onadaily basis, district busesfor theregular transportation
program carried an estimated 751 public and 108 non-public students, while 97 non-public
parents/guardiansreceived payments“inlieu of transportation.” Special transportation serviceswere
required for 27 specia needs students, with 85 percent of the students being transported on district
buses. Intotal, district busestraveled 182,460 miles on nine regular needs routes, one special needs
and one pre-school transportation route. Through the use of 11 buses and one spare, approximately
68 percent of all BCSD students were bused. The transportation department is staffed with 15
employees and FY 1997-98 expenditures totalled $524,117 for home-to-school transportation.

Findings: Statelaw requiresschool districtsto providetransportation for studentsin gradesK-8who
live more than two miles from their assigned school. The BCSD transports all students in grade
kindergarten, regardless of distance, and students in grades 1-8 who live more than three-tenths of
a mile from the school in their designated attendance area. While it is the policy of the BCSD to
provide transportation to students in grades 9-12 who live more than two miles from the school in
their designated attendance area, the district does not currently transport these students. However,
thedistrict provides payment in lieu of transportation to parents of non-public students, grades 9-12.
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BCSD does not use routing software to design bus routes. Instead, routes are manually adjusted
from historically developed cluster and corner stops. Based on theinformation provided onthe T-1
Form, the BCSD’sbusfleet is operating at 81 percent of capacity, with 88 percent of transportation
routes scheduled with one or two runs. In an attempt to reconcile data reported to the Ohio
Department of Education, the district could not provide the source of documents used to compile
student transportation counts. Asaresult, it isestimated that regular needs transportation totals are
lower than reported which may affect bus capacity estimates.

The district’s average cost to transport a regular transportation student is $494, while the average
cost to transport aspecial needs student is$3,103.Peer district averagesfor regular and special needs
transportation are $340 and $3,203 respectively. BCSD’s regular needs transportation cost on a
district bus ($531) and cost per bus ($50,642) are the highest of the peer districts. Peer district
averagesare $362 and $35,064 respectively. For special needstransportation, BCSD hasthe highest
contracted ratesfor other vehicles ($8,888) and taxi services ($10,334) withthe peer district averages
at $5,364 and $6,429 respectively. With a relatively small transportation staff, the department
experiences a high rate of absenteeism and sick leave usage, averaging 9.9 sick days a year per
employee. The high levelsof absenteeism and sick leave usage are factors that contribute to the high
amount of overtime, totaling $31,689 for transportation employeesin FY 1997-98. Approximately
$7,500 was paid to the one full-time mechanic and $5,700 was paid to asenior bus driver to provide
key day-to-day services in the absence of the transportation supervisor.

Busesin BCSD' sfleet have an average age of 11.1 years and 8 exceed the age or mileage parameters
for replacement. Fuel is purchased from a local service station and the district does not take
advantage of available refunds of federal excisetaxes. The district’s opportunities for privatization
in the area of transportation were determined to be moderate.

Commendations: BCSD’s cost per student on district special needs buses of $3,103 is among the
lowest of its peer districts, with Columbia, Rocky River and Sheffield-Sheffield Lake City School
Didtricts at $4,098, $3,445, and $2,168 respectively. The district utilizes a cooperative for the
purchase of new buses to reduce bid costs and maximize volume purchasing benefits.

Recommendations: BCSD should assess the implications of the board policies that alow for the
provision of transportation to students above state minimum standards and should ensure that
students attending public and non-public school s are transported using the same criteria. Thedistrict
should also consider purchasing automated routing software to test various route and bell schedule
modules to ensure that bus capacities and driver hours are optimally utilized.

The district should develop procedures to ensure that accurate state reports are prepared when
determining the number of studentstransported on district buses and that supporting documentation
for reported datais secured. BCSD should also consider implementing incentive programsto reduce
sick leave usage and should take steps to decrease the amount of overtime paid to transportation
personnel.
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Other significant recommendations include the following:

I Exploring more cost effective methods of delivering its special needs transportation services
by actively seeking price quotations from special needs transportation providers, evaluating
the feasibility of providing thisserviceinternally, and increasing the use of parental contracts.

1 Including transportation personnel inthe | EP processfor studentswho require transportation

Services.

Implementing a preventive maintenance program to extend the useful life of district buses.

Filing IRS Form 843 to recover federal excise tax paid on bus fuel.

Making more effective use of available software and technology.

Financial Implications: It is estimated that the implementation of the recommendations in this
section of the report would result in annual cost reductions of $115,973 to $162,351 with minimal
implementation costs of $20,000. In addition, there are associated cost avoidances of not having to
replace buses totaling an estimated $110,000 to $165,000. Additional revenue includes $6,479 for
the reimbursement of federal excisetax for fuel purchases. The actual versus estimated annual costs
savings could vary greatly depending on the total number of buses reduced due to changes in
transportation policies and efficiencies in routing. Therefore, the magnitude of the cost savings
associated with some recommendations would be greatly affected by the implementation of other
interrelated recommendations.
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Summary of Financial Implications

The following table summarizes the performance audit recommendations which contain financial
implications. These recommendations provide a series of ideas or suggestions which the BCSD and
the Fiscal Planning and Supervision Commission should consider. Certain of the recommendations
are dependent on labor negotiations or community approval. Detailed information concerning the
financia implications, including assumptions, is contained within the individual sections of the
performance audit.

Estimated Revenue Enhancements, Cost Savings, Cost Avoidance and | mplementation Costs
Ref. Recommendations From All Revenue Cost Savings Cost Implementation
No. Sections Enhancements Avoidance Costs
Financial Systems
R2.10 Reduce discretionary spending $275,000
Human Resources
R3.1 Implement aHRIS $11,125
R3.4 Establish educational service $107,632 - $215,264
personnel staffing levels comparable
to peer digtricts
R3.5 Establish library/media aide staffing $24,800
levels comparable to peer districts
R3.6 Establish teaching aide staffing $97,385
levels comparable to peer districts
R3.7 Egtablish food service gtaffing levels $55,338
comparable to peer districts
R3.8 Establish monitor staffing levels $148,728
comparable to peer districts
R3.11 Reduce sick leave usage by $7,386-$14,772
certificated staff
R3.13 Reduce sick leave usage by $20,382-$30,573
classified staff
R3.16 Increase employee contributions $44,993-$137,545
toward health care premiums
R3.18 Require administrative and $98,494
exempted groups to contribute
employee portion of SERS and
STRS
R3.24 Implement areduced payout of sick $103,772 - $129,287
leave severance for certificated staff
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Estimated Revenue Enhancements, Cost Savings, Cost Avoidance and I mplementation Costs
Ref. Recommendations From All Revenue Cost Savings Cost Implementation
No. Sections Enhancements Avoidance Costs
R3.31 Implement areduced payout of sick $13,425 - $17,869
leave severance for classified staff
Facilities
R4.9 Reduce custodian/cleaner overtime $2,445 - $3,435
R4.16 Reduce custodial/maintenance $8,675 - $9,657
overtime
R4.19 Discontinue weekend building $8,100
ingpections
Transportation
R5.2 Implement software to improve $89,956 - $134,934 $165,000
routing efficiency
R5.6 Explore less costly options for $12,760
contracted special needs student
transportation
R5.8 Reduce overtime for bus drivers $2,800 - $4,200
R5.12 Reduce mechanic overtime by hiring $3,978
a part-time mechanic
R5.13 Filefor refund of federal excisetax $6,479
for fuel purchases
R5.14 Purchase and implement routing $20,000
software
Total Annual Range $6,479 $1.008,852 - $1,274,963 | $227,197 - $312,156 $20,000

The financial implications summarized above are presented on an individua basis for each
recommendation. The magnitude of cost savings associated with some recommendations could be
affected or offset by theimplementation of other interrelated recommendations. Therefore, theactual
cost savings, when compared to estimated cost savings, could vary depending on theimplementation
of the various recommendations.
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Objectives and Scope

A performance audit is defined as a systematic and objective assessment of the performance of an
organization, program, function or activity to develop findings, conclusions and recommendations.
Performance audits are usualy classified as either economy and efficiency audits or program audits.

Economy and efficiency audits consider whether an entity is using its resources efficiently and
effectively. They attempt to determine if management is maximizing output for a given amount of
input. If the entity is efficient, it is assumed that it will accomplish its goals with a minimum of
resources and with the fewest negative consequences.

Program audits normally are designed to determineif the entity’ sactivitiesor programsare effective,
if they are reaching their goals and if the goals are proper, suitable or relevant. Program audits often
focuson therelationship of the program goal swith the actual program outputsor outcomes. Program
audits attempt to determineif the actual outputs match, exceed or fall short of the intended outputs.
This audit was primarily designed as an economy and efficiency audit.

The objectives of performance audits may vary. The Auditor of State's Office has designed this
performance audit with the objective of reviewing systems, organizational structures, finances and
operating proceduresto devel op recommendationsfor reducing operating costs, increasing revenues
or improving efficiency. Specific objectives of this performance audit are to:

I Identify opportunities for improving district effectiveness, responsiveness and quality of
service delivery which is cost beneficial.
I Identify opportunities for improving district procedures, work methods and capital asset

utilization which should result in higher quality and/or reduced costs.

Determine if the current district organization is flexible and effectively structured to meet
future demands.

Evaluate financial policies and procedures and provide recommendations for enhanced
revenue flows, expenditure reduction ideas or alternative financing techniques.

I Assure administrative activitiesare performed efficiently and effectively without unnecessary
duplication.

Determine if support activities are sufficient to meet educational objectives.

Ensure education goals and objectives are supported by the administrative organization.
Ensure the administrative hierarchy does not diminish teacher effectiveness.

Perform an independent assessment of the district’ s financial Situation including developing
aframework of afinancial recovery plan.

The performance audit topics focus primarily on the system/business side of school district
operations. By focusing on systems, the audit providesthedistrictswith alternative recommendations
intended to enable the districtsto operate more efficiently and economically. Certain systems are not
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operating effectively and do not support the mission of education. Enhancements to these systems
will assist in improving the delivery of educational services to students.

The performance audit on the Brooklyn City School District coversthefollowing areas of operation:

Financia Systems
Human Resources
Facilities
Transportation

These particular areas were selected pursuant to discussions with the district and the Department of
Education. Within school district operations, these areas are important to assess because they
typically are major cost centers and have the potential to create asignificant financia or operational
risk.

M ethodology

To complete the performance audit, auditors gathered and assessed a significant amount of data
pertainingto BCSD, conducted interviewswith variousgroupsassociated with BCSD and conducted
interviews and assessed information from the peer districts along with other school districts. The
methodology is further explained below.

Use of previous studies, reports and other data sources

In assessing the various performance audit areas, BCSD was asked to provide any previous studies
or analyses already prepared on the subject areas. In addition to assessing the information, the
auditors spent significant amount of time gathering and assessing other pertinent documents or
information. Examples of the studies, reports and other data sources which were studied include:

1 BCSD’sannual reportsof FY 1995-96, FY 1996-97, FY 1997-98 and general ledger for the
period July 1998 through May 1999

Actual taxes received for June 1999

Board Policy Manual

Board minutes including appropriation resolutions and amendments

Ohio Revised Code and Administrative Code

Various contracts with vendors and competitive contracting proposals

Negotiated union contracts

Current organizationa charts, various policy and procedure manuals and departmental
handbooks

Various reports provided by the Department of Education and Educational Management
Information System (EMIS)
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Prior studies conducted on the district, including the staffing service study performed by the
Ohio Department of Education - 1998; the Ohio Public School Facility Survey performed by
the Ohio Department of Education - 1990, updated 1997; and the Financial Accounting
Report performed by Auditor of State’'s Local Government Services - 1999

American School and University’s 26™ annual Maintenance and Operating Cost Study
Financial forecasts

Reports regarding the State Emergency Loan Program and State Subsidy Fund

I nterviews, Discussions and Surveys

Numerous interviews and discussions were held with many levelsand groups of individualsinvolved
internally and externally with BCSD. These interviews were invaluable in developing the overall
understanding of BCSD operations, and in some cases, were useful sourcesin identifying concerns
with BCSD operations and in providing recommendations to address these concerns. Examples of
the organizations and individuals which were interviewed include:

Teachers, principas, directors, and administrators

Heads of the two unions

The Ohio Department of Education

Representatives for the Cuyahoga County Auditor

An employee of the Ohio School Council

Representativesfrom other school districtsincluding Columbia L SD, Rocky River CSD, and
Sheffield-Sheffield Lake CSD

Benchmark Comparisonswith Other Districts

Three other school districts, Columbia Local School District, Rocky River City School District and
the Sheffield-Sheffield Lake City School District, were selected to provide benchmark comparisons
with BCSD. Performance indicators were established for the various performance audit areas to
develop a mechanism to compare how effectively and efficiently BCSD is providing the necessary
functions. Theinformation was gathered primarily through information contained within the State of
Ohio Educational Management Information System (“EMIS’) and information provided by the
selected peer districts named above.

Certain other performance audits had information or suggested procedures which were used where
applicable. These suggested procedures were selected to provide certain benchmark comparisons
with BCSD regarding employees wages and benefits, and transportation.
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Comparative Districts

One important component of a performance audit isthe selection of peer districts. The peer groups
provide an ability to compareinformation and statisticswhile providing benchmarking data. The peer
group selectionfor thisperformanceaudit includes Columbial ocal School District, Rocky River City
School Digtrict, and Sheffield-Sheffield Lake City School District. These districts were selected as
peer districts because of similar demographic statistics. The peer district average includes Brooklyn
City School District. The statewide average includes all school districts located within the state of
Ohio. Certain information contained within the Executive Summary may differ from the individua
sections due to the timing of the data from the Department of Education.
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Brooklyn’'s average daily membership (ADM) was 1,353 in fiscal year 1998. This is the second
lowest among the peer districts and 18 percent lower than the group average in fiscal year 1998.
Over the four year trend period, only Brooklyn and Rocky River experienced an increasein ADM.
Brooklyn's 7.6 percent increase over the four year trend period was almost 5 times greater than the
group averagefor thisperiod. The state averageincreased 1.5 percent for thefour year trend period.
ADM differs from standard enrollment in that it makes adjustments for Kindergarten, Special and
Vocational Education students.

Average Daily Member ship
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998

Brooklyn 1,258 1,284 1,287 1,353 7.6%
Columbia 1,189 1,158 1,175 1,142 (4.0%)
Rocky River 1,970 2,031 2,070 2,141 9.0%
Sheffield- 2,057 2,019 2,023 1,969 (4.3%)
Sheffield Lake

Group Avg. 1,619 1,623 1,639 1,651 2.0%
State Avg. 2,870 2,876 2,920 2,914 1.5%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.
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Brooklyn’s expenditures per pupil were the highest among the peer districtsin fiscal year 1998. At
$9,261, Brooklyn’s spending was nearly 25 percent higher than the group average, and 73.4 percent
higher than the state average in fiscal year 1998. In addition, with a 20.5 percent increase over the
four year trend period, Brooklyn had the highest increase in expenditures per pupil for both the peer
district and state averages.

Expenditure Per Pupil
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn $7,683 $8,082 $9,039 $9,261 20.5%
Columbia $4,968 $5,153 $5,485 $5,741 15.6%
Rocky River $7,364 $7,620 $8,177 $8,010 8.8%
Sheffield-Sheffield L ake $5,675 $5,642 $6,139 $6,673 17.6%
Group Avg. $6,423 $6,624 $7,210 $7,421 15.5%
State Avg. $5,391 $5,466 $5,939 $5,341 (0.9%)

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Expenditure Per Pupil
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Brooklyn’ saveragerevenues per pupil were$996 |ower thanitscorresponding expendituresper pupil
in FY 1997-98. Brooklyn experienced the only decrease in revenues per pupil of the peer districts
during the four year trend period, ending fiscal year 1998 at $8,265 per pupil. While Brooklyn's
revenues per pupil were 12.4 percent higher than the group averagein fiscal year 1998 and decreased
by 1.3 percent over the four year trend period, the group average rate increased 14.5 percent. At
$5,739, the state average revenue per pupil for FY 1998 was $1,612 |ess than the group average.
The state average also increased at arate 59 percent less than the group average over the four year
trend period. Revenues per pupil include al funds.

Revenue Per Pupil
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn $8,372 $9,124 $9,665 $8,265 (1.3%)
Columbia $4,924 $5,161 $5,362 $5,700 15.8%
Rocky River $7,716 $7,514 $7,877 $8,247 6.9%
Sheffield-Sheffield L ake $4,662 $5,214 $6,361 $7,190 54.2%
Group Avg. $6,419 $6,753 $7,316 $7,351 14.5%
State Avg. $5,403 $5,612 $5,995 $5,739 6.2%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.
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Brooklyn exhibited the second highest percentage of students receiving Temporary Assistance for
Needy Families (TANF) among the four peer districtsin fiscal year 1998. In FY 1998, thedistrict’s
5.9 percent of students receiving TANF was 28.3 percent higher than the group average but 60.9
percent lower than the state average. While both the state and the group averages have decreased
over thefour year trend period, Brooklyn has experienced the second greatest increase in percentage
of TANF in the comparison group.

Per cent Receiving Temporary Aid to Needy Families (TANF)
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year | Percent Change
1995 1996 1997 1998 1995-1998
Brooklyn 5.4% 6.4% 6.4% 5.9% 9.3%
Columbia 4.7% 5.5% 5.2% 4.3% (8.5%)
Rocky River 1.4% 1.6% 1.6% 1.6% 14.3%
Sheffield-Sheffield L ake 6.2% 6.8% 6.5% 6.4% 3.2%
Group Avg. 4.4% 5.1% 4.9% 4.6% 4.5%
State Avg. 16.6% 16.6% 15.9% 15.1% (9.0%)

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Revenue Per Pupil
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The assessed average property valuation per pupil is an important component in a school district’s
funding. Average property valuation is a significant factor in determining the ability of the school
district to remain financialy viable. The higher the average property vauation, the greater the
potential income source to the district dueto the fact that school district funding in the State of Ohio
isdriven primarily by loca property tax. A higher valuation per pupil has the potential to generate
greater amounts of local property tax revenue per mill of tax levied.

Brooklyn’s average property valuation was $257,263 in fiscal year 1998, the highest among the peer
districts. Thiswas54.4 percent higher than the group average and 180.4 percent higher than the state
average. Brooklyn’s average property valuation increased by 21.4 percent over the four year trend
period, the second largest increase among the peer districts. In comparison, the group and state
average property valuations increased over the four year trend period by 16.9 percent and 14.9
percent respectively.

Average Valuation Per Pupil

Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year | Percent Change

1995 1996 1997 1998 1995-1998
Brooklyn $211,878 $259,774 $266,036 $257,263 21.4%
Columbia $69,853 $82,731 $84,443 $84,180 20.5%
Rocky River $220,933 $240,563 $234,805 $233,654 5.8%

Percent Receiying TANF

Fiscal Year 1998

Brooklyn Columbia R. River Sh./Sh. Lake] Group Avq. State Avg.

Sheffield-Sheffield Lake $67,445 $74,897 $78,426 $91,193 35.2%
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Average Valuation Per Pupil
Group Avg. $142,527 $164,491 $165,928 $166,573 16.9%

State Avg. $79,845 $83,414 $85,628 $91,750 14.9%
Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.
Effective millage and total millage are the measurement unitsfor assessed local property taxes. One
mill will raise $1.00 of tax revenue for every $1,000 of taxable property against which it is levied.
Total millageisthevoted ratethat is assessed to the entirelocal tax base, while effective millsarethe
rates applied to rea property in each school district after the application of the tax reduction factor.

In FY 1998, Brooklyn’s total millage was 38.9, the lowest of the peer group. Thisfigure was 26.5
percent lower than the group average and 14.9 percent lower than the state average. Though
Brooklyn had only adight increasein total millage over thefour year trend period, Columbiawasthe
only district of the peer group to experience adecrease in total millage during the same period. The
group average of 52.9 total millsin fiscal year 1998 represented an increase of 8.2 percent from the
fiscal year 1995 total millage of 48.9. During the same four year trend period, the state averagetotal
millage decreased dightly (0.4 percent) from 45.9 to 45.7 mills.

Total Millage
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn 38.7 40.1 39.2 38.9 0.5%
Columbia 55.5 54.8 54.7 54.5 (1.8%)
Rocky River 55.1 55.1 55.1 58.6 6.4%

Average Valuation Per Pupil

Fiscal Year 1998
$300,000

$91,193

Brooklyn Columbia R. River Sh./Sh. Lake GroupAvg. State Avg.
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Total Millage
46.5 46.5 60.6 59.7 28.4%
Sheffield-Sheffield L ake
Group Avg. 48.9 49.1 52.4 52.9 8.2%
State Avg. 45.9 445 45.0 45.7 (0.4%)

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Because of the impact of H.B. 920, the effective millage is a more accurate gauge in assessing the
amount of revenues school districts generate from property taxes. Brooklyn’s effective millage was
26.2 millsinfiscal year 1998, the lowest of the peer districts. Over the same four year trend period,
Brooklyn's effective millage rate increased by almost 4 percent, the second smallest increase of the
comparison group. Infiscal year 1998, Brooklyn’s effective millage rate was 15 percent lower than
the group average rate and the state average rate. The group average increased dlightly more than
6 percent over thefour year trend period, whilethe state averageincreased only 1.7 percent over this

same period.
Effective Millage
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn 252 274 26.5 26.2 4.0%
Columbia 36.0 324 324 321 (10.8%)
Rocky River 254 229 23.0 26.5 4.3%
Sheffield-Sheffield L ake 29.9 26.2 40.1 39.1 30.8%
Group Avg. 29.1 27.2 30.5 30.9 6.2%
Total Millage

Fiscal Year 1998
58.6

R. River

oh./sh. Lake

Group AVg.

bﬁte_%
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Effective Millage

State Avg.

30.2

304

30.9

30.7

1.7%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Brooklyn’s median income of $29,208 was the lowest of the four peer districtsin fiscal year 1998.
Over the four year trend period, Brooklyn's median income increased by 11.6 percent which
represents the smallest increase of the comparison group. In FY 1998, the district’s median income
was 25.6 percent less than the group average and 18.8 percent less than the state average. In FY
1998, the group average median income was $39,251, approximately $3,300 more than the state
average.

Median Income
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn $26,177 $26,853 $28,167 $29,208 11.6%
Columbia $31,049 $33,049 $34,336 $35,658 14.8%
Rocky River $46,766 $50,908 $53,882 $58,015 24.1%
Sheffield-Sheffield L ake $30,218 $32,393 $33,926 $34,123 12.9%
Group Avg. $33,553 $35,801 $37,578 $39,251 17.0%
Effective Millage
Fiscal Year 1998
40 39.1]
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Median Income

$34,246

$31,275 $32,853 $35,958 15.0%

State Avg.
Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Brooklyn exhibited an increase of more than 30 percent initstotal number of employeesfor the four
year trend period. In fiscal year 1998, Brooklyn's total number of employees was 218, which
represented the second highest total among the peer districts. Though the district’s number of total
employeeswas only seven percent higher than the group averagein FY 1998, it was significantly less

than the state average of 319.6.

Total Employees
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn 167.4 189.8 196.8 218.0 30.2%
Columbia 128.3 128.6 1294 127.0 (1.0%)
Rocky River 226.5 231.2 237.9 252.2 11.3%
Sheffield-Sheffield L ake 222.8 222.1 205.1 2119 (4.9%)
Group Avg. 186.3 192.9 192.3 202.3 8.6%

Median Income
Fiscal Year 1998

$58,015

$60,000

$50,000

$40,000

$30,000

Brooklyn

Columbia

R. River

Sh./Sh. Lake Group Avg.

$35,958

State Avg.
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Total Employees

306.9 306.6 310.8 319.6 4.1%

State Avg.
Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

In FY 1998, Brooklyn had 16.1 employees per 100 students. During the four year trend, Brooklyn
was the only district of the comparison group to experience a significant increase in employees per
100 students. Brooklyn had atotal employee number 30.9 percent higher than the group averagefor
fiscal year 1998, and 50.5 percent higher than the state average for the sameyear. Thegroup average
in FY 1998 was 15 percent higher than the state average.

Employees Per 100 Students
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn 13.3 14.8 15.3 16.1 21.1%
Columbia 10.7 10.9 10.9 10.9 1.9%
Rocky River 11.3 11.0 111 11.6 2.7%

Total Employees
Fiscal Year 1998

Brooklyn Columbia R. River Sh./Sh. Lake  Group Avg. State Avg.
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Employees Per 100 Students
10.6 10.4 9.7 10.5 (0.9%)
Sheffield-Sheffield L ake
Group Avg. 115 11.8 11.8 12.3 7.0%
State Avg. 10.4 10.4 10.4 10.7 2.9%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Brooklyn’s average teacher salary was $41,397 in fiscal year 1998, second lowest of the comparison
group. Thisaverage salary was one percent less than the group average, but 5.6 percent higher than
the state average for fiscal year 1998. The group’ s average increased 8.7 percent over the four year
trend period, whilethe state averageincreased by 6 percent over the sameperiod. A detailed analysis
of teacher salariesis provided in the Human Resour ces section.

Average Teacher Salary

Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998

Brooklyn $39,028 $40,094 $41,850 $41,397 6.1%

Employees Per 100 Students

Fiscal Year|1998

20

15

10

Brooklyn Columbia R. River Sh./Sh. Lake] Group Avg. State Avg.
Columbia $34,636 $34,220 $35,277 $37,379 7.9%
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Average Teacher Salary

Rocky River $43,780 $44,662 $45,537 $46,443 6.1%
Sheffield-Sheffield Lake $36,667 $36,566 $39,392 $42,308 15.4%
Group Avg. $38,528 $38,886 $40,514 $41,882 8.7%
State Avg. $36,973 $38,064 $38,914 $39,200 6.0%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Average teacher experience normally correlates to average teacher salary. The greater the amount
of years ateacher has been in the district, the higher the teacher will be on the pay scale. Brooklyn's
average teacher experience was 14.1 yearsin fiscal year 1998. Aside from Rocky River, Brooklyn
experienced the lowest teacher experience among the peer districts in fiscal year 1998. However,
Brooklyn was the only school district in the comparison group to experience an increase in teacher
experience over the four year trend period. Brooklyn’s teacher experience was nearly four percent
less than the group averagein fiscal year 1998, and three percent less than the state average for the

same year.

Average Teacher Salary
Fiscal Year 1998

$50,000

Brooklyn

Columbia

$46,443

R. River

Sh./Sh. Lake Group Avg.

State Avg.
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Average Teacher Experience (In Years)
Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1996 1997 1998 1995-1998
Fiscal Year

1995
Brooklyn 12.9 154 14.0 14.1 9.3%
Columbia 155 14.3 14.1 15.1 (2.6%)
Rocky River 15.3 14.8 138 138 (9.8%)
Sheffield-Sheffield L ake 16.0 16.0 15.9 15.9 (0.6%)
Group Avg. 14.9 15.1 14.5 14.7 (1.3%)
State Avg. 14.8 14.8 15.0 14.6 (1.4%)

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.
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Brooklyn’s average pupil to teacher ratio was 14.3 in fiscal year 1998, the lowest in the comparison
group. Brooklyn’'s average was 18 percent lower than the group average and 30 percent lower than
the state average for fiscal year 1998. Over the four year trend period, Brooklyn experienced the
greatest decreasein average pupil to teacher ratio. The state average pupil to teacher ratio increased
by 13.3 percent over the four year trend period, while the group average decreased by 8.4 percent
over the same period.

K-12 Pupil to Teacher Ratio
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn 17.0 15.4 138 14.3 (15.9%)
Columbia 194 18.8 18.7 17.7 (8.8%)
Rocky River 19.2 19.3 19.3 18.6 (3.1%)
Sheffield-Sheffield L ake 20.6 21.0 21.3 194 (5.8%)
Group Avg. 19.1 18.6 18.3 175 (8.4%)
State Avg. 18.0 30.2 20.7 204 13.3%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Brooklyn Columbia R. River Sh./Sh. Lake  Group Avg. State Avg.
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In fiscal year 1998, Brooklyn’s ninth grade proficiency test passage rate more than doubled over its
1997 passage rate. Though Brooklyn experienced moderate changes in passage rates during fiscal
years 1996 and 1997, the district had the lowest passagerate of al the schoolsfor thefour year trend
period. In FY 1998, Brooklyn’s passage rate was nearly 18 percent lower than the group average
and 9 percent lower than the state average for the same year. The state average remained constant
over the four year trend period, while the group average increased by 8.9 percentage points.

9" Grade Proficiency Test Passage Rate (All Subjects)

Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998

Brooklyn 24% 29% 24% 50% 108%
Columbia 60% 38% 67% 73% 22%
Rocky River 80% 90% 84% 69% (14%)
Sheffield-Sheffield 59% 64% 71% 52% (12%)
Lake

Group Avg. 56% 55% 62% 61% 8.9%
State Avg. 55% 54% 56% 55% 0.0%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.
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BCSD attained the second lowest number of standards on the school district report card issued by
the Ohio Department of Education for school years 1997-98 and 1998-99 when compared to the peer
districts. Brooklyn also achieved the second lowest percent increase in standards attained when
compared to the peer districts. Thedistrict’s percent change of 11.1 percent was 3.2 percent lower
than the peer group average

Report Card Standards M et
1997-98 1998-99 % Change
1998 to 1999
Brooklyn 9 10 11.1%
Columbia 12 13 8.3%
Sheffield/Sheffield Lake 7 9 28.6%
Rocky River 14 16 14.3%
Group Average 10.5 12 14.3%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Report Card Standards Met

1997-1998 School Year

Brooklyn Columbia R. River Sh./Sh. Lake  Group Avg. State Avg.
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Brooklyn's absentee rate was 5.8 percent in fiscal year 1998, the second highest of the peer districts.
Thisrate was 14 percent higher than the group average in fiscal year 1998, but 9 percent lower than
the state average for the same year. Over the four year trend period, Brooklyn also experienced the
second highest rate of decrease among the comparison group.

Student Absentee Rate
Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn 6.3% 5.8% 5.3% 5.8% (7.9%)
Columbia 5.0% 4.7% 4.4% 4.3% (14.0%)
Rocky River 4.5% 4.4% 4.2% 4.4% (2.2%)
Sheffield-Sheffield L ake 6.5% 7.1% 6.0% 6.0% (7.7%)
Group Avg. 5.6% 5.5% 5.0% 5.1% (8.9%)
State Avg. 6.6% 6.9% 6.6% 6.4% (3.0%)

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.
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For FY 1997-98, Brooklyn exhibited the highest percentage of revenue from local sources when
compared either to the peer group or state averages.

Per cent of Revenue - Local

Fiscal Year | Fiscal Year | Fiscal Year | Fiscal Year Per cent Change
1995 1996 1997 1998 1995-1998

Brooklyn 86.1% 87.0% 86.7% 87.2% 1.3%
Columbia 50.6% 49.8% 49.3% 48.7% (3.8%)
Rocky River 82.7% 83.0% 83.2% 83.9% 1.5%
Sheffield-Sheffield Lake 41.8% 45.8% 53.7% 55.9% 33.7%

Student Absentee Rate

Fiscal Yeal 1998

Brooklyn Columbia R. River Sh./Sh. Lake State Avg.
Group Avg. 65.3% 66.4% 68.2% 68.9% 5.5%
State Avg. 51.2% 50.2% 51.7% 51.7% 1.0%
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Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

In FY 1997-98, BCSD generated the lowest percentage of revenue from state sources when

compared either to the peer group or state averages.

Per cent of Revenue - State
Fiscal Year | Fiscal Year | Fiscal Year Fiscal Y ear Per cent Change
1995 1996 1997 1998 1995-1998
Brooklyn 11.9% 10.8% 11.3% 11.7% (1.7%)
Columbia 46.5% 46.9% 47.7% 48.3% 3.9%
Rocky River 15.2% 15.4% 15.1% 14.4% (5.3%)
Sheffield-Sheffield L ake 54.5% 50.7% 43.1% 41.6% (23.7%)
Group Avg. 32.0% 30.9% 29.3% 29.0% (9.4%)
State Avg. 42.5% 43.3% 42.3% 42.6% 0.2%

Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Percent of Revenue - Local
Fiscal Year 1998

Brooklyn

Columbia

R. River

Sh./Sh. Lake

Group Avg. State Avg.
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In FY 1997-98, BCSD generated the lowest percentage of revenue from federal sources when
compared either to the peer group or state averages.

Per cent of Revenue - Federal
Fiscal Y ear Fiscal Y ear Fiscal Y ear Fiscal Y ear % Change
1995 1996 1997 1998 1995-1998
Brooklyn 2.9% 2.2% 2.0% 1.1% (62.1%)
Columbia 2.9% 3.3% 3.0% 3.1% 6.9%
Rocky River 2.1% 1.6% 1.7% 1.7% (19.0%)
Sheffield- 3.7% 3.4% 3.2% 2.5% (32.4%)
Percent of Rgvenue - State
Fiscal YTar 1998
50% 48.3%
41.6% 42.6%
40%
30% [209%]
20%
14.4%
11.7%
10% —
0% —
Brooklyn Columllia R. River Sh./Sh. Lakg Group Avg. State Avg.
Sheffield Lake
Group Avg. 2.9% 2.6% 2.5% 2.1% (27.6%)
State Avg. 6.3% 6.1% 5.0% 5.7% (9.5%)
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Sour ce: Educational Management Information System (EMIS) data, 1999 Ohio Department of Education.

Percent of Revenue - Federal

Fiscal Year 1998

6%

5%

4%

3%

2%

Brooklyn Columbia R. River Sh./Sh. Lake Group Avg. State Avg.

Executive Summary 1-46



Brooklyn City School District Performance Audit

Financial Systems

| ntroduction

This section focuses on the financia systems within Brooklyn City School District (BCSD or the
District). The objective is to analyze the current financial condition of the District, including an
evaluation of theinternal controls, and devel op recommendationsfor improvements and efficiencies.
Within this section, the District’ sfinancial forecast will be assessed for reasonableness, an additional
forecast will be presented representing the Auditor of State’s assessment of the District’s financial
condition, and cost savings recommendations will be presented to aide the financia planning and
supervision commission (thecommission) infulfilling itsduty to produce afinancia recovery planfor
the District.

This report focuses primarily on the genera fund, which accounts for approximately 87 percent of
the revenue collected in all District funds. The general fund is the District’ s general operating fund
and is used to account for al financial resources except those required by law or contract to be
accounted for in a separate fund. The general fund is available for any purpose, provided the
expenditure or transfer is made according to the laws of Ohio.

Background

In general, BCSD’s current financial difficulties appear to have begun in FY 1995-96 when the
decision wasmadeto utilize moniesdesignated for transfer to the debt servicefund to purchaseanew
phone system and computers. Thiscreated asignificant operating deficit within the debt servicefund
which required a transfer from the general fund in FY 1996-97. To contribute to the financial
problems created by the phone system and computer purchases, in FY 1996-97, the District
negotiated a new collective bargaining agreement which granted annual five percent wage and step
increases as well as a costly early retirement incentive program. The combination of these items
resulted in the District ending FY 1996-97 with a genera fund cash deficit of approximately
$200,000. InFY 1997-98, management made the decision to increase staff by 26 employeeswhich
caused the deficit to increase and resulted in the District having to utilize the spending reserve
borrowing program for approximately $1.4 million. Despite the spending reserve borrowing, the
Didtrict il closed FY 1997-98 with a genera fund deficit. A year later, the District was placed in
fiscal emergency and required an Ohio Solvency Assistance Loan of approximately $2.5 million to
cover the projected operating deficit. The District’'s past decisons were due, in part, to
administrators utilizing forecasts and budgets which overstated revenues and understated
expenditures.

In accordance with Ohio Revised Code (ORC) § 3316.03, the Auditor of Stateisrequired to declare
aschool district to bein astate of fiscal watch if the following conditions are met: the district has an
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operating deficit which exceeds eight percent of the preceding year’s general fund revenues, the
previousyear’ sunencumbered cash balanceislessthan eight percent of the general fund expenditures
and a levy has not been passed which will raise sufficient revenues to eliminate these conditions.
ORC 8§ 3316.04 requires the Auditor of State to declare aschool to be in a state of fiscal emergency
if the district’s board of education fails to submit an acceptable financial recovery plan to the State
Superintendent of Public Instruction within 60 days of being placed in fiscal watch.

After conducting an analysis of the District’ sfinancia forecast, the Auditor of State declared a$2.5
million operating deficit for fiscal year ending June 30, 1999, for which the District was placed in
fisca watch. However, rather than attempting to devel op an acceptable financia recovery plan, on
March 24, 1999, the board adopted a resolution stating that it would be unable to submit the plan
within the statutory 60 day period and requested immediate placement into fiscal emergency. Asa
result, on April 27, 1999, the Auditor of State formally declared BCSD to be in a state of fiscal
emergency. Theprimary reasonthe District requested immediate placement into fiscal emergency was
so that they could receive an interest free advance of approximately $2.5 million from the Ohio
Solvency Assistance Fund. This advance was received on May 7, 1999 and was used to make the
find payment on the five-year tax anticipation notes as well as cover the three payrolls occurring in

May.

While in fiscal emergency, a commission has been formed and given broad oversight authority to
baance the Didtrict’s budget and eliminate the conditions that caused the declaration of fiscal
emergency. Toaccomplish this, thecommission will develop and adopt aformal fiscal recovery plan
which details the expenditure reductions and operations changes necessary to eliminate the deficit.
The commission will continue in existence until the Auditor of State, or the commission itself,
determines that an effective financial accounting and reporting system is in the process of being
implemented, and isexpected to be completed withintwo years, al of thefiscal emergency conditions
have been corrected or eliminated, the objectives of the fiscal recovery plan are being met and the
BCSD Board of Education has prepared afinancial forecast for afive-year period which the Auditor
of State deems to be “nonadverse.” The commission consists of a designee of the director of the
state office of budget and management, a designee of the state superintendent of public instruction,
the Mayor of the City of Brooklyn, the Superintendent of Brooklyn Schools, a District parent
appointed by the state superintendent and two District residents appointed by the governor and the
mayor.

Asaresult of the current financia difficulties, developing accurate financial forecasts has taken on
added importance within the District. Accordingly, BCSD’s treasurer prepares yearly financia
forecasts which are updated as actual revenue and expenditure information become known. District
management utilize these forecasts to monitor progress made in dealing with the current deficit and
in restoring financial stability, to model the future ramifications of proposed changes to the current
staffing levels, educationa programs and collective bargaining agreements, and to identify future
budgetary shortfalls and develop appropriate strategies.
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The District’s primary funding sources are local property taxes and state foundation support. As
evidenced in Table 2-1, the District receives minimal funding from federal grants. To increase the
local contribution, the District has three tax options, all of which require voter approval: a property
tax levy, aschool district incometax or ajoint city/district incometax. Property taxesarelevied on
acalendar year basis against the assessed values of real estate, public utility property and tangible
(business) personal property located within the District. In FY 1998-99, the total assessed value of
real estate, public utility and tangible property was approximately $353 million. BCSD receives
revenue from property taxes only and has never attempted to pass a school district income tax nor
ajoint city/district income tax.

Historically, residents have been generally supportive of operating levies, passing 50 percent of those
placed on the ballot during the past ten years. More recently, this support appears to have
strengthened with voters passing the last four proposed levies- a 6.2 mill renewal levy in May 1999
($2.175 million emergency operating), a 1.0 mill permanent improvement renewal levy in November
1996, a6.0 mill renewal levy in May 1995 and a 8.25 mill new operating levy in February 1994. See
Table 2-4 for levy information over the past ten years.

The Ohio General Assembly determines the level of state support for schools and distributes that
support through the State Foundation Program. Allocations are based on aformulathat guarantees
each District will receive a specified amount per student which is deemed sufficient to support an
adequate educational program at the state minimum level. The distribution formula, which
incorporates Average Daily Membership (ADM) and millage minimums applied tothe District’ stotal
assessed property valuation, has undergone significant change through new legid ation which became
effectivein FY 1998-99. The State Foundation program also includes Disadvantaged Pupil Impact
Aid (DPIA) funding, which recognizes the additional spending often required of a District when
serving disadvantaged students. Awards are derived from the number of enrolled students who are
covered under Temporary Assistance for Needy Families (TANF), formerly known as Aid to
Dependent Children. Ingeneral, aswelfare recipients return to work or otherwise becomeineligible
for public assistance under welfare reform, the number of TANF students decline, resulting in
decreased DPIA revenues. However, there is usualy no corresponding decrease in the cost of
educating these students.

Organization Function

Under the current organizationa structure, the board’'s role is limited to managing the daily
operations of the District and carrying out the fiscal recovery plan adopted by the commission.
Decisons which have financia implications or that fall outside the scope of the fiscal recovery plan
are required to be made by the commission.

The District superintendent and the treasurer report independently to both the elected board and the
appointed commission. Within this organizational structure, all departments except the treasurer’s
department report to the superintendent.
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Summary of Operations

The current treasurer began in October of FY 1997-98 due to the retirement of the previous
treasurer. Prior to this, the current treasurer served as the business manager for the District. Since
beginning in FY 1997-98, the treasurer has prepared severa forecasts for presentation to and
adoption by the board. The forecast assessed in thisreport (F2.2 thru F2.16) was prepared in May
1999, to comply with the H.B. 412 year-end reporting requirements and to provide the board aswell
as the commission with a management tool to use in preparing the formal fiscal recovery plan.
Included with thisforecast arethe general assumptions, therecovery plan adopted by the commission
and various tables prepared by the treasurer showing how the H.B. 412 set-asides were cal culated.

The financial forecast is prepared utilizing linked Excel spreadsheets on the treasurer’ s computer.
Thisis outside the financial system used for BCSD’ s accounting system. Three years of historical
data is provided for the purpose of determining trends in various accounts. Based on historical
information, trend analysisand knowledge of current legid ative devel opments, aswell asother factors
affecting property valuation, the treasurer projects anticipated tax revenues and state funding for the
next fiveyears. Thetreasurer then eval uates planned expendituresfor the corresponding time-frame,
using assumptions which consider such factors as contracted step increases, workforce changes,
facility needs, negotiated levels of medical benefits, additions or deletions to academic programs,
legidative requirements and inflation. An analysis of actual spending patterns is used to estimate
other types of expenditures.
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Financial Data

Table 2-1 shows the distribution of revenue by funding source for all funds over the past three
fiscal years, on acash basis, for BCSD, its peer districts and the state average.

Table 2-1: Percent of Revenue by Funding Sour ce

Brooklyn Columbia Rocky Sheffield- Peer State
River Sheffield Lake | Average | Average

FY 1995-96:
L ocal 87.0% 49.8% 83.0% 45.8% 66.4% 50.2%
State 10.8% 46.9% 15.4% 50.7% 31.0% 43.3%
Federal 2.2% 3.3% 1.6% 3.4% 2.6% 6.1%

FY 1996-97:
L ocal 86.7% 49.3% 83.2% 53.7% 68.2% 51.2%
State 11.3% 47.7% 15.1% 43.1% 29.3% 42.3%
Federal 2.0% 3.0% 1.7% 3.2% 2.5% 6.0%

FY 1997-98:
L ocal 86.0% 50.7% 83.2% 53.6% 68.4% 51.3%
State 11.5% 46.4% 15.1% 44.0% 29.2% 42.9%
Federal 2.5% 2.9% 1.7% 2.4% 2.4% 5.8%

Sour ce; EMIS District Profiles.
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Table 2-2 presents statistics which impact a district’s ability to raise local revenue. BCSD is
compared with its peer districts and state averages.

Table 2-2: Local Statistics-Last ThreeYears

Brooklyn | Columbia Rocky Sheffield- Peer State
River Sheffield Lake | Average Average

FY 1995-96:
Effective Millage 274 324 229 26.2 27.2 304
Average Valuation * $263,622 | $ 82,095 $249,425 |$ 81,010 $169,038 | $86,027
AreaMedian Income | $22,394 | $ 26,764 $ 29,796 $ 27,309 $ 26,566 $23,478
FY 1996-97:
Effective Millage 26.5 324 23.0 40.1 30.5 30.9
Average Valuation * $273,959 | $ 81,705 $244574 |$ 82,884 $170,781 | $87,754
AreaMedian Income | $23,768 | $ 28,153 $ 31,663 $ 28521 $ 28,026 $24,588
FY 1997-98:
Effective Millage 26.2 321 26.5 391 31.0 30.7
Average Valuation * $255,716 | $ 85,949 $238806 [$ 92,893 $168,341 | $93,566
AreaMedian Income | $24,778 | $ 29,282 $ 33,353 $ 28,348 $ 28,940 $25,239

Source: EMIS District Profiles.
! Average valuation per pupil will increase over a period of years, if the average daily membership (ADM) count declines.

Table 2-3 presents BCSD’ s long term indebtedness as of June 30, 1999.

Table2-3: Long Term Indebtedness as of June 30, 1999
Description Fund Revenues | Interest Issue Maturity Amount Amount
Servicing Debt Rate Date Date Borrowed Outstanding
Five Year Tax Anticipation General Fund 5.20% 5/10/94 5/1/99 $2,175,000 $0
Note
H.B. 264 Energy Conservation General Fund 5.60% 8/8/94 8/1/04 $4,249,000 $2,825,000
Note
Spending Reserve Borrowing General Fund 459% | 3/23/98 | 12/31/98 | $1,401,230 $0
Ohio Solvency Assistance L oan General Fund 0.00% 5/7/99 6/30/01 $2,493,000 $2,493,000
Total $10,318,230 | $5,318,000
Sour ce: District records and 4502 reports, Statement L.
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Table 2-4 details the election results for the past ten years for various levies the District placed on

the ballot.
Table2-4: Ten Year Levy History
Y ear Typeof Levy Voted | New/Renewal | Duration Results
Millage

May 1989 Operating 6.0 mills Renewal 5Years Passed
November 1989 Operating 6.0 mills New Continuing Failed
May 1990 Operating 6.0 mills New 5Years Failed
November 1990 Operating 6.0 mills New 5Years Passed
June 1992 Permanent Improvement 9 mills Replacement 5Years Failed
November 1992 Permanent Improvement 1.0 mills Renewal 5Years Passed
November 1992 Operating 3.0mills New 2Years Failed
February 1993 Operating 3.0mills New 2Years Failed
August 1993 Operating 4.0 mills New Continuing Failed
November 1993 Operating 4.0 mills New Continuing Failed
February 1994 Emergency Operating 8.2538 mills New 5Years Passed
May 1995 Operating 6.0 mills Renewal 5Years Passed
November 1996 Permanent Improvement 1.0 mills Renewal 5Years Passed
May 1999 Emergency Operating 6.2 mills Renewal 5 Years Passed

Sour ce: District Records

Table 2-5 provides the voted millage amounts as well as the effective mills for levies the District
received during FY 1998-99.

Table 2-5: Tax Millage Currently Being Assessed for General Fund

Original Effective

Y ear Type of Levy Duration Millage Millage
Prior to 1976 * Operating Continuing 22.1 Mills 11.08 Mills
May 1995 Renewal of Operating 5Years 6.0 Mills 4.33 Mills
May 1999 Renewal of Emergency Operating 5Years 8.2538 Mills | 6.20 Mills
Inside Millage 4.60 Mills

Sour ce; Cuyahoga County Auditor’s Office
1 With the passage of H.B. 920 in 1976, all existing continuing levies were aggregated into one total voted and effective
millage amount.
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Performance Measures

The following performance measures were used to analyze the District’s financia systems:

Review of past forecasting practices

Forecasted compliance with legidative mandates
Reasonableness of forecast assumptions

Review of budgeting and procurement practices
Analysis of District expenditures
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Findings/ Commendations/ Recommendations

F2.1 Thefollowing isasummary explanation of how the District went from a reported positive
ending general fund cash balance in FY 1995-96 to being placed in fiscal emergency in FY
1998-99.

In FY 1995-96, BCSD made the decision to upgrade its technology by implementing
a Didtrict wide phone system for approximately $400,000 and purchasing $425,000
worth of new computer equipment. In making this purchase, the District utilized
monies which had been designated by the board within the general fund to be
transferred to the debt service fund to make payments on the H.B. 264 loan and the
tax anticipation notes.

Also during FY 1995-96, the previous treasurer indicated to the county auditor’s
office that the tax anticipation notes had been paid in full and instructed them to
receipt all future property taxes into the general fund rather than continuing to place
aportioninthedebt servicefund. Asaresult of the unappropriated purchases and the
reallocation of debt service fund revenues, the general fund ended FY 1995-96 with
an unencumbered cash balance of approximately $1.5 million while the debt service
fund ended the same year with a cash deficit of approximately $770,000.

In FY 1996-97, the previous treasurer made a transfer to the debt service fund to
eliminate the deficit balance ($770,000) from the prior year. As a result of this
transfer and total expenditures exceeding available revenues, the District ended FY
1996-97 with a genera fund deficit of approximately $200,000.

Alsoduring FY 1996-97, the District negotiated new coll ective bargai ning agreements
withthe certified and classified staff which granted significant wage and step increases
aswell as an early retirement incentive plan effective from July 1, 1997 until August
31, 2000. The previous treasurer along with two other individuals were the first
employees to utilize this plan in FY 1997-98.

In FY 1997-98, the current treasurer began handling the financial operations. One of
the changes made was to start servicing the H.B. 264 debt directly from the general
fund. Additionally, the current treasurer notified the county auditor’ s office that the
tax anticipation notes had not been paid off and instructed them to begin receipting
$500,000 of property taxes back into the debt service fund.

Alsoin FY 1997-98, the District made the decision to increase staff by 26 employees.
The five year staffing summary is shown below in Table 2-6.
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Table 2-6: Changesin Staffing L evels

Certificated Classified Total % Change
FY 1994-95 85 76 161 N/A
FY 1995-96 94 79 173 7.5%
FY 1996-97 100 80 180 4.1%
FY 1997-98 117 89 206 14.4%
FY 1998-99 109 88 197 (4.4%)

Sour ce: District Records

By increasing staff, the District caused the expenditures to continue increasing while
the revenues actually decreased dueto the treasurer having the county auditor receipt
genera fund monies back into the debt service fund. Consequently, the operating
deficit of $200,000 from FY 1996-97 escalated to approximately $2.2 million and
resulted in the District having to borrow $1.4 million through the spending reserve
program. Despitethe spending reserve borrowing, the District still ended FY 1997-98
with a cash deficit. BCSD was placed in fiscal emergency ayear later.

F2.2 InMay 1999, the District prepared afive-year forecast designed to satisfy the H.B. 412 year-
end reporting requirements as well asto model the effects of the fiscal recovery plan. This
forecast projectsending unencumbered cash bal ances of approximately $873,000in FY 1998-
99, $487,000 in FY 1999-00, $133,000 in FY 2000-01, $814,000 in FY 2001-02 and $1.8
million in FY 2002-03. The following is a summary of significant assumptions and/or
explanations used by the treasurer in devel oping the forecast.

Anannual increaseof four percentisprojected for agriculture/residential property and
commercial/persona tangible property. Additional revenue will also be generated
through the future construction of four commercia properties consisting of a Giant
Eagle grocery store, Ridgepark 2 which is a plaza containing a multiplex movie
theater, Cascade Crossing which is a plaza containing four restaurants and a hotel,
and a new nursing home facility. Additionally, the potential for an increase in total
valuation will be realized through the county auditor’ s six year property reappraisal.

The amounts estimated for salaries and benefits are based on existing negotiated
agreements. The current agreements with both the certificated and classified staff
expire in FY 1999-00. Future wage and step increases are based on District
management’ sintentionsand are projected at one percent in FY 2000-01, two percent
in FY 2001-02 and one percent in FY 2002-03.

Dueto the Digtrict’ sfinancial situation, in August 1998 they sold Marquardt park to
the City of Brooklyn for approximately $700,000. Thesefundswereoriginally placed
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inthe permanent improvement fund and then were advanced to the general fundin FY
1998-99. In developing the forecast, the treasurer assumed that the District will not
have to reimburse this amount to the permanent improvement fund. The District is
currently seeking a court ruling to have the advancement remain in the genera fund.

The forecast includes the effects of the fiscal recovery plan, which identifies
approximately $1.4 million in annual savings.

Thetreasurer does not anticipate making future transfers or advancesto cover deficit
fund balances. Also, the treasurer does not anticipate needing to make future
equipment or capital outlay purchases from the general fund. The District currently
hasa1.0 mill permanent improvement levy which generates approximately $225,000
and will be used for all future capital expenditures.

F2.3 Although the District had been preparing financial forecasts prior to FY 1998-99, it appears
that these documents contained unrealistic assumptions, inaccurate figures and significantly
contributed to BCSD’ s current financia problems. This statement is evidenced by the table
shown below which provides a comparison of actual results to the forecasted estimates
developed for the FY 1997-98 SM-2 report. An analysis of Table 2-7 indicates that for the
revenue items, the District significantly overestimated five of the six categories resulting in
atotal negative revenue variance of approximately $1.3 million. While the total revenues
were within two percent of the anticipated amount, much of this can be attributed to the
District’ sunforseen use of spending reserve borrowing for approximately $1.4 million. When
this amount is removed, the District overestimated total revenues by approximately 9.5
percent. The forecasted expenditures were also inaccurate. Of the seven expenditure
categories, three were understated by a cumulative balance of approximately $624,000.

Theboard’ spoliciesregarding financia forecasting arevague, only indicating that athreeyear
budget projection be prepared by January 15 of each year. The policies do not require the
forecast document to contain supporting figures and other information that would allow
board membersto assessthe reasonableness of thetreasurer’ sassumptions. Furthermore, the
policies make no distinction as to how the forecast is to be prepared nor do they provide
instructionsfor other personnel to follow, thus, limiting broad participation in the forecasting
process. By not adopting detailed policiesgoverning the preparation of theforecast, theboard
is placed in a position of having to make major decisions based solely on the treasurer’s
interpretation of the District’ sfuture. Based on theinaccuraciesshownin Table2-7, itisthis
type of scenario that appears to have caused some of the District’s current problems.
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Table 2-7: Forecast Estimates Versus Actual Results (Amountsin 000's)

Estimated Actual $ Variance % Variance

Beginning Cash Balance 179 181 | $ 2 1.1%
Real Property Taxes 7,005 6,749 (256) (3.7)%
Personal Property Taxes 3,474 3,127 (347) (10.0)%
I nvestment Earnings 100 58 (42) (42.0)%
State Funding 420 495 75 17.9%
Rollback & Homestead 903 793 (110) (12.2)%
Federal Sources 0 0 0 0.0%
Other Revenues 710 192 (518) (72.9)%
Spending Reserve Borrowing 0 1,401 1,401 100.0%

Total Revenues 12,612 12,815 203 1.6%
Wages 7,286 7,733 (447) (6.1)%
Fringe Benefits 2,045 2,027 18 0.9%
Purchased Services 1,459 1,609 (150) (10.3)%
Supplies & Textbooks 442 469 (27) (6.1)%
Capital Outlays 248 142 106 42.7%
Debt Repayment 1,035 480 555 53.6%
Other Expenditures 231 197 34 14.7%

Total Expenditures 12,746 12,657 89 0.7%
Ending Cash Balance 44 339 295 670.5%
Outstanding Encumbrances 0 221 221 N/A
Ending Unencumbered Cash 44 118 73 165.9%

Source: SM-2 Fourth Quarter Report for FY 1997-98.

F2.4 Sincetakingover thefinancial operationsin October of FY 1997-98, the current treasurer has
prepared severa forecasts for presentation to the board. The current forecast (F2.2) was
prepared to model the effects of the recovery plan and was scheduled to be adopted by the
board and commission and transmitted to ODE by June 30, 1999.

In preparing forecasts, the treasurer estimates revenues based on his knowledge of future
local property valuations, anticipated state funding, the effects of proposed new construction,
tax appeals and pending court rulings. Wages and benefits are based on negotiated increases
and the treasurer’ s predictions of what will occur for years in which a collective bargaining
agreement does not yet exist. Other expenditures reflect historical trends, new state
requirements and known changes in spending patterns. The treasurer also prepares
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documentation for discussion purposes which takes into account optimistic and pessmistic
(“what if”) scenarios varying inputs such as levy renewals and other issues. However, the
current forecast document does not contain detailed support that would enable the board or
the commission to assess the reasonabl eness of the assumptions.

Although the treasurer has developed detailed analyses and gathered documentation to
support some of the assumptions, the notes which accompanied the current financial forecast
did not represent the level of detail used to preparetheforecast. By presenting more detailed
historica and projected financial information, as well as the inclusion of detaled
accompanying assumptions, explanatory comments, and themethodol ogy usedinderivingthe
financia estimates, the District will provide a more comprehensive understanding of the
anticipated financial condition. To thisextent, the District should use the format of financial
forecast presented in Appendix B and update the information and projections as financial
issues change or materialize. Given the current financial situation of the Digtrict, reliable
information is needed to make sound management decisions in an effort to reverse the
finances of the Didtrict.

BCSD, aswell asall other school districtsin the State of Ohio, has been impacted by several
major pieces of legislation which are changing the nature of education both financially and
operationally. Am. Sub. H.B. 650, which includes the new funding formula for school
districts, will provide additional revenue for most school districts.

H.B. 412 establishes additional accountability standards for school districts as well as
requiring districts to maintain aminimum level of spending in relation to its general revenue
for critical educationa items including textbooks, instructional supplies and capita
improvements. “General revenue’ isdefined as basic state foundation aid and property taxes
less homestead and rollback and a $10,000 persona property exemption. The spending
requirements were initialy scheduled to be phased-in beginning at two percent in FY 1998-
99, three percent in FY 1999-00 and four percent in FY 2000-01 and beyond. However,
during the course of this audit, legislation (OAC 8§ 117-2-23) was approved which caps the
spending requirements at three percent in FY 1999-00 and beyond. H.B. 412 also requires
thedistrictsto create a“rainy day” budget reserve by putting aside one percent of its genera
revenue each year in which the general revenue grows by three percent or more from the
preceding year. The budget reserve is capped at five percent of general fund revenues and
itsuseis highly restricted.

The provisions of Am. S.B. 55 include programmatic changes for school districts, many of
which havefinancial implications. Programmeatic changesinclude the creation of athreeyear
continuous improvement plan for school districts classified as “in need of continuous
improvement, under academic watch or in a state of academic emergency,” potential
expansion of summer school programs and the increasein the number of units offered to high
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school students. Therefore, the additional revenue received by BCSD is expected to be
needed to fund new requirements and will provide little or no additional net revenueto fund
existing operations.

S.B. 55 requiresthe ODE toissue“report cards’ on school districts beginning with the 1998-
99 school year. District performance is measured based on 18 specific standards, and will be
compared with similar districts and with state averages. On the District’ s preliminary report
card issued in FY 1997-98, BCSD met nine of the 18 standards defined in H.B. 650, placing
them in “academic watch” status. On the report card issued in FY 1998-99, the District
improved by meeting 10 of the 18 standards, raising their status to a state of “continuous
improvement.”

In attempting to improve upon these rankings, the District has already taken significant
actions that include increasing graduation requirements from 18 units to the 21 units
mandated by the state, continuing to offer summer school classesand providing remedial help
through the after-school Iearning resource centers at the elementary and middle schools as
well as academic coaching periodsat the high school. In compliancewith S.B. 55, the District
is in the process of preparing a three year continuous improvement plan. The assistant
superintendent indicated that in order to ensure consistency, the three year continuous
improvement plan will not be issued until after this performance audit has been completed.
Based on the actions taken, it appears that the current forecast adequately incorporates the
costs associated with meeting the requirements of S.B. 55.

While the treasurer’ s methodology in calculating the H.B. 412 set-asides (F2.2) is correct,
there appears to have been problems in posting the information into the forecast document.
For example, in FY 1998-99 the treasurer cal culated the textbook and instructional materials
set-aside to be approximately $40,000. However, in FY 1998-99, the forecast outlined in
F2.2 does not have an amount set-aside for textbook and instructional materials, rather, the
$40,000 wasforecasted in FY 1999-00. Furthermore, in FY 1999-00 thetreasurer calculated
the textbook and instructional materials set-aside to be approximately $140,000. However,
in FY 1999-00, the forecast outlined in F2.2 only has a set-aside of $40,000, the amount
required in the previous year. The $140,000 set-aside was posted in FY 2000-01. These
posting errors occur for both the textbook and instructional materials as well as the capital
improvements set-asides throughout the forecasted periods. Asaresult, the calcul ated set-
aside amounts for FY 2002-03 of approximately $436,000 for textbook and instructional
materias and $394,000 for capital improvements, were not included within the forecast
document.

During FY 1997-98, the District received arebate of approximately $67,000 from the Bureau
of Workers Compensation. H.B. 770 requires al districts receiving a rebate to use the
amount in meeting the five percent budget reserve set-aside requirements. Contrary to this
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legidation, the District placed the $67,000 in the general fund and used the full amount to aid
in funding daily operations. The treasurer indicated that in FY 1998-99, the District used
operating revenues to replace the $67,000 required to be maintained in the budget reserve.

In applying the requirementsfor the budget reserve account in FY 1998-99 and FY 1999-00,
the treasurer’s forecasted revenue bases did not increase by the required three percent,
therefore, he correctly maintained $67,000 in the budget reserve account. Although the
forecasted revenue base increases by four percent in FY 2000-01, the treasurer chose not to
post additional moniesto the budget reserve citing that the District’ sfiscal emergency status
allows them to postpone the budget reserve requirements. As aresult, in FY 2000-01 the
treasurer’s forecast does not account for the required $104,000 additional posting and
continues to maintain a budget reserve balance of $67,000. While the treasurer is correct in
the fact that school district’s in fiscal emergency are permitted to utilize budget reserve
moniesto fund daily operations, the legidation a so statesthat the District must first havethe
approval of the State Superintendent of Public Instruction as well as an acceptable schedule
for replenishing the amounts expended. Since the District currently has not met either of
these requirements, the forecast needs to be adjusted to account for the required $104,000
budget reserve posting.

During the course of this performance audit, the treasurer has prepared severa updated
forecasts for presentation to the board and the commission. These forecasts were prepared
to reflect new information as well as to correct various deficiencies in the version prepared
inMay. The most recent forecast prepared by the treasurer is dated November 2, 1999 and
proj ects year-end unencumbered cash balances/(deficits) of approximately ($305,000) in FY
1999-00, ($1.0 million) in FY 2000-01, ($441,000) in FY 2001-02, $642,000 in FY 2002-03
and $1.9 million in FY 2003-04. The primary differences between the revised forecast
prepared in November and the original version prepared in May (outlined in F2.2) are as
follows:

1 In general, the November forecast projects revenue from property taxes to increase
at two percent annually whereas the May forecast projected property tax revenuesto
increase at four percent annually. Thisresultsin adecrease in property tax revenues
from the May forecast of approximately $301,000 in FY 1999-00, $516,000 in FY
2000-01, $634,000 in FY 2001-02 and $754,000 in FY 2002-03.

In the November forecast, the treasurer projected significant decreases in revenues
from the state foundation program due to modifications in the way the guarantee
amounts are funded. Thisresultsin adecrease of revenues from the May forecast of
approximately $370,000 in FY 1999-00, $250,000 in FY 2000-01, $282,000 in FY
2001-02 and $314,000 in FY 2002-03.
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I In the November forecast, it appears that the treasurer has made the necessary
corrections and is forecasting a sufficient amount to meet the H.B. 412 set-asides.
This correction results in additional expenses of at least $733,000 being reported in
the November forecast that were not shown in the May version. It should be noted
however, that the treasurer calculated the set-asides in the November forecast based
on the prior legidation which mandated spending of four percent of general revenues
for textbook and instructional materials as well as capital improvements. The
amended |egid ation now only requires spending of three percent of general revenues.

The treasurer’s assumptions concerning the $700,000 reimbursement to the
permanent improvement fund, year-end transfersto cover fundswith deficit balances,
percentage salary, wage and step increases aswell asthe effects of thefiscal recovery
plan have remained roughly the same aswas originally presented in the May forecast.

F2.10 A school digtrict’slocal revenue sources are primarily limited to property taxes and income
taxes, if applicable. All school districts receive real and persona property tax revenue. Only
some districts collect income taxes, either through a separate school district tax or a joint
city/school district tax approved by the voters.

Under Ohio law, property values are adjusted (updated) every three years, and a complete
recalculation (reappraisal) is performed every six years. The 1997 assessment of property
values within the District totaled approximately $348 million which was reflected in taxes
collected beginning in the 1998 calendar year. The next complete reappraisal will be
conducted in calendar year 2000, which will affect tax collections beginning in calendar year
2001.

The impact on local revenues from incremental increases in these three possible revenue
sources is presented below:

1 Based on assessed valuation as of January 1, 1997, one mill of property tax would
generate approximately $348,000 of additional revenue for the Digtrict.

The Ohio Department of Taxation estimates for 1999, a one-half percent school
district income tax could theoretically generate approximately $826,000 for BCSD.

Based on 1998 tax data supplied by the City of Brooklyn, a one-half percent joint
city/school districtincometax could theoretically generate approximately $2.6 million
for BSCD.

F2.11 Table 2-1 demonstrates that the District’s local revenue sources generate a significantly
higher percentage of local revenues than the statewide average, 86 percent to 51.2 percent,
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and a higher percentage of total revenues than the peer district average, 86 percent to 68.4
percent. Table 2-2 shows that BCSD’s effective millage rate is lower than the statewide
average, 26.2 effective mills compared to 30.7 effective mills, and the median income for
BCSD is $24,778 which is lower than the peer district average of $28,940. However,
because of the high assessed property values within the District, BCSD currently receives
revenues of approximately $8,265 per pupil, which ranks 31% out of 611 school districtsin
thestate. Inthesameanalysis, the District’ s expenditures per pupil of $9,261 ranked 11™ out
of the 611 school digtrictsin the state. In dealing with itsfiscal emergency status, the District
administrators have adopted a plan which includes a combination of some staffing and
program reductions and a new levy to be placed on the ballot in calendar year 2000.

Before asking the local community for additional tax dollars, the District should first show
that it is accountable by documenting the various reductions made as aresult of thefinancia
recovery plan and this performance audit, and managing its other costsin an effort to reduce
and maintain the expenditures within the existing revenues. By taking these actions, not only
will the District be able to show the community, the legidators and the other government
agenciesthat it is proactively attempting to remedy its situation, but the reductions may also
eliminate the immediate need for anew levy.

In projecting revenuesfrom real and personal property taxesfor the May forecast (F2.2), the
treasurer estimated that they would increase approximately four percentin FY 1999-00, four
percent in FY 2000-01, three percent in FY 2001-02 and three percent in FY 2002-03. The
treasurer could not provide an objective analysis to support the projected increases. The
treasurer indicated that the increases are based primarily on a subjective opinion that between
the four commercia properties being constructed and the property reappraisal scheduled to
take place in calendar year 2000, the District would realize at |east three percent growth in
al years. However, the treasurer does not know when the new construction will be
completed, how much additiona revenue the new construction will generate, when the
District can anticipate collecting revenues from the new construction nor the effects on
revenues from reappraisals of existing properties. For the revised forecast prepared in
November (F2.9), the treasurer used more conservative estimates, projecting property tax
revenues to increase at roughly two percent in al years. These increases are also based on
subjective opinion and do not have an objective analysis as support.

When devel oping future forecasts, the treasurer should prepare atrend analysis which shows
the effects on District revenues from past changesin property valuations associated with the
normal increases, the three year update and the six year reappraisal. Thiswould providethe
treasurer with an objective basis to project future real and personal property taxes.
Additionally, until the tax revenues from the new construction can be reasonably estimated
and it becomes known when these amounts will be received, the treasurer should not include
them in the forecast. However, these and similar items should be disclosed in the notesto the
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forecast and their potential effects should be discussed with management during the formal
forecast presentation.

In August 1998, BCSD sold Marquardt park to the City of Brooklyn for approximately
$700,000. In accordance with ORC, these funds were originally placed in the permanent
improvement fund. However, when the District encountered financial difficulties during FY
1998-99, these monies were advanced-out to the general fund to aid in funding daily
operations. Thisviolates ORC § 5705.10 which states*”If a permanent improvement of the
school district is sold, the proceeds must be paid into the sinking fund, the bond retirement
fund or the permanent improvement fund. A permanent improvement is defined as any
property, asset or improvement having auseful life of five years or more, including land and
other interestsin real property.”

In March 1999, when BCSD applied for the Ohio Solvency Assistance Loan, the District was
projecting the year-end deficit to be approximately $1.8 million. However, because the
Disgtrict still was not in compliance with ORC 8 5705.10, the Auditor of State certified an
operating deficit of $2.5 million so that the $700,000 advance could be repaid. Despite
receiving the full amount from the Ohio Solvency Assistance Fund, the District did not repay
the advance and has continued to include the $700,000 as revenues within the genera fund
in both the May and the November forecasts (F2.2 and F2.9). The treasurer indicated that
the District is currently seeking a court ruling that will allow them to keep the advance in the
genera fund. However, the potentia exists that the courts will rule against the District and
a generd fund advance of $700,000 will have to be made to the permanent improvement
fund.

Because past overstatements of revenues contributed to the District’s current financial
difficulties, the treasurer should adopt a more conservative policy when deciding which
revenues to include in the forecast. More specificaly, the treasurer should not include items
which are pending a favorable court decision. The Financial Accounting Standards Board
(FASB) issued Satement No. 5 to provide guidance in accounting for gain contingencies.
The FASB stated that “...gain contingencies such as possible receipts of monies from gifts,
donations, bonuses, etc., possible refunds from the government and pending court cases
wherethe probable outcomeisfavorable should not berecorded.” Althoughthe FASB issued
thisstatement to provide guidance when preparing historical financial statements, itisasound
practice that the District should follow when preparing forecasts. By including gain
contingencies in the forecast, the treasurer is alowing management, legislators and other
government entities to make decisions based on a best case scenario that has a greater
potential of not occurring.

In preparing the May and November forecasts, the treasurer assumed that transfers from the
general fund would not be needed to cover deficit balances in other funds. The District

Financial Systems 2-18



Brooklyn City School District

Performance Audit

currently hasthree enterprisefunds consisting of thelatch key program, thefood servicefund
and the school supply fund. Whilethelatch key program has historically been ableto operate
at aprofit, both the food service and school supply funds have continually maintained deficit
balances that required year-end transfers from the general fund. Table 2-8 shows the net
losses generated by the enterprise funds and the amounts transferred from the general fund
during the past five years. The treasurer indicated that during the forecasted periods, he
assumed that the enterprise funds will be self-sufficient. However, past history does not
support this assumption and no major priceincreases or expenditure reductions are currently
scheduled which would make these funds self-sufficient.

Table 2-8: Performance of Enterprise Funds

FY FY FY FY FY
1993-94 1994-95 1995-96 1996-97 1997-98
Total Revenues 263,364 331,964 331,915 360,221 $399,391
Total Expenses 300,334 341,377 382,829 411,859 $516,222
Net Loss ($36,970) ($9,413) ($50,914) ($51,638) ($116,831)
Transfers-In 35,000 60,000 60,000 90,000 57,000
Adjusted Net Income (1,970) 50,587 9,086 38,362 (59,831)

Sour ce: District financial statements

2.5

F2.15

Given that the Didtrict is in fiscal emergency, the general fund can no longer afford to
subsidize the operations of the enterprise funds. Therefore, the District should conduct a
cost-benefit analysis on the food service and school supply funds to determine if other
alternatives might be more feasible. If the District decides to continue maintaining both
operations, then another study should be performed to determine the appropriate price and
cost structures needed to make the enterprise funds self-sufficient. Once these have been
determined, the District should implement them into the current operations and closely
monitor the results. By taking these actions, the District’ s enterprise funds should become
self-sufficient which will easethe burden currently placed onthe general fund. However, until
the District is able to demonstrate that it can operate the enterprise funds without incurring
deficits, the treasurer should continue forecasting genera fund transfers.

In general, based on the deficiencies noted in the May and November forecasts, BCSD’s
ability to properly plan for itsfinancial needs and generate reliable assumptionsfor projecting
revenues and expenditures is questionable. This situation appears to be the result of a
combination of the District’s inability to produce accurate historical data and a lack of
thorough consideration by management in preparing various line-itemsin the forecast. The
lack of accurate historical dataisdiscussed in F2.17.
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F2.16 Thefinancial forecast presented in Appendix A representsthe Auditor of State’s projection
of the Digtrict’s present and future financial condition assuming no material changes in
operating expenditures or revenues. The resultsreported in Appendix A do not include the
effects of the recovery plan and indicate that instead of the District ending FY 2002-03 and
FY 2003-04 with apositive ending unencumbered cash balance as projected in both the May
and November forecasts, the District islikely to incur anegative ending balance beginning in
FY 1999-00 and continuing throughout the projected period. The projected ending balance
for FY 2003-04 is expected to be a deficit of approximately $9.5 million.

The difference between the two forecasts can be attributed to the following reasons:

1 Rather than assuming aflat growth over all forecasted years, revenuesfrom property
taxes are projected to increase based on an analysis of ten years worth of property
valuations, effective millage amounts and county auditor collection rates. Revenues
from the State Foundation program are projected to decrease based on simulations
provided by ODE.

Expenditures do not include the effects of the recovery plan and are projected to
increase based on historical averages, collective bargaining agreements and other
factors.

The anticipated expenditures for purchased services, instructional materials, supplies
and textbooks as well as capital outlay are based on historical patterns adjusted for
compliance with H.B. 412 set-aside requirements. It is assumed each year that the
set-aside requirement will be expended rather than establishing reserve accounts.
Additiondly, it isassumed that the District will fund the budget reservein all required
years.

Transfers/advances out are projected based on past history to cover annual deficits
in the enterprise funds. Additionally, FY 1999-00 includes an advance out to the
permanent improvement fund of $700,000 to comply with ORC requirements.

A
N
o

In their duty to develop a financial recovery plan for the District, the commission should
utilize the financia recovery plan included in Appendix B based on the deficiencies in the
Didtrict’ sforecasts. Appendix B isbeing presented to provide aproposed District recovery
plan to the commission which will enable an evaluation of the recommendations presented
within this performance audit and to determine the impact of the related cost savings on the
Didtrict’ sfinancial condition. The recommendations are broken down into those which can
be enacted immediately by the District and those that will require renegotiating certain items
within the union agreements and therefore, can only be implemented during future periods.
For the District to achievefinancia stability, it will be necessary to makedifficult management
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decisions. This performance audit provides a series of ideas and recommendations which the
District and the commission should consider. However, this audit is not al inclusive and
other cost savings and revenue enhancements should be explored and incorporated into the
financial recovery plan of the District.

Fiscal Operations

F2.17

A
N
d

F2.18

Although the Disgtrict’s chart of accounts is USAS compliant, some of the past coding
practiceswereinconsi stent and inaccurate. Several instanceswerenoted where band uniforms
were charged to the capital outlay object account, employee benefitswere charged to building
supply accounts, operating units were charged for deficits incurred by other buildings and
departments and approximately $79,000 of Medicare payments in FY 1997-98 were not
recorded at all. Furthermore, some of the expenditures were only captured at the object level
and were not charged to the operating unit that generated the cost.

Asaresult of these coding practices, the District has had difficultiesreconciling itssubsidiary
ledger reports to the year-end financial statements, despite the fact that both documents are
generated from the same accounting system. BCSD’s inability to properly capture
expenditures and accurately report them in the financial statements raises serious questions
about the integrity of the financial information provided by the District.

The District should perform athorough review of the current code structure to ensure that
it adequately captures al financial activity while posting it to the proper line-item within the
operating unit. Without accurately capturing expendituredataat theindividual operating unit
level, the true cost of programs and activities are not available for management purposes.
Additiondlly, financial statementsand management reportsprepared using thefinancial system
become meaninglesswhen codesare chargedin aninconsistent manner. Maintaining accurate
financial datais an essentia tool in an efficient and effective operation.

In the financia audits conducted in FY 1996-97 and FY 1997-98, it was disclosed that there
were periods of time for which bank reconciliations had not been performed. It was aso
disclosed that for the bank reconciliations that were completed, there were significant
variances which were not investigated and disposed of in a timely manner. The treasurer
indicated that when hetook over the District’ sfinancial operationsin October of FY 1997-98,
the cash records depi cted a bal ance that was approximately $15,000 more than what the bank
statementsindicated. After unsuccessfully attempting to reconcilethe cash recordsduring the
remainder of FY 1997-98, the treasurer hired alocal CPA firm in July 1998 to aid with the
reconciliation and to provide the District with an accurate cash balance to usein conducting
future operations. Between the efforts of the CPA firm and the treasurer’s office, the
variance had been reduced to approximately $300. However, since that time it appears that
the District’s reconciliation efforts have regressed since FY 1998-99 was ended with a
variance of approximately $2,000.
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Reconciling cash is one of the most basic and important controls instituted by management
to assure the completeness and accuracy of cash transactions reflected in the financia
statements. Performing accurate and timely cash reconciliations and investigating unusual
reconciling items should be performed by all entities regardiess of the size or scope of
operations.

A
N
foe]

Becausethefailureto reconcile bank accountsallowsfor the potential for errorsin budgeting
and financial reporting as well as theft and other problems associated with inadequate
safeguards for cash, the treasurer’s office should diligently work to reconcile the current
$2,000 variance. In the future, al reconciliations should be consistently prepared on a
monthly basis by the assistant treasurer and submitted to the treasurer for final review and
approval. The commission should hold the treasurer accountabl e for future reconciliations by
requiring monthly presentations in which the details and methodology for the reconciliation
process are discussed along with explanations for al variances. It is imperative that
management be provided with an accurate cash balance, especially during times of financial
difficulties.

F2.19 Inaccordancewith ORC § 5705.412, school districtsarerequiredtoissuea®“412" certificate
certifying that the district has estimated resources from all sources, equal to or in excess of
the total appropriations. The certificate isto be signed by the treasurer, the superintendent
and the board president and is to be filed with the county auditor. The financial audit
conducted in FY 1997-98 disclosed that despite being notified by the county auditor that the
proposed expenditures exceeded the estimated resources by approximately $1.8 million, the
Didtrict issued the “412" certificate indicating that the estimated resources exceeded
appropriations. Furthermore, the “412" certificate submitted to the county auditor only
contained the signature of the previous treasurer.

In discussions with the county auditor’ s office, it was indicated that during FY 1998-99, the
District did not formally adopt a budget until April. Thiswas a temporary budget and had
various funds where appropriations exceeded the estimated revenues. Asof July 31, 1999,
the county auditor’ soffice still had not received the permanent appropriation measure nor had
they received any revisions which would bring the temporary appropriations within the
revenues. A temporary appropriation measure is not intended to be used in lieu of a
permanent measure. Further, both the ORC and board policy require the permanent measure
to be adopted no later than October 1. TheDistrict’ sactionsalso violate ORC § 5705.41 (A)
which prohibits a political subdivision from making fund appropriations in excess of the
estimated revenues. These budgetary issues were aso disclosed in the financial statement
audit conducted in FY 1997-98.

2.

(o]

BCSD can take steps towards eliminating its financial problems by making effective use of
itsbudgets. Inthe past, the District has had trouble managing its expendituresto stay within
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F2.20
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the total revenues. Some of these problems can be attributed to the fact that the District
routinely adopts its budgets after the legidative and board defined deadlines, or as was the
casein FY 1998-99, does not adopt aformal budget at all. The District administrators should
ensure that these conditions are rectified. To accomplish this, purchases should not be
allowed unless a formal budget has been adopted. Additionally, the budget should not be
adopted unless the proposed appropriations for al funds fall within the estimated resources.
By taking these actions, the District will be in a position of being able to issue valid “412"
certificates that contain all three required signatures. Lastly, the treasurer and the
superintendent should establish atime table and a set of instructions for District employees
to follow which would ensurethat the annual appropriation measureispresented for approval
before October 1. A District cannot operate efficiently and management cannot make
informed decisions without the framework and parameters provided by the annual
appropriation measure. This may entail beginning the process earlier in the year.

During atesting of expendituresfrom FY 1998-99, several instances were found where the
invoice date preceded the purchase order date. This indicates that purchases are not
consistently being properly approved and encumbered prior to contracting with the vendor.
This violates ORC § 5705.41 (D) as well as board policy which states that no purchase
commitment is binding on the District until the treasurer has certified funds are available and
encumbers the funds. Furthermore, instances were also noted where either copies of the
purchase order or the purchase order alone was used as the basis of payment. These
noncompliance issues and internal control weaknesses were also disclosed in the financial
statement audits conducted in FY 1996-97 and FY 1997-98.

Some of the District’ s past problemsin keeping its expenditureswithin the budgeted amounts
can be attributed to the fact that individual s are able to circumvent the purchasing cycle and
contract with vendorswithout receiving the necessary approvals. Torectify this, the District
should comply with the ORC and enforce its own policies by preventing the operating units
from making purchases in advance of securing a valid purchase order and obtaining the
treasurer’s certification. Encumbering expenditures after the fact increases the risk that
operational unitsmay overspend their budget allocationsand may also result in overspending
at the legal appropriation level. Furthermore, this practice hinders those involved in the
procurement processfrom effectively reviewing the purchase order for compliancewith board
policies and District procedures before acommitment is made. 1t is not sound management
practice to enter into commitments without first encumbering the amount to be spent and
verifying that sufficient funds are available. Authorization after the fact is not a proper
substitute for pro-active oversight and control.

In addition, the District should only pay vendors based on the original invoice and never from
the purchase order alone. Because numerous noncompliance issues and internal control
weaknesses were identified in past financial audits that have either gone uncorrected or are

Financial Systems 2-23



Brooklyn City School District Performance Audit

just now being addressed (F2.17, F2.18, F2.19 and F2.20), the board and the commission
should make the correction of yearly audit findings one of the performance measuresused in
evaluating the treasurer.

Expenditure Analysis

F2.21 Table 2-9 shows FY 1997-98 purchased items (other than utilities) by category within the
general fund, compared with FY 1996-97. Although the District ended FY 1996-97 with a
genera fund deficit, in FY 1997-98, expenditures relating to purchased services as well as
materials and supplies increased by a cumulative total of approximately $400,000. Because
thecurrent treasurer beganin FY 1997-98, reasonabl e explanationsfor the significant changes
could not be provided. However, the treasurer did indicate that in an effort to eliminate all
unnecessary expenditures in FY 1998-99, the District reduced the total purchased services
and materiadls and supplies expenditures to approximately $1.2 million and $211,000
respectively.
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Table 2-9: District Purchases

Source: FY 1996-97 and FY 1997-98 4502 Reports, Statement P.

FY 1996-97 FY 1997-98 I ncrease (Decr ease)
PURCHASED SERVICES:

Professional and Technical Services | $ 280,981 | $ 340,071 21.0%
Property Services 245,372 209,294 (14.7%)
Mileage/M eeting Expense 63,448 54,749 (13.7%)
Communications 75,959 53,315 (29.8%)
Contract Craft or Trade Service 0 10,319 100.0%
Tuition 281,272 575,844 104.7%
Pupil Transportation Services 13,054 54,512 317.6%
Other Purchased Services 49,270 51,414 4.4%
Total Purchased Services $ 1,009,355 | $ 1,349,517 33.7%

MATERIALS AND SUPPLIES:
General Supplies $ 217,728 | $ 259,202 19.0%
Textbooks 5,101 4,847 (5.0%)
Library Books 12,041 18,374 52.6%
Periodicals and Films 6,817 4,434 (35.0%)
Maintenance and Repair to Plant 102,707 113,023 10.0%
Maintenance and Repair to Fleet 56,669 69,178 22.1%
Total Materialsand Supplies $ 401,062 | $ 469,057 17.0%

F2.22 Table2-10 depictsgeneral fund FY 1997-98 revenues by source and expenditures by object

asapercent of total general fund revenues and expendituresfor BCSD and its peer districts.
As can be seen, one of the factors limiting the District in managing its financial operationsis
the high percentage of expendituresthat arefixed by negotiated employment contracts, utility
costs and debt service payments. Per Table 2-10, wages and employee benefits account for
approximately 80 percent of the total budgeted expenditures for the general fund, which is
the lowest among the peer districts. The rate of compensation for most District employees
is set by union contracts. Benefit payments such as retirement contributions, medicare,
workers compensation and unemployment are determined by state and federal regulations.
Debt service payments, tuition and utility costs account for another eight percent of the
budgeted expenditures. Therefore, approximately 12 percent of thetotal budgeted dollarsare
available for discretionary spending, such as textbooks, capital purchases and educational
supplies. See Table 2-11 for a detailed breakdown of discretionary expenditures.
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Table 2-10 aso highlights the fact that for FY 1997-98, BCSD's operating expenditures
exceeded the operating revenues without the spending borrowing by approximately $1.3
million. Much of the District’s difficulty in FY 1997-98 can be attributed to the fact that
despite having an operating deficit in the previous year, the District hired additional staff,
increased purchased services and materia and supply expenditures, began offering early
retirement incentives as well as other expensive negotiated benefits. In contrast, al of the
peer districts were able to sufficiently control expenditures to stay within the revenues
generated from the various sources.

Table 2-10: Revenues by Sour ce and Expenditures by Object

Brooklyn Columbia Rocky River Sheffield-
Sheffield Lake
Property Taxes 86.4% 48.8% 81.1% 48.1%
I ntergovernmental Revenues 11.5% 48.7% 14.6% 49.8%
Other Revenues 2.1% 2.5% 4.3% 2.1%
TOTAL REVENUES $ 10,887,575 [ $ 6,038,700 | $ 17,183,757 | $ 10,697,024
Wages 63.5% 67.8% 64.8% 77.5%
Fringe Benefits 16.7% 16.5% 15.9% 14.9%
Purchased Services 13.2% 8.7% 12.5% 2.1%
Supplies & Textbooks 3.9% 3.9% 3.7% 1.1%
Capital Outlays 1.2% 0.1% 1.4% 2.9%
Miscellaneous 1.5% 3.0% 1.7% 1.5%
TOTAL EXPENDITURES $ 12,169,599 [ $ 5,982,614 | $ 16,743,499 | $ 10,259,717

Source: FY 1997-98 District Report 4502, Exhibit 2 and statement P.
Note: Table is presented without the effects of the spending reserve borrowing in the amount of approximately $1.4 million.
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F2.23 Table2-11 shows selected discretionary expenditures by account from BCSD’sFY 1997-98
genera fund. The expenditures are then calculated as a percentage of total general fund
expenditures, and compared with similar spending by the peer districts.

Table 2-11: Discretionary Expenditures

Brooklyn | Brooklyn | Columbia Rocky Sheffield- Peer Avg
River Sheffield
Lake
Prof. and Technical Services $ 340,071 2.8% 1.7% 2.1% 0.9% 1.9%
Property Services $ 209,294 1.7% 1.1% 3.0% 0.3% 1.5%
Mileage/M eeting Expense $ 54,749 0.5% 0.2% 0.4% 0.2% 0.3%
Communications $ 53,315 0.4% 0.5% 0.6% <0.1% 0.4%
Contract. Craft or Trade Svcs. $ 10,319 0.1% <0.1% <0.1% <0.1% <0.1%
Pupil Transportation Services $ 54,512 0.5% 0.0% 0.4% <0.1% 0.2%
Other Purchased Services $ 50,800 0.4% <0.1% 0.2% 0.4% 0.3%
General Supplies $ 259,202 2.1% 1.5% 0.8% 1.0% 1.3%
Textbooks/Reference Materials $ 27,655 0.2% 0.6% 1.4% <0.1 0.6%
Plant Maintenance and Repair $ 113,023 0.9% 0.7% 1.1% 0.1% 0.7%
Fleet Maintenance and Repair $ 69,178 0.6% 1.1% 0.3% 0.1% 0.5%
Land, Buildings & Improvements $ 13,715 0.1% 0.0% <0.1% 0.6% 0.2%
Equipment $ 75,943 0.6% 0.1% 1.3% 2.3% 1.1%
Buses/Vehicles $ 52,569 0.4% 0.0% 0.0% 0.0% 0.1%
Duesand Fees $ 145,258 1.2% 2.2% 1.6% 1.0% 1.5%
Insurance $ 3,883 <0.1% 0.3% 0.1% 0.1% 0.1%
Awardsand Prizes $ 2,450 <0.1% <0.1% 0.0% 0.0% <0.1%
Miscellaneous $ 14,632 0.1% 0.0% 0.1% 0.0% <0.1%
TOTAL OF THISTABLE $ 1,550,568 12.7% 10.0% 13.4% 7.0% 10.7%

Source: FY 1997-98 4502 Reports, Statement P

Thefollowing isadescription of the categorieswhere BSCD spent ahigher percentage of itsgeneral
fund than the peer average. Because of the past coding practices and the newness of the treasurer,
reasonable explanations of the services being accounted for within these object codes could not be
provided. All descriptions that follow were developed using definitions and examples as shown in
the USAS manual.
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Professional and Technical Services: The District spent approximately 2.8 percent
of its general fund budget for professional and technical services, whereas the peer
average was only 1.9 percent. For BCSD, this equates to expenditures which are
approximately $109,000 higher than the peer average. Professiona and technical
services are defined as purchased services which by their nature can be performed
only by persons with specialized skills and knowledge. This object code consists of
instruction services, instructional improvement services, health services, staff services,
management services, dataprocessing services, statistical services, professional/legal
services and other professional and technical services.

Pupil Transportation Services: The District spent approximately 0.5 percent of its
genera fund budget for pupil transportation services, whereas the peer average was
only 0.2 percent. For BCSD, this equates to expenditures which are approximately
$30,000 higher than the peer average. Pupil transportation services are defined as
expendituresto personsor agenciesfor the purpose of transporting childrento school.
This object code consists of transportation purchased from another district,
transportation purchased from other sources, lodging of disabled or handicapped
students attending a school in another district and other pupil transportation services.

General Supplies: The District spent approximately 2.1 percent of its general fund
budget for general supplies, whereas the peer average was only 1.3 percent. For
BCSD, this equates to expenditures which are approximately $101,000 higher than
the peer average. Genera supplies are defined as expenditures for consumable non-
food items such as pencils, paper, clips, staples, and so forth, which are made outright
by the school board. This object codes consists of instructional supplies, office
supplies, teaching aids, health and hygiene supplies, farm supplies, software material
and other general supplies.

Buses and Vehicles: The District spent approximately 0.4 percent of its general fund
budget for buses and vehicles, whereas the peer districts reported no expenditures.
For BCSD, thisequatesto expenditureswhich are approximately $53,000 higher than
the peer average. Buses and vehicles are defined as expenditures for the purchase of
conveyance to transport persons or objects.

Because of the Didtrict’s current financia difficulties, it is extremely important that the
Digtrict diligently monitor those spending areas over which it can exercise more discretion.
Variousareaswere noted aboveinwhich BCSD spent ahigher percentage of itsgeneral fund
revenues than its peer districts. District management should closely review these costs to
identify possible opportunities for reductions and savings.

Financial Systems 2-28



Brooklyn City School District Performance Audit

F2.24 The allocation of resources between the various functions of a District is one of the most
important aspects of the budgeting process. Given the limited resources available, functions
must be evaluated and prioritized. Anayzing the spending pattern between the various
functionsshouldindicatewherethe prioritiesof theboard and management areplaced. Table
2-12 detailsthe District’s governmental funds' operational expenditures for FY 1997-98 by
function as captured and reported by the accounting system. BCSD’s per pupil operating
expenditureswerethe highest among the peersand approximately $1,900 higher than the peer
average of $7,713. However, most of these expenditures are not attributed to instructional
costs, rather they are linked to the District’s support services expenditures (44.0 percent),
which were the highest among the peer districts and well above the peer average of 39.7
percent. More specificaly, it appears that the high support services expenditures can be
attributed to excessive costs in the areas of pupil support which accounted for 7.9 percent
of the expenditures whereas the peer average was only 6.3 percent, administration which
accounted for 9.5 percent of the expenditures whereas the peer average wasonly 7.9 percent
and in central support services which accounted for 3.5 percent of the expenditures whereas
the peer average was only 2.5 percent. The District’s percentage of governmental fund
operational expenditures (50.3 percent) related to pupil instruction wasthe lowest among the
individual peers and approximately four percent lower than the peer average of 54.6 percent.

Table 2-13 shows the per pupil operational expenditures, facilities acquisition and
construction, and debt service for all governmental funds, as well as the percentage of these
categories to total governmental fund expenditures. BCSD’s operational expenditure
percentage of 89.4 percent is considerably lower than the peer average of 92.2 percent.
Capital outlays represent 3.4 percent of the District’s expenditures which is higher than the
peer average of 2.3 percent. Debt service expendituresrepresent 7.2 percent of the District’s
outlayswhich issignificantly higher than theindividual peer districts and the peer average of
5.5 percent. The mgjority of the District’s debt was issued to pay current year obligations
from the future year’s revenues. Having a significant amount of outstanding debt of this
nature severely limits management’ s ability to operate an effective school district.
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Table 2-12: Gover nmental Funds Operational Expenditures By Function

Brooklyn Columbia Rocky River Sheffield- Peer Average
Sheffield Lake

USAS Function $ Per % of $ Per % of $ Per % of $ Per % of $ Per % of

Classification Pupil Exp Pupil Exp Pupil Exp Pupil Exp Pupil Exp

Instruction Expenditures $4,852 50.3% $3,294 55.6% $4,606 54.0% $3,994 59.2% $4,187 54.6%
Regular Instruction $3,768 39.1% $2,674 45.1% $3,773 44.3% $2,979 44.2% $3,298 43.0%
Specia Instruction $609 6.3% $431 7.3% $696 8.1% $626 9.3% $591 7.9%
Vocational Instruction $42 0.4% $165 2.8% $110 1.3% $226 3.4% $136 1.8%
Adult/Continuing Inst. $0 0.0% $0 0.0% $8 0.1% $1 <0.1% $2 <0.1%
Other Instruction $433 45% $24 0.4% $19 0.2% $162 2.3% $160 1.9%

Support Services Exp. $4,244 44.0% $2,369 40.0% $3,244 37.9% $2,536 37.6% $3,098 39.7%
Pupil Support $757 7.9% $383 6.5% $453 53% $421 6.2% $503 6.3%
Instructional Support $316 3.3% $164 2.8% $313 3.6% $332 4.9% $281 3.8%
Board of Education $22 0.2% $13 0.2% $15 0.2% $12 0.2% $15 0.2%
Administration $917 9.5% $619 10.5% $484 5.6% $546 8.1% $641 7.9%
Fisca Services $294 3.1% $197 3.3% $240 2.8% $177 2.6% $227 2.9%
Business Services $106 1.1% $0 0.0% $93 1.1% $39 0.6% $60 0.8%
Plant Operation/Maint. $1,045 10.8% $537 9.1% $1,056 12.4% $646 9.6% $821 10.8%
Pupil Transportation $434 4.5% $375 6.3% $341 4.0% $288 4.3% $360 45%
Central Support Services $354 3.7% $81 1.3% $249 2.9% $75 1.1% $190 2.5%

Non-Instructional Services

Expenditures $222 2.4% $0 0.0% $384 4.5% $46 0.7% $163 2.4%

Extracurricular Activities

Expenditures $320 3.3% $263 4.4% $308 3.6% $168 2.5% $265 3.3%

Total Governmental Fund

Operational Expenditures $9,638 100% $5,926 100% $8,542 100% $6,744 100% $7,713 100%

Source: FY 1997-98 4502 reports

Table 2-13: Total Governmental Fund Expenditures By Function

Brooklyn Columbia Rocky River Sheffield- Peer Average
Sheffield Lake
USAS Function
Classification $ Per % of $ Per % of $ Per % of $ Per % of $ Per % of
Pupil Exp Pupil Exp Pupil Exp Pupil Exp Pupil Exp
Total Governmental Funds
Operationa Expenditures $9,638 89.4% $5,926 94.4% $8,542 91.2% $6,744 95.3% $7,712 92.2%
Facilities Acquisition &
Construction Expenditures $370 3.4% $309 4.9% $197 2.2% $0 0.0% $219 2.3%
Debt Service Expenditures $779 7.2% $42 0.7% $620 6.6% $335 4.7% $445 5.5%
Total Governmental Funds
Operational Expenditures $10,787 100% $6,277 100% $9,359 100% $7,079 100% $8,376 100%
Source: FY 1997-98 4502 reports
Financial Systems 2-30



Brooklyn City School District Performance Audit

R2.12 While the District met 10 of the 18 standards defined in H.B. 650 on the report card issued
during the 1998-99 school year, there are many areas where BCSD could improve. To
accomplish this, the District should reallocate the monies it is currently receiving towards
those programswhich will have the greatest impact on improving the student’ seducation and
proficiency test results. Table 2-13 supports this position by indicating BCSD spends a
smaller percentage of its revenues on pupil instruction than any of the peer districts, while
spending the most on support services. BCSD should utilize the recommendations contained
inthis performanceaudit and identify other areasto reduce the current percentage of revenues

being spent on support services enabling these funds to be used in the instruction of the
District’ s students.
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APPENDIX A

The financial planning and supervision commission approved a financia forecast prepared by the
districtinMay 1999. The commission subsequently reviewed an updated forecast in November 1999.
The financial forecast presented in Table A-1 represents the Auditor of State's projection of the
Didtrict’s present and future financia condition. Table A-1 was developed in order to rectify the
deficienciesidentified in the District’s May and November forecasts and to provide the commission
with what the Auditor of State deems to be aredlistic starting point in identifying the magnitude of
reductions necessary to regain fiscal solvency. The assumptions and projections developed in the
notes to the financial forecast presented in Appendix B were used to determine projected revenues
and expenditures presented. Thistable represents an assessment of the financial forecast prior to any
reductions and other cost savings identified by this performance audit and the commission. The
results of thisperformanceaudit and the District’ scost recovery planwill beincluded in separateline-
items within Table B-1 presented in Appendix B.

Theforecast presented in Table A-1 differsfrom the District’s May and November forecastsfor the
following reasons:

I Redl estate valuations are forecasted to increase in FY 1999-00, FY 2001-02, FY
2002-03 and FY 2003-04 at 2.4 percent based on ten yearsworth of valuation growth
patterns. Real estate valuation in FY 2000-01 is projected to increase 12.1 percent
based on historical increases that have taken place during past property reappraisals.
These assumptionsdiffer fromthe District’ sMay and November forecastsin that they
are based on past history rather than subjective opinion and they takeinto account the
increase in revenues that should occur during the county auditor’s property
reappraisal. Additionaly, this forecast (Table A-1) does not include any potential
effects future construction may have on revenues. (F2.12)

Table A-1 does not take into consideration the nearly $1.4 million in cost savings
identified in the Digtrict’s fiscal recovery plan. The treasurer’s forecasts includes
these savings.

The H.B. 412 set-aside requirements are modified in Table A-1 to comply with the
amended |egidlation which now only requires spending of three percent of the general
revenuesfor textbook and instructional materialsaswell ascapital outlay. TableA-
1 further assumes that the District will spend al amounts required therefore leaving
no carryover balanceinreserve. Thisdiffersfromthe District’ sforecasts becausethe
treasurer calculated the spending requirements at four percent based on the prior
legidation. Additionally, rather than spending the required amounts, thetreasurer has
forecasted that the District will establish reserve accounts and carry the amounts
forward throughout the forecasted period. (F2.9)
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I Table A-1 projects the District complying with ORC requirements and making a
return advance to the permanent improvement fund of $700,000. This differs from
the District’ sforecastsin that these funds are projected to remain in the general fund.
(F2.13)

Table A-1 includes $60,000 for year-end transfers to cover deficit balances in the
enterprisefunds. TableA-1asoincludesyear-end encumbrancesof $320,000. These
assumptionsdiffer from the District’ sforecastsin that no transfers and encumbrances
are projected (F2.14).

Note: Although the District had an operating deficit of approximately $2.5 million in FY
1998-99, Table A-1 includes the funds ($2.5 million) borrowed through the Ohio
Solvency Assistance Loan program and as a result, an unencumbered cash balance
of $696,000 is reported rather than the deficit the District was facing.
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Table A-1: Five-Year Forecast with Three Year’sHistorical Data (Amountsin 000's)

Actual Actual Actual Forecast Forecast For ecast For ecast For ecast
1996-97 1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04
Redl Estate Property Tax 6,741 6,811 7,160 7,075 7,739 7,892 8,049 8,217
Tangible Personal Property Tax 3,266 3,076 2,872 2,939 3,195 3,379 3,577 3,788
State Foundation 470 514 783 449 554 514 482 458
Property Tax Allocation 833 746 877 871 952 971 990 1,011
Other Revenues 251 229 1,473 292 328 375 436 513
Total Operating Revenues 11,561 11,376 13,165 11,626 12,768 13,131 13,534 13,987
Salaries & Wages 6,999 7,731 7,939 8,256 8,338 8,504 8,590 8,675
Fringe Benefits 1,925 2,027 2,424 2,851 2,909 3,007 2,901 3,031
Purchased Services 1,296 1,609 1,232 1,313 1,403 1,504 1,618 1,747
Supplies, Materials & Textbooks 401 469 211 501 517 537 561 576
Capital Outlay 737 143 1 0 0 0 0 0
Other Expenditures 196 168 226 237 249 261 273 286
Interest on Loans 278 235 241 147 123 98 72 44
Total Operating Expenditures 11,832 12,382 12,274 13,305 13,539 13,911 14,015 14,359
Proceeds From the Sale of Notes 0 1,401 0 0 0 0 0 0
Ohio Solvency Assistance Loan 0 0 2,500 0 0 0 0 0
Spending Reserve Payment 0 0 (1,401) 0 0 0 0 0
Solvency Assistance Loan Payment 0 0 0 (1,246) (1,246) 0 0 0
H.B. 264 Payment (345) (365) (385) (410) (430) (455) (480) (510)
Five Year TAN Payment (435) (435) (435) 0 0 0 0 0
Net Transfers/ Advances - In/ (Out) (876) (23) (65) (760) (60) (60) (60) (60)
Net Financing (1,656) 578 214 (2,416) (1,736) (515) (540) (570)
Results of Operations (Net) (1,927) (428) 1,105 (4,095) (2,507) (1,295) (1,021) (942)
Beginning Cash Balance 2,107 181 (247) 858 (3,237) (5,744) (7,039) (8,060)
Ending Cash Balance 181 (247) 858 (3,237) (5,744) (7,039) (8,060) (9,002)
Outstanding Encumbrances 509 221 79 320 320 320 320 320
“412" Set-Aside/Budget Reserve 0 67 67 67 105 105 105 105
DPIA Fund Balance Reservations 1 4 0 0 0 0 0 0
Bus Purchases Reservations 0 0 16 32 48 64 80 96
Ending Unencumbered Cash Balance ($330) ($539) $696 ($3,656) ($6,217) ($7,528) ($8,565) ($9,523)
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Thefollowing isahighlight of assumptions used in preparing the financial projection for the general,
DPIA and debt service fundsin Table A-1 for the BCSD:

Property tax revenue estimates are based on historical valuation growth patterns,
including the effects of scheduled updates and reappraisals. The calculated tax
collections are based on estimated valuations and appropriate tax rates by property
classification.

The Digtrict tax rates consist primarily of emergency millage voted by the residents
of BCSD. Nonew leviesareincluded inthisforecast. The next renewal of alevy will
be placed on the balot in FY 1999-00 for an effective amount of 4.3 mills. This
forecast assumes that the voters will renew this levy.

Revenues from the State Foundation program are expected to decrease throughout
the forecasted period based primarily on simulations provided by the Ohio
Department of Education and known changes to the way the guarantee amount is
determined.

The amounts estimated for salaries and benefits are based on existing negotiated
agreements. For periodsbeyond the current agreements, management’ sintentionsare
used. The current agreement with both the certificated and classified staff expiresin
FY 1999-00 and grants wage and step increases of five percent in FY 1998-99 and
four percent in FY 1999-00. Future wage and step increases are projected at one
percent for FY 2000-01, two percent in FY 2001-02, one percent in FY 2002-03 and
one percent in FY 2003-04. This forecast does not take into consideration the
staffing reductions identified in the District’ s recovery plan. These are presented in
Appendix B.

Theanticipated expendituresfor purchased services, materia's, suppliesand textbooks
aswell ascapital outlay are based on historical patterns adjusted for compliance with
the H.B. 412 set-aside requirements. It is assumed that each year the set-aside
requirements will be expended therefore leaving no carryover balance in reserve.

Transfers/advances out are projected based on past history to cover annual deficits
in the food service funds. Additionaly, FY 1999-00 includes an advance out to the
permanent improvement fund of $700,000to comply with ORC requirements(F2.14).
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APPENDIX B

Table B-1 isbeing presented as a proposed recovery plan to be utilized by District management and
the commission to assess the impact the implementation of the various performance audit
recommendationswill have on the District’ sfinancial condition. Theforecast presented containsthe
same financia projections as presented in Table A-1 with additiona lines to include the financia
implicationsassoci ated with the performanceaudit recommendationsand the District’ sfiscal recovery
plan. Detailed notes regarding the information and assumptions used to develop the projected
amountsare also provided. Contained within the notes aretables (T able B-16 through Table B-18)
which summarizes the financial implications associated with the recommendations contained within
this report. Some recommendations could be implemented immediately, while others will require
management action to realize the savings proposed. In addition, implementation costs and cost
avoidances associated with the various recommendations are also summarized.

For the Didtrict to achieve financial stability, it will be necessary to make difficult management
decisions. Thisperformance audit providesaseriesof ideas/recommendationswhich the District and
commission should consider. However, this audit is not al inclusive and other cost savings and
revenue enhancements should be explored and incorporated into the financial recovery plan of the
District. The District and the commission should update the financial recovery plan presented on an
ongoing basis as critical financial issues are addressed.
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Table B-1: Proposed Financial Recovery Plan

Amountsin 000's)

Actual Actual Actual Forecast Forecast Forecast Forecast Forecast

1996-97 1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04
Real Estate Property Tax 6,741 6,811 7,160 7,075 7,739 7,892 8,049 8,217
Tangible Personal Property Tax 3,266 3,076 2,872 2,939 3,195 3,379 3,577 3,788
State Foundation 470 514 783 449 554 514 482 458
Property Tax Allocation 833 746 877 871 952 971 990 1,011
Other Revenues 251 229 1,473 292 328 375 436 513
Total Operating Revenues 11,561 11,376 13,165 11,626 12,768 13,131 13,534 13,987
Salaries & Wages 6,999 7,731 7,939 8,256 8,338 8,504 8,590 8,675
Fringe Benefits 1,925 2,027 2,424 2,851 2,909 3,007 2,901 3,031
Purchased Services 1,296 1,609 1,232 1,313 1,403 1,504 1,618 1,747
Supplies, Materials & Textbooks 401 469 211 501 517 537 561 576
Capital Outlay 737 143 1 0 0 0 0 0
Other Expenditures 196 168 226 237 249 261 273 286
Interest on Loans 278 235 241 147 123 98 72 44
District Recovery Plan (Table B-16) 0 0 0 (1,399) (1,315) (1,261) (1,247) (1,197)
Perf. Audit Rec. (TableB-17) 0 0 0 (514) (665) (665) (665) (665)
Implementation Costs (Table B-19) 0 0 0 0 0 0 0 0
Total Operating Expenditures 11,832 12,382 12,274 11,392 11,559 11,985 12,103 12,497
Proceeds From the Sale of Notes 0 1,401 0 0 0 0 0 0
Ohio Solvency Assistance Loan 0 0 2,500 0 0 0 0 0
Spending Reserve Payment 0 0 (1,401) 0 0 0 0 0
Solvency Assistance Loan Payment 0 0 0 (1,246) (1,246) 0 0 0
H.B. 264 Payment (345) (365) (385) (410) (430) (455) (480) (510)
Five Year TAN Payment (435) (435) (435) 0 0 0 0 0
Net Transfers/ Advances - In/ (Out) (876) (23) (65) (760) (60) (60) (60) (60)
Net Financing (1,656) 578 214 (2,416) (1,736) (515) (540) (570)
Results of Operations (Net) (1,927) (428) 1,105 (2,182) (527) 631 891 920
Beginning Cash Balance 2,107 181 (247) 858 (1,324) (1,851) (1,220) (329)
Ending Cash Balance 181 (247) 858 (1,324) (1,851) (1,220) (329) 591
Outstanding Encumbrances 509 221 79 320 320 320 320 320
“412" Set-Aside/Budget Reserve 0 67 67 67 105 105 105 105
DPIA 1 4 0 0 0 0 0 0
Bus Purchases Reservations 0 0 16 32 48 64 80 96
Ending Fund Balance (see p. 2-58) ($330) ($539) $696 ($1,743) ($2,324) ($1,709) ($834) $70

Sour ce: Digtrict records; District Cost Recovery Plan; Performance Audit projections; and Perf. Audit Rec.
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Notes to Financial Recovery Plan

Natur e and Pur pose of Presentation

This financial projection presents the expected revenues, expenditures and fund balance of the
general, DPIA and debt service funds of the Brooklyn City School District for each of the fiscal
years including June 30, 2000 through June 30, 2004, with historical (unaudited) information
presented for the fiscal years ended June 30, 1997, June 30, 1998 and June 30, 1999.

The assumptionsdisclosed herein are based on information obtained from the District, the county
auditor and the Ohio Department of Education. Because circumstances and conditions assumed
in projections frequently do not occur as expected and are based on information existing at the
time the projections are prepared, there will usually be differences between projected and actua
results.

This projection assumes that the requirements under H.B. 412 for textbook and instructional
materials will be satisfied through the textbooks and instructional materials account within the
supplies and materialslineitem. The requirement under H.B. 412 for capital improvements and
maintenance is satisfied in this proposed financial recovery plan through the property services
account within the purchased services line item, the building repairs and materials account
included in the materials, supplies and textbooks line item and through expenditures from the
permanent improvement fund.

. Description of School District

Under normal circumstances, the District operateswith alocally elected five member board form
of government. Each member is elected to afour-year term. The District provides educational
services as authorized by state stature and/or federal guidelines.

TheDistrict servesapproximately 1,350 studentswho areenrolled intwo elementary schools, one
middle school and one high school. Inaddition, the District operates an administrative officeand
abus garage. The District employs 184 individuals.

Financial Planning and Supervision Commission

On April 27, 1999, the Auditor of State declared the District to bein astate of fiscal emergency
asdefined by ORC 83316.04, and accordingly, the District became subject to the oversight of the
financial planning and supervision commission.

In accordance with the legislation, the commission must adopt a financial recovery plan within
60 days of itsfirst meeting. Such a plan, which is continuously amendable based on changesin
facts and circumstances, requires afive year financial projection delineating the District’ sreturn
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to financia stability. The commission adopted afinancia recovery plan for the District in June,
1999.

B. Basisof Accounting

This financial projection has been prepared on the cash receipts and disbursements basis of
accounting, whichistherequired basis (non-GAAP) of accounting used for budgetary purposes.
Under this basis, revenues are recognized when received rather than when earned, and
expenditures are recognized when paid rather than when the obligation isincurred. Under Ohio
law, the District is also required to encumber legally binding expenditure commitments and to
make appropriations for the expenditure and commitment of funds.

C. Fund Accounting

The District maintains its accounts in accordance with the principles of “fund” accounting.
Government entities such as school districts use fund accounting to report financial position and
the results of operations. Fund accounting is designed to demonstrate legal compliance and to
aid financial management by segregating transactions related to certain district functions or
activities. Thetransactionsof each fund arereflected in aself-balancing group of accounts, which
presents an accounting entity that stands separate from the activities reported in other funds.

The accompanying projections are presented for the District’s general, DPIA and debt
servicefundsonly. Thegenera fundisthe operating fund of the District and is used to account
for al financial resources except those required to be accounted for in another fund. The general
fund balance is available to the District for any purpose provided it isdisbursed or transferred in
accordance with Ohio law. The DPIA fund is used to account for monies received for
disadvantaged pupil impact aid. The debt service fund is used to account for the accumulation
of resources for, and the payment of, general long term debt and principal. Amounts shown in
TableB-1 relating to debt service, are paid from the debt service fund through all ocations and/or
transfers of general fund revenues.
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Il General Assumptions

Summarized below are the significant assumptions underlying the financial projection. See
sections I through V for further detail regarding the assumptions.

A. Enrollment has steadily increased between FY 1995-96 and FY 1998-99 as summarized below:

Table B-2: ADM Counts
FY 1995-96 FY 1996-97 FY 1997-98 FY 1998-99

ADM 1,303 1,317 1,323 1,349

These total ADM counts include kindergarten students at 50 percent. Under current state
foundation funding standards, kindergarten students are only counted at 50 percent of afull time
equivalent (FTE) in determining average daily membership (ADM). The District implemented
all-day, every-day kindergarten in FY 1997-98. The District has not developed any projections
which show the potential changesin ADM over the five year forecast period.
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B. Staffing

The number of employees projected for the forecasted period is summarized in the following
table:

Table B-3: Staffingin FTE's

Proposed Adjusted Proposed Adjusted Proposed Adjusted Proposed Adjusted Forecasted
Staffing Staffing Staffing Staffing Staffing Staffing Staffing Staffing Staffing
POSITION FY Changes for Changes for Changes for Changes for for
1999 FY 2000 FY 2000 FY 2001 FY 2001 FY 2002 FY 2002 FY 2003 FY 2003 FY 2004
Administrators/
Directors/ 141 (3.0 111 0.0 111 10 121 20 141 141
Supervisors
Clerical/Support/
Library Aides 19.0 (1.0 18.0 0.0 18.0 0.0 18.0 0.0 18.0 18.0
Teachersand
Educationa 837 (10.0) 737 20 757 30 787 30 817 817
Specialists
Professional and
Other 205 (2.6) 17.9 0.0 17.9 0.0 17.9 0.0 17.9 17.9
Custodia/
Maintenance 355 (7.7) 278 0.0 278 10 2838 0.0 2838 2838
Bus Drivers/
Mechanics 94 0.0 94 0.0 94 0.0 94 0.0 94 94
Health/
Monitor Aides 152 (1.0 14.2 0.0 14.2 0.0 14.2 0.0 14.2 14.2
Total FTEs
General Fund 197.4 (25.3) 172.1 2.0 174.1 5.0 179.1 5.0 184.1 184.1
C. Inflation

Inflation is assumed to remain at alow level consistent with that of recent years which has
ranged from two to three percent. Certain items were projected based on a combination of
historical data and inflationary increases.

AV Revenues-L ocal, State and Federal

The District’ s primary sources of revenue are from the levying of property taxes on real and
personal property located within the District and from the State of Ohio through the State
Foundation Program.

A. L ocal Sources

(1) Real Estate Taxes and Tangible Personal Property Taxes. Property taxes which are
levied and assessed on a calendar year basis include amounts levied against al real, public
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utility and tangible personal (used in business) property located in the District. Assessed
values for real property taxes are established by state law at 35 percent of the appraised
market value. All real property isrequired to be revalued every six years and updated mid-
way through the six year period. Because of the limitation imposed on the growth of voted
millageby House Bill 920, aproperty tax reduction measure passed by thelegislaturein 1976,
property tax levies are needed about every three years to match cost of living increases.

The projection for real estate taxes (residential, agricultural and public utility tangible),
tangiblepersonal property taxesand rollback and homestead isbased on thefollowing factors:

Actua FY 1998-99 and FY 1999-00 rea estate taxes (residential, agricultura and
public utility tangible) and tangible personal property taxes are based on property
valuations and effective millage amounts certified by the county auditor.

An annual growth of approximately 2.4 percent in real property valuesis projected
for FY 2001-02 , FY 2002-03 and FY 2003-04 based on historical trends.

Anincrease of approximately 12.1 percent in real property valuesis projected in FY
2000-01 due to the reappraisal scheduled to take place.

An annual growth of approximately seven percent for persona tangible property
valuesis projected for al years based on historical trends.

Property tax allocations (Homestead/Rollback) include a ten percent property tax
rollback for al real property tax owners. In 1979, an additional 2.5 percent rollback
was enacted for owner occupied homes. These tax credits are reimbursed to the
Didtrict through the state and are cal culated by applying the appropriate percentages
toresidential and commercial property tax percentages. Alsoincludedinthiscategory
isan exemption for businessesfor thefirst $10,000 in personal property tax valuation.
Thisexemption isreimbursed by the state and is estimated based on historical trends.

Although the deregulation of the public utilities and the reduction of the personal
tangible assessment rate under H.B. 143 could result in BCSD losing revenues, this
forecast assumesthat school districtswill be held harmless and any lost revenues will
be subsidized through other sources.
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The detailed valuation, millage and revenue projections are as follows:

Table B-4: Property Valuations and Millage

FY FY FY FY FY
1999-00 2000-01 2001-02 2002-03 2003-04
Residential/Agricultural -
Assessed Valuation 120,156,662 134,695,618 137,928,313 141,238,592 144,769,557
Commercial/Industrial -
Assessed Valuation 127,160,566 142,546,995 145,968,123 149,471,679 153,208,471
Public Utility -
Assessed Valuation 33,529,160 37,586,188 38,488,256 39,411,975 40,397,274
Personal Tangible -
Assessed Valuation 83,963,317 89,840,750 96,129,602 102,858,674 110,058,781
Voted Mills 30.75 30.75 30.75 30.75 30.75
Effective Mills 20.00 20.00 20.00 20.00 20.00
Emergency Levy Totals $2.2 Million | $2.2 Million $2.2 Million $2.2 Million $2.2 Million
Total Projected Real
Property Taxes $7.1 Million | $7.7 Million $7.9 Million $8.0 Million $8.2 Million
Total Projected .
Personal/Tangible $2.9 Million | $3.2 Million $3.4Million |  $3.6 Million | $3.8Million
! Presented net of Homestead and Rollback
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B.

State Sour ces

(1) Foundation Program: For some districts, state foundation payments are calculated by
ODE on the basis of afunding formulawhich takes into account pupil enroliment, per pupil
property valuations and classroom teacher ratios. However, because Brooklyn schools has
arelatively high valuation per pupil, the District does not receive funding from the formula.
The moniesreceived by the District from the state consist primarily of the annual guaranteed
minimum amount plus other factors which reside outside the formula such as transportation,
specia education and extended service. This projection is based primarily on simulations
provided by ODE for FY 1999-00 and FY 2000-01. These simulationsshow decreasing state
revenues. Representatives from ODE indicated that the state monies were forecasted to
decrease due to modifications in the way the additional guarantee amounts are funded. See
Section |, general assumptions of this report for other assumptions pertaining to the
foundation program revenues.

On March 24, 1997, the Ohio Supreme Court rendered a decision declaring certain portions
of the Ohio school funding plan unconstitutional. The Court stayed the effect of itsruling for
one year to allow the State' s legidature to design a plan to remedy the perceived defectsin
the system. Declared unconstitutional was the State’ s “school foundation program”, which
provides significant amounts of monetary support to the school district.

Also, the Court declared the spending reserve borrowing program unconstitutional. The
spending reserve program allowed the school district to borrow against amounts anticipated
to be collected from tangible personal property taxes after the school district’ s June 30 fiscal
year end. During the fiscal year ended June 30, 1999, BCSD did not borrow under this
program. However, they repaid $1,401,000 borrowed in fiscal year 1998.

Sincethe Supreme Court ruling, numerous pieces of |egidation have been passed by the State
legidaturein an attempt to addresstheissuesidentified by the Court. The Court of Common
Pleasin Perry County has reviewed the new laws and, in a decision issued on February 26,
1999, determined they are not sufficiently responsiveto the constitutional issuesraised under
the “thorough and efficient” clause of the Ohio Constitution. The State has appealed the
decison made by the Court of Common Pleas to the Ohio Supreme Court. The Ohio
Supreme Court has not yet rendered an opinion on thisissue. The decision of the Court of
Common Pleasin Perry County has been stayed by the Ohio Supreme Court, and, as such,
school districts are still operating under the laws that the Common Pleas Court declared
unconstitutional.
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The main components of the District’s state revenues and the projection by component are

asfollows:
Table B-5: State Foundation Revenues
FY FY FY FY FY FY FY FY
1996-97 1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04

Basic Aid/
Guarantee 346,580 354,003 630,205 552,581 470,358 404,508 347,877 299,174
DPIA 11,388 10,310 15,824 15,023 15,023 15,023 15,023 15,023
Transportation 95,932 130,747 130,747 202,497 216,289 231,429 247,629 264,963
Other * 7,123 3,005 5,926 584 0 0 0 0
Cap Reduction 2 N/A N/A N/A (10,426) 0 0 0

0
SF 3 Reduction
(Calculated) N/A N/A N/A (159,654) (147,351) (136,702) (128,211) (121,624)
ODE Reduction N/A N/A N/A (152,000) 0 0 0

0
Total State
Foundation $470,000 $514,000 $782,702 $448,605 $554,319 $514,258 $482,318 $457,536
Revenues
Other represents all other state foundation revenues and includes funding for items like extended service, vocational education cost units, preschool unit funds and other

adjustments. The simulations prepared by ODE forecast no moniesbeing givenfor  theseitemsin the future.
2Under Am. Sub. H.B. 650, the state funding program now has a cap on the total amount of monies a District can receive.

Basic Aid/Guar antee - The guarantee amounts projected for FY 1998-99 are based on the
state foundation settlement statements. The projectionsfor FY 1999-00 and FY 2000-01 are
based on state funding simulations devel oped by the ODE. Discussionswith representatives
from ODE indicate that state monies received by districts on the guarantee are going to
decrease because future amounts will be based on FY 1997-98 figures. Prior to this, the
guarantee was based on the previous year’s monies. Since the state legislature has not yet
adopted a method for funding the guarantee amount for years beyond FY 2000-01,
representatives at ODE were unable to provide any direction as to whether this trend will
continue. BecausetheDistrict’ sproperty valuationsare projected toincreaseat amuch faster
rate than its enrollment, it is assumed that BCSD will remain on the guarantee program. In
the absence of other data that contradicts this assessment, it is assumed that these revenues
will continue to decrease at a rate of 14 percent which is the average change predicted by
ODE from FY 1998-99 through FY 2000-01. It should be noted however, that thisis an
extremely conservative assumption based on the best and most accurate dataavailable at this
time and there is the potential that these results may not be realized.

DPIA - Disadvantaged Pupil Impact Aid (DPIA) provides additional financial support to
school districts whose school-age population has a high incidence of children from families
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covered under the Temporary Assistance for Needy Families (TANF) program, formerly
known as Aid to Dependent Children. The funds provide support for additional costs
associated with educating children in poverty.

The DPIA projected for FY 1998-99 is based on the state foundation settlement statements.
The projectionsfor FY 1999-00 and FY 2000-01 are based on the state funding simulations
prepared by ODE. The simulationsindicate that the District ison aDPIA guarantee amount
which is allocated between safety and remediation and reduced class sizes for grades K-3.
For FY 2001-02, FY 2002-03 and FY 2003-04, it isassumed that the guarantee amountswill
continue at the levelsindicated by ODE in the previous years.

In accordance with ORC, the current method of state funding provides subsidies for pupil
transportation. The transportation subsidy projected for FY 1998-99 is based on the state
foundation settlement statements. The projectionsfor FY 1999-00 and FY 2000-01 are based
on the state funding ssimulations prepared by ODE. For FY 2001-02, FY 2002-03 and FY
2003-04, it is assumed that these subsidies will continue to increase by seven percent which
is the change predicted by ODE from FY 1999-00 to FY 2000-01.

C. Rollback and Homestead Exemptions: State law grants tax relief in the form of a 10
percent reductioninreal property tax bills. Inaddition, abasic 2.5 percent rollback isgranted
on residential property taxes and additional relief granted to qualified elderly and disabled
homeowners based onincome. The state reimbursesthe District for theloss of real property
taxes as a result of the aforementioned state law. Rollback and Homestead exemption
revenues are included within the assumptions of the real estate taxes and tangible personal
property taxes.

D. SF 3 & ODE Reductions: The SF3 reductions are necessary because when compared to
November, 1999 SF3 statement, which isan ODE generated report indicating the amount of
state funding a district is actually receiving, the state funding simulations appear to have
overstated the amount BCSD would receive. For example, in FY 1999-00 the simulations
indicated the District would receive approximately $760,000 in state monies. However, the
November, 1999 SF3 statement indicates that the District will only receive $598,000. Asa
result, in FY 1999-00, areduction of approximately $160,000 from the projected simulation
amounts are necessary. SF3 reductions in future years are projected at 21 percent of the
projected simulation amounts which is the difference between the smulation projection for
FY 1999-00 and the amount shown on the SF3 statement.

The ODE reduction occurring in FY 1999-00 is necessary becausein FY 1998-99, 2.6 units
of special education were not captured by ODE and as aresult, the District was overpaid by
approximately $152,000. To rectify this situation, ODE hasindicated to the District that the
$152,000 overpayment in FY 1998-99 will bewithheld fromthe District’ sstatefundingin FY
1999-00.
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D.

Other Revenues

The main components of other revenues and a detailed projection by component are as
follows:

Table B-6: Other Revenues

FY
1996-97

FY
1997-98

FY
1998-99

FY
1999-00

FY
2000-01

FY
2001-02

FY
2002-03

FY
2003-04

Other
Revenues:

Tuition

Transportation

Fees

Earningson
Investments

Miscellaneous

69,504

47,008

103,902

30,151

38,312

43,859

57,502

88,698

166,918

4,146

72,018

1,229,452

163,648

36,842

$61,000

30,512

204,559

30,947

$61,000

31,611

255,699

25,995

$61,000

32,749

319,624

21,836

$61,000

33,928

399,530

18,342

$61,000

34,497

Total Other
Revenues

$250,565

$228,371

$1,472,534

$292,002

$327,667

$375,403

$436,388

$513,369

Tuition - BCSD receives tuition from other districts to educate severe behavioral
handicapped students. Thetreasurer indicated that the District currently hasastrong program
in place to educate these students and as a result, enrollment has been steadily increasing.
Also, in FY 1998-99, the treasurer indicated that the District began billing for excess costs
which generated additional tuition revenues for the District. The treasurer indicated that he
expects the current trends to continue throughout the forecasted period. To explain the
significant changesin the historical trend data, thetreasurer indicated that in FY 1997-98, the
District had approximately $36,000 of unbilled tuition which was rectified in FY 1998-99.
For purposes of determining trends, FY 1997-98 is assumed to have been $74,312 and FY
1998-99 is assumed to have been $130,918. A trend analysis over the past ten yearsindicates
that thisrevenueitem fluctuateswidely with an average percentageincrease of approximately
33 percent. In FY 1998-99, when enrollment increased and the District began billing for
excess costs, this revenue item increased approximately 76 percent. Considering the
indicationsof thetreasurer and the historical fluctuations, revenuesfromtuition are projected
to increase approximately 25 percent throughout the forecasted period using $130,918 asthe
base for FY 1999-00.

Transportation Fees- BCSD recelves trangportation fees primarily for field trips and from
other districts and private schools that utilize the District’s busing services. Although the
level of provided busing services remained roughly the same in FY 1998-99, the
transportation fees decreased approximately $40,000. It is believed that this decrease
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V.

A.

occurred duetotheDistrict failingto bill itstransportation services. To explain thetrend data,
the treasurer indicated that the transportation fees have decreased due to a steadily declining
level of service being provided. The treasurer also indicated that he expects future levels of
busing servicesto either remain consistent with or continue decreasing from the FY 1997-98
levels. In projecting revenues from transportation fees, it is assumed that FY 1998-99 was
an abnormality and that the decreaseswill continue throughout the forecasted period at arate
of 16 percent, which is the average change from FY 1995-96 through FY 1997-98. In FY
1999-00, the revenue figure of $43,859 from FY 1997-98 is used as the base.

Earnings on Investments - Investments earnings fluctuate widely based on the level of
available cash. In the past, the District’s earnings have ranged anywhere between $30,000
and $180,000. In projecting revenuesfrom thisitem, it is assumed that the District will have
minimal cash balances available for investing and therefore, earnings will remain flat at
approximately $61,000.

Miscellaneous - Miscellaneous revenues consist primarily of rentals, contributions and
donations as well as services provided to other entities. To explain the significant changesin
the trend data, the treasurer indicated that in FY 1997-98, the District received a non-
recurring gift of $40,000 to install arunning track in the wellness area. The $1.2 million of
revenues reported in FY 1998-99, consists of the $700,000 advance-in from the sale of
Marquardt park and the $500,000 refund from POL ARI Sfor mistakenly collecting vocational
education tax revenues. For purposes of determining trends in recurring revenues, receipts
from FY 1997-98 are assumed to have been $48,698 and receipts from FY 1998-99 are
assumed to have been $29,452. Using the revised trend data, it is assumed that the
miscellaneous revenues will increase at arate of 3.6 percent, which is the ten year average.
In FY 1999-00, $29,452 is used as the base.

Expenditures
Operating Expenditures

(1) Salariesand Wages: Seethe“Staffing” section in the general assumptions of this plan.
The projected saaries through June 30, 2000 are based on the terms of the existing union
agreements. The projection for remaining years are based on management’ s stated intention
to grant total increases of one percent in FY 2000-01, two percent in FY 2001-02 and one
percent in FY 2002-03 and one percent in FY 2003-04. However, it should be noted that
significant questions exist as to whether management will be able to successfully negotiate
these increases. Board member compensation is expected to remain fixed at FY 1998-99
levels. Thefollowing table uses FY 1998-99 sal aries as a base and makes no adjustmentsfor
the staffing modifications noted in the proposed expenditure reduction plan. These
modifications will be discussed later and the resulting savings and reinstatement costs are
accounted for in the District fiscal recovery plan line item within Table B-1.
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Table B-7: Salariesand Wages

FY FY FY FY FY FY FY FY
1996-97 | 1997-98 1998-99 1999-00 | 2000-01 | 2001-02 2002-03 | 2003-04

Salaries &

Wages - 5,049,957 5,675,220 5,840,657 6,074,283 6,135,026 6,257,726 6,320,304 6,383,506

Certified

Salaries &

Wages - 1,931,858 2,046,774 2,088,900 2,172,456 2,194,181 2,238,065 2,260,445 2,283,049

Non-Certified

Board

Member 6,700 9,880 9,120 9,120 9,120 9,120 9,120 9,120

Compensation

Total $6,998,515 | $7,731,874 $7,938,677 | $8,255,859 | $8,338,327 $8,504,911 $8,589,869 | $8,675,675
Sour ce: Treasurer’s office and Statement P from 4502 financial report

Table B-8: Contractual and Step I ncreases
FY FY FY FY FY FY FY
1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04

Contractual COLA

Increase/ Certified 4.0% 4.0% 3.0%

Projected COLA

Increase/ Certified 0.0% 1.0% 0.0% 0.0%

Step Increase/Certified 1.0% 1.0% 1.0% 1.0% 1.0% 1.0% 1.0%

Total Increase/ Certified 5.0% 5.0% 4.0% 1.0% 2.0% 1.0% 1.0%

Contractual COLA

Increase/ Non-Certified 4.0% 4.0% 3.0%

Projected COLA

Increase/ Non-Certified 0.0% 1.0% 0.0% 0.0%

Step Increase/

Non-Certified 1.0% 1.0% 1.0% 1.0% 1.0% 1.0% 1.0%

Total Increase/

Non-Certified 5.0% 5.0% 4.0% 1.0% 2.0% 1.0% 1.0%

Sour ce: Treasurer’s forecast assumptions
Note: COLA = Cost of Living Adjustment

The step increase percentages presented in Table B-8 are ablended percentage of the annual
sdary step and education credit increases required by union contracts, as well as the impact
of new employees, retirements and job vacancies and is based upon historical experience.

(2) Fringe Benefits: The main components of fringe benefits and a detailed projection by

component are as follows:
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Table B-9: Fringe Benefits

FY FY FY FY FY FY FY FY

1996-97 | 1997-98 | 1998-99 | 1999-00 | 2000-01 | 2001-02 | 2002-03 | 2003-04
Retirement
Contributions 1,022,953 1,225,634 1,356,217 1,444,775 1,500,899 1,573,409 1,632,075 1,691,756
Health Care
Costs 851,227 800,147 920,786 976,033 1,034,595 1,096,671 1,162,471 1,232,219
Workers Comp. 42,630 (504) 143,145 99,070 100,060 102,059 103,078 103,999
Unemployment 8,342 1,624 3,427 3,427 3,427 3,427 3,427 3,427
Early Retirement
Incentive 0 ol ol 327,777 270,298 231,079 0 0
Total Benefits $1,925,152 | $2,026,901 | $2,423,575 | $2,851,082 | $2,909,279 | $3,006,645 | $2,901,202 | $3,031,401

'ERI payments of $53,942 in FY 1997-98 and $106,178 in FY 1998-99 are included within the retirement contributions.

Retirement Contributions: FY 1998-99 is based on the actual expenditures made by the
District. In projecting expenditures for retirement contributions, it is assumed that in FY
1999-00 they will constitute 17.5 percent of the salaries, in FY 2000-01 they will constitute
18.0 percent of the salaries, in FY 2001-02 they will constitute 18.5 percent of the salaries,
in FY 2002-03 they will constitute 19.0 percent of the salaries and in FY 2003-04 they will
constitute 19.5 percent of salaries. These percentages were devised based on an analysis of
trend data from FY 1994-95 through FY 1998-99 which showed that on average, the
percentage that retirement benefits were of the total salaries increased approximately 0.5

percent from year to year.

Health Care Costs: The hedlth care costs for FY 1998-99 are based on actual data. The
decrease occurring in the trend datafor FY 1997-98 is dueto the District switching to aless
expensive medical plan. The hedth care costs for the remaining years are projected to
increase six percent based on the average change from FY 1995-96 through FY 1998-99.

Workers Compensation: The Digtrict is currently experience rated by the Ohio Bureau of
Workers Compensation Program. The significant decrease in expenditures relating to
workers compensation in FY 1997-98 is due to the fact that the District failed to make
payment on an amount owed of approximately $59,000. Thisamount was paid in FY 1998-
99. The amounts shown in FY 1998-99 are based on the actual payments. Amounts
projected for theremaining yearsare calculated at 1.2 percent of theyearly payroll which was
the averagerate charged by the Bureau of Workers' Compensation during thelast four years.

It is assumed that this rate will continue throughout the forecasted period.
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Unemployment: The amounts shown for FY 1998-99 are based on actual results. An
analysis for the past ten years indicates that unemployment expenditures fluctuate widely
ranging from $41 to roughly $13,000. Asaresult, projected costs for subsequent years are
assumed to remain flat at $3,427 which is the ten year historical average.

Early Retirement Incentive: The District approved an early retirement incentive plan for
District employees eligible to retire between July 1, 1997 and August 31, 2000. Theplan is
predicated on the general fund’s ability to afford the additional cost and provides for the
purchase of threeyearsof service credit. To date, 21 employees have participated in the plan.
However, because of the current financial difficulties, the District does not anticipate offering
the planin FY 2000-01. The projected costsfor FY 1999-00 through FY 2001-02 are based
on an analysisdevel oped by thetreasurer in consultation with representativesfrom STRS and
SERS.

(3) Purchased Services. The main components of purchased services and a detailed
projection by component are as follows:

Table B-10: Purchased Services

FY FY FY FY FY FY FY FY
1996-97 1997-98 1998-99 1999-00 2000-01 2001-02 2002-03 2003-04
Professional/
Technical 280,981 340,071 321,194 330,830 340,755 350,977 361,507 372,352
Property
Services 245,372 209,294 155,090 159,743 164,535 169,471 174,555 179,792
Contracted
Craft/Trade 0 10,319 9,595 9,882 10,179 10,485 10,799 11,123
Services
Electricity 155,940 150,075 139,631 143,820 148,134 152,579 157,156 161,871
Gas 102,429 84,284 89,498 92,183 94,948 97,797 100,731 103,753
Telephone 75,959 53,315 51,733 52,768 53,823 54,899 55,997 57,117
Water/Sewer 28,369 26,084 41,885 48,168 55,393 63,702 73,258 84,247
Travel and
M eetings 63,448 54,749 29,100 29,973 30,872 31,799 32,752 33,735
Tuition 281,272 575,844 303,979 352,616 409,034 474,480 550,396 638,459
Pupil Transp. 13,054 54,512 37,513 38,638 39,798 40,991 42,221 43,488
Other 49,270 50,800 52,333 53,903 55,520 57,186 58,901 60,668
Total Purchased
Services $1,296,094 | $1,609,347 | $1,231,551 | $1,312,524 | $1,402,991 | $1,504,366 | $1,618,273 | $1,746,605
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Projectionsfor FY 1998-99 are based on actual expenditures. The projections for FY 2000-
01 through FY 2003-04 assumes all components of purchased services, with the exception
of those explained below, will increase three percent per year based on inflationary pressures.

Property Services: Property servicesaswell asmost of the other line-items decreased in FY
1998-99 dueto an effort on the part of the District to reduce the total purchased services by
$400,000. Thetreasurer indicated that he believesthat the District will continue spending at
similar levels throughout the forecasted period. As aresult, property services are projected
to increase three percent from FY 1998-99 |levels based on inflation.

Telephone: In FY 1997-98, the District switched phone service carriers from Ameritech to
Nex-Link due to the lower prices. The treasurer expects these price levels to continue
throughout theforecasted period. Asaresult, expendituresrelating to telephone chargesare
assumed to increase two percent each year.

Water/Sewer: Theten year water/sewer expenditure history indicates that these costs have
steadily increased throughout the period at an average rate of approximately 15 percent. In
projecting water/sewer expendituresfor FY 1999-00 through FY 2003-04, it isassumed that
thistrend will continue at arate of 15 percent.

Tuition: To explain the fluctuation in the historical trend data, the treasurer indicated the
District did not make the payment for $150,000 of tuitionin FY 1996-97. Thispayment was
madein FY 1997-98. Expendituresrelating to tuition have fluctuated agreat deal during the
past ten years. Asaresult, future tuition expenditures are projected to increase at a rate of
approximately 16 percent, which is the ten year average.

Pupil Transportation: The District could not provide a reasonable explanation for the
increase in purchased services relating to pupil transportation in FY 1997-98. However, the
decreasein FY 1998-99 is attributed to the District attempting to reduce the total purchased
services by $400,000. The treasurer believes the District will continue spending at similar
levels throughout the forecasted period. As a result, expenditures relating to pupil
transportation are projected to increase at three percent from FY 1998-99 levels based on
inflation.

Other: Thetreasurer indicated that theincreasein the other expendituresthat occurredin FY
1996-97 is due to the fact that the District went on-line with the Honeywell monitoring
system. The District will continue utilizing Honeywell’ s services throughout the forecasted
period. Asaresult, other expenditures are projected to increase three percent, whichisthe
increase in costs from FY 1996-97 to FY 1997-98.
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(4) Materials, Supplies and Textbooks: The main components of materias, supplies and
textbooks and a detailed projection by component are as follows:

Table B-11: Materials, Suppliesand Textbooks

FY
1996-97

FY
1997-98

FY
1998-99

FY
1999-00

FY
2000-01

FY
2001-02

FY
2002-03

FY
2003-04

Transportation
Repairs &
Supplies

Building Repairs
and Materials

General Supplies
Textbooks &

Instructional
Materials

56,449

102,767

217,787

24,039

69,179

113,023

259,202

27,655

48,465

58,389

71,930

31,902

49,919

60,141

74,088

319,887

51,417

61,945

76,311

331,938

52,959

63,803

78,600

356,664

54,548

65,717

80,958

365,491

56,184

67,689

83,387

369,000

Total Materials,
Supplies &
Textbooks

$401,042

$469,059

$210,686

$504,035

$521,611

$552,026

$566,714

$576,260

The figures presented for FY 1998-99 are based on actual data and show that the District
made significant reductionsin an effort to reduce the expenditures associated with materials,
supplies and textbooks by $300,000. The District has indicated that they will continue to
maintain these expenditures at a smilar level throughout the forecasted period. With the
exception of textbooks and instructional materials, all expenditures are projected to increase
at three percent from FY 1998-99 levels to account for inflationary factors.

Textbook and Instructional Materials. Contrary to the treasurer’s forecast which
establishes atextbook and instructional material spending reserve, thisforecast assumes that
BCSD will spend al amountsrequired by the H.B. 412 legidation. Asaresult, expenditures
relating to textbooks and instructional materials are forecasted to make up at least the
required set-aside. The revenues for which the spending requirements were calculated are
based on the actual and projected revenues from real property taxes, personal property taxes
and the basic aid/guarantee amount from state funding. The spending requirementsincluded
in these accounts amount to three percent in FY 1999-00 through FY 2003-04. According
to thelegidation, textbooksand instructional materialsare defined astextbooks, instructional
materials, instructional supplies, instructional software and equipment of an educational
nature such as classroom computers.
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(5) Capital Outlays: The main components of capital outlays and a detailed projection by
component are as follows:

Table B-12: Capital Outlays

FY FY FY FY FY FY FY FY
1996-97 | 1997-98 | 1998-99 | 1999-00 | 2000-01 | 2001-02 | 2002-03 | 2003-04

Buildings 152,210 6,239 0 0 0 0 0 0

Improvements 2,380 7,476 0 0 0 0 0 0

Equipment 475,246 56,941 1,494 0 0 0 0 0

Equipment -

Replacement 105,782 19,453 0 0 0 0 0 0

School Bus-

Replacement 1,015 52,569 0 0 0 0 0 0

Total Capital

Outlay $736,633 $142,678 $1,494 $0 $0 $0 $0 $0

Thefigures presented for FY 1998-99 are based on actual dataand show that in FY 1998-99,
the District made significant reductions in the capital outlay expenditures. The treasurer
indicated that in the future the District will continue this trend by utilizing the permanent
improvement levy for capital expenditures. The permanent improvement levy currently
generates approximately $225,000.

In complying with the H.B. 412 capital improvements spending requirements, the forecasted
expendituresfrom the permanent improvement fund, the property servicesaccount withinthe
purchased services line item and the building repairs and materials account within the
materias, supplies and textbooks line item exceed the required amounts. Therefore, no
additional expenditures to meet the H.B. 412 spending requirements are projected for the
capita outlay line item.
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(6) Other Expenditures. Other main components of other expenditures and a detailed
projection by component are as follows:

Table B-13: Other Expenditures

FY
1996-97

FY
1997-98

FY
1998-99

FY
1999-00

FY
2000-01

FY
2001-02

FY
2002-03

FY
2003-04

M ember ship
Dues & Fees

Insurance

Taxes&
Assessments

Awards & Prizes

Miscellaneous

180,797

3,999

2,089

2,475

6,495

145,258

3,883

2,184

2,450

14,632

204,865

2,727

1,930

0

16,783

215,108

2,836

1,969

0

17,286

225,864

2,950

2,008

0

17,805

237,157

3,068

2,048

0

18,339

249,015

3,190

2,089

0

18,889

261,466

3,318

2,131

0

19,456

Total Other
Expenditures

$195,855

$168,407

$226,305

$237,199

$248,627

$260,612

$273,183

$286,371

Other expenditures projected for FY 1998-99 are based on actual data. The amounts
projected from FY 1999-00 through FY 2003-04 are assumed to increase at an annual rate
of two to five percent based on past experience. Due to past accounting practices (F2.17),
the county auditor’ s fees could not be broken out of the membership dues and fees account
for all years presented. In FY 1998-99, the District did not incur expenditures relating to
awardsand prizesin an effort to eliminate unnecessary costs. It isassumed that thistrend will
continuethroughout theforecasted period. The miscellaneousexpendituresconsist primarily
of rentals and fees incurred for lost textbooks.

B. Educational Enhancements

Under Am. Sub. S.B. 55, BCSD isrequired to implement various educational enhancements
which have significant financial implications. However, as noted in F2.6, the District has
already taken significant actions to comply with this mandate and no further costs are
projected during the forecast period.
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VI. Debt Service

The District’s debt service requirements by fiscal year during the forecasted period are as

follows:

Table B-14: Debt Service Requirements

FY FY FY FY FY

1999-00 2000-01 2001-02 2002-03 2003-04
FiveYear Tax
Anticipation Note 0 0 0 0 0
H.B. 264 Energy
Conservation Note 410,000 430,000 455,000 480,000 510,000
Ohio Solvency
Assistance Loan*! 1,246,500 1,246,500 0 0 0
Spending Reserve
Borrowing 0 0 0 0 0
Total Principal $1,656,500 $1,676,500 $455,000 $480,000 $510,000
Interest - Tax Anticipation
Note 0 0 0 0 0
Interest - Energy
Conservation Note 146,720 123,200 98,420 72,240 43,680
Interest - Spending
Reserve Borrowing 0 0 0 0 0
Total Interest $146,720 $123,200 $98,420 $72,240 $43,680
Total Debt Service $1,803,220 $1,799,700 $553,420 $552,240 $553,680

Sour ce: Statement L from 4502 financial reports and District debt schedules

1 school District’s borrowing through the Ohio Solvency Assistance Loan program receive the moniesinterest free. See Table2-4 for arecap of interest
rates and other borrowing information.

Under the Spending Reserve borrowing, the District is permitted to borrow one-half of the
October personal property tax settlement over thefiscal year-end. The Ohio Supreme Court
decision in the DeRolph vs. Sate of Ohio case struck down this type of borrowing. It will
be phased out over afive-year period beginning July 1, 1998. BCSD last used this form of
borrowing in March, 1998.

H.B. 412 eliminatesthe state emergency |oan fund and replacesit with the solvency assistance
fund. After March 24, 1998, school districts are no longer being approved for borrowing
under the state emergency |oan fund and must borrow from the state sol vency assistancefund.
Under thenew program, in FY 1998-99 the District borrowed approximately $2.5 million and
is scheduled to repay the amount over atwo year period. Although the proposed financial
recovery plan in Table B-1 reflects savings associated with the implementation of
performance audit recommendations and the districts' recovery plan, BCSD is projected to
have ending fund balance deficits in FY’s 1999-00, 2000-01, 2001-02 and 2002-03 which
could necessitate additional borrowing from the solvency assistance fund.
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VII.

School district’s can borrow monies in anticipation of taxes that will be generated by the
passage of a property tax levy. BCSD last issued these tax anticipation notesin FY 1993-94
with the passage of the 8.2538 mill new money levy in February. The entire amount was
repaid over aperiod of five years. The H.B. 264 energy conservation notes are authorized
by legidation to beissued for the sole purpose of making capital improvements which result
in energy efficiencies. Under this program, the District borrowed approximately $4.2 million
in FY 1994-95. The current outstanding balance is approximately $2.3 million.

Other
Transfersand Advances I n/Out

The projection assumes the District will have to make yearly transfers of $60,000 to cover
deficit balancesintheenterprisefunds (F2.14). Theprojection also assumesthat in FY 1999-
00, the District will comply with the ORC and make a return advance of $700,000 to the
permanent improvement fund (F2.13).

Refunds/Other

The projection includes the rebate of $67,000 received from the Bureau of Workers
Compensation in FY 1997-98.

Encumbrances

In accordance with ORC, the District isrequired to consistently use the encumbrance method
of accounting for budget management and control. Under this method, purchase orders,
contracts, resolutions and other commitments for the expenditure of funds are recorded to
reserve a portion of the applicable appropriation for future payment.

Encumbrances outstanding at year-end represent planned expenditures which were budgeted
in the fiscal year but which were not paid for as of year-end. The projection assumes the
same amount of outstanding encumbrances for each year during the projection period of
$320,000, which is the ten year historical average.

Budget Reserve

Under Am. Sub. H.B. 412, if the revenue received for current expenses for the preceding
fiscal year isat least three percent greater than the revenue received for current expenses for
the second preceding fiscal year, the District is required to set-aside as a budget reserve not
less than one percent of the revenue received for current expenses for the preceding fiscal
year. The minimum one percent set-aside continues each year until the budget reserve equals
or exceeds five percent of the revenue received for current expenses for the preceding fiscal
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year. School districtsin fiscal emergency may receive authorization from the state to use the
budget reserve for current operating expenses. However, as noted in F2.8, if the District
chooses to not fund the budget reserve because of its fiscal emergency status, then it must
first receive approva from the State Superintendent of Public Instruction as well as develop
an acceptable plan for repaying those amounts. To avoid having to repay these monies, itis
assumed that the District will fund the budget reserve in all required years. Asaresult, this
projection includes a posting to the budget reserve of one percent in FY 2000-01.

Included in the budget reserve line item for FY 1997-98 is the rebate of $67,000 from the
Bureau of Workers Compensation received by the District.

VIII. Fiscal Recovery Plan
Table B-15 summarizes the fiscal recovery plan adopted by the commission in June, 1999.
These reductions have taken placein FY 1999-00 and based on District estimates, will result
in atotal savings of approximately $1.4 million. In future years, these savings are forecasted
to continue and are adjusted to account for projected increasesin salaries and benefitsaswell
as the staffing reinstatements dictated by the fiscal recovery plan. It is assumed that the
District will only reinstate those positions identified in the fiscal recovery plan.
Table B-15: District Fiscal Recovery Plan
# of Staff # of # of Positions # of Total Savings
Eliminated Supplemental Replaced at Programs Predicted in FY
Contracts L ower Wages Eliminated 1998-99
Administrative Staff 3.0 $234,202
Classified Staff 9.0 $307,188
Certified Staff 11.0 $517,195
Contracted Staff 3.0 $121,839
Supplemental Contracts 63.0 $132,928
Positions Replaced at
Lower Wage 7.0 $44,689
Misc. Programs 2.0 $40,299
Total 26.0 63.0 7.0 20 $1,398,340

Sour ce: District fiscal recovery plan

I X

Perfor mance Audit Recommendations

WiththeDistrict’ scurrent financial situation, changes need to be madein order for the BCSD
to recover from itsfiscal emergency status. This performance audit report outlines waysthe
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Didtrict can enhance its revenues and implement cost savings. The performance audit
recommendations included in the forecast (Table B-1) are summarized in Table B-16 and
have been categorized as to those which can be implemented immediately and those which
will requirefuturenegotiations. Alsoincluded withintheforecast (TableB-1) arethesavings
associated with the fiscal recovery plan adopted by the District. This planis summarized in
Table B-15 and projects savings of approximately $1.4 millionin FY 1999-00.

Table B-16: Summary of Performance Audit Recommendations Included in Table B-1

Recommendations FY FY FY FY FY
1999-00 2000-01 2001-02 2002-03 2003-04

Recommendations Subject to Negotiation:
R3.16 Increasing employee contributions toward health

care premiums from 5% to 10% $44,993 $44,993 $44,993 $44,993
R3.18 Requiring administrative and exempted groups to

contribute towards SERS and STRS $98,494 $98,494 $98,494 $98,494
Total Recommendations Subject to Negotiation $143,487 $143,487 $143,487 $143,487
Recommendations Not Subject to Negotiations:
R3.4 Establish educational service personnel staffing

levels comparable to peers $161,448 $161,448 $161,448 $161,448 $161,448
R3.5 Establish library/media aide staffing levels

comparable to peers $24,800 $24,800 $24,800 $24,800 $24,800
R3.6 Establish teaching aide staffing levels comparable

to peers $97,385 $97,385 $97,385 $97,385 $97,385
R3.7 Establish food service staffing levels comparable

to peers $55,338 $55,338 $55,338 $55,338 $55,338
R3.8 Establish monitor staffing levels

comparable to peers $148,728 $148,728 $148,728 $148,728 $148,728
R4.9 Reduce custodian/cleaner overtime $2,940 $2,940 $2,940 $2,940 $2,940
R4.16 Reduce custodian/maintenance overtime $9,157 $9,157 $9,157 $9,157 $9,157
R4.19 Discontinue weekend building inspections $0 $8,100 $8,100 $8,100 $8,100
R5.8 Reduce overtime for bus drivers $3,500 $3,500 $3,500 $3,500 $3,500
R5.12 Reduce mechanic overtime $3,978 $3,978 $3,978 $3,978 $3,978
R5.13 Utilize vendor to deduct federal excise

tax for fuel purchases $6,479 $6,479 $6,479 $6,479 $6,479
Total Recommendations Not Subject to Negotiation $513,753 $513,753 $513,753 $513,753 $513,753
Total Recommendations Included in Forecast $513,753 $665,340 $665,340 $665,340 $665,340

Sour ce: Financial Implications Summaries for all sections of this performance audit report.
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TableB-17 summarizes additional recommendationswhich the commission should consider,
however, dueto potential duplicationswith other sectionswithinthisreport, theseitemswere
not included in the forecast (T able B-1).

Table B-17: Summary of Recommendations Not Included in Table B-1

Recommendations FY FY FY FY FY
1999-00 2000-01 2001-02 2002-03 2003-04

Recommendations Not Subject to Negotiation:
R5.2

R5.6
specia needs student transportation

Purchase and implement routing software $89,956 $89,956 $89,956 $89,956 $89,956

Explore less costly options for contracted $12,760 $12,760 $12,760 $12,760 $12,760

Total Recommendations Not Included in Forecast $102,716 $102,716 $102,716 $102,716 $102,716

Table B-18 summarizesthe implementation costs associated with various recommendations
contained within this performance audit. These costs are dependent on the implementation
of the associated recommendation and the period in which the recommendation is
implemented. Dueto limited cash resources throughout the forecasted period, it is assumed
that these purchases will be postponed and therefore, the implementation costs presented
below are not shown in the forecast (Table B-1).

Table B-18: Implementation Costs

Recommendations Implementation Costs (FY 2002-03)
Human Resour ces:
R3.1 Implement aHRIS $11,125
Transportation:
R5.17 Purchase and implement routing software $20,000
Total Performance Audit Recommendations $31,125

Sour ce: Financial Implications Summaries for all sections of this performance audit report.

X. Commission Consider ations

Sub. S.B. 3 was passed in May, 1999, and provides for the deregulation of retail eectric to
begin on January 1, 2001. The legidation reduces the assessment rate for electric utility
properties from the current 88 percent to 25 percent. However, aso included within the
legidation isanew kilowatt-hour tax which is designed, in-part, to replace the lost revenues
for school districts. The treasurer estimated that if the revenues currently generated from
electric utilities are not replaced, the District will ose approximately $628,000 beginning in
FY 2001-02.
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H.B. 143 was passed in May, 1999, and provides for a reduction of the rate at which
inventory property is assessed for taxation from 25 percent to 15 percent. Thisreductionis
scheduled to take place over afive year period at two percent a year beginning in tax year
1999. If theserevenuesare not replaced by other sources, the personal property tax revenue
received by the District will be negatively affected.

With the scheduled construction of the four commercia sites, BCSD’ s potential to generate
additional revenues does exist. However, at thistime, it is not known when the construction
will be completed nor the amount of additional revenues the District could receive. It aso
should be noted that if and when these additional revenues begin to be collected, the District
will have to increase its spending related to textbooks and instructional materials as well as
capital improvements, and may potentially have to post moniesto the budget reservein order
to comply with H.B. 412.

The guarantee amounts provided through state funding for FY 1999-00 and FY 2000-01 are
projected to decrease based on simulations provided by the State Department of Education.
Thisdecrease occurs because the funding for the guarantee amountsare going to remain fixed
at FY 1997-98 levels. Prior to this, the guarantee was based on the previous year’s monies.
Because the state legislature has not yet adopted a method of funding the guarantee amounts
for years beyond FY 2000-01, representatives at ODE were unable to provide any direction
asto whether thistrend will continue. Asaresult, thisforecast was conservatively estimated
and projects the trend of decreasing revenues to continue. However, District management
should be aware of the fact that the actual state moniesreceived will likely differ from those
projected in this forecast.

Projected expenditures for salaries and wages are based on the assumption that management
will be able to negotiate future collective bargaining agreements which will grant wage and
step increases totaling one percent in FY 2000-01, two percent in FY 2001-02, one percent
in FY 2002-03 and one percent in FY 2003-04. |If management is not successful, the
expenditures for salaries and wages could increase significantly from those presented in the
forecast. Table B-19 was developed to model the effect on the District’s projected
unencumbered cash balances (as presented in Table B-1) for various potential wage increase
scenarios.
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Table B-19: Effects of Potential Wage I ncreases (Amountsin 000's)

FY 2000-01 FY 2001-02 FY 2002-03 FY 2003-04

Ending Unencumbered Cash Balance Per Table B-1 ($2,324) ($1,709) ($834) $70
Scenario 1

Incremental Increase in Costs Assuming

Annua Wage Increases of 2% and Step Increases of 1% 197 304 517 697
Adjustment to Prior Y ear’'s Cash Baance 0 197 501 1,108
Adjusted Unencumber ed Cash Balance - Scenario 1 ($2,521) ($2,210) ($1,852) ($1,645)
Scenario2:

Incremental Increase in Costs Assuming

Annua Wage Increases of 3% and Step Increases of 1% 295 508 836 1,137
Adjustment to Prior Y ear’'s Cash Baance 0 295 803 1,639
Adjusted Unencumber ed Cash Balance - Scenario 2 ($2,619) ($2,512) ($2,473) ($2,706)
Scenario 3

Incremental Increase in Costs Assuming

Annua Wage Increases of 4% and Step Increases of 1% 393 714 1,161 1,589
Adjustment to Prior Y ear's Cash Baance 0 393 1,107 2,268
Adjusted Unencumber ed Cash Balance - Scenario 3 ($2,717) ($2,816) ($3,102) ($3,787)

! Incremental increases are the sum totals of the increases in salaries and wages, retirement benefits and workers compensation

V1. Projected savings from the District’ s fiscal recovery plan are based on the assumption that
management will only reinstate those positionsidentified in the plan. If the District chooses
to hire additional personnel or reinstates positions on a time frame different from what is
stated in the fiscal recovery plan, the expenditures for salaries and wages as well as benefits
could vary significantly from those presented in the forecast.

Financial I mplications of Potential L evies

In May 1999, the District renewed an emergency operating levy at an effective amount of 6.2 mills.
This levy was originaly passed at approximately 8.3 mills and currently generates roughly $2.2
million annually.

In November 1999, the commission approved a plan to place afive-year renewal levy on the ballot
for March 2000. Thislevy waslast renewed at six millsin May, 1995 and is scheduled to expire on
December 31, 2000. Based on Table 2-5, the effective renewa amount of the levy will be
approximately four mills and according to the treasurer, will generate roughly $1.8 million annually.
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Conclusion Statement

In general, BCSD’s current financia difficulties appear to be the result of unsound management
decisions and poor forecasting practicesin recent years. The combination of these items have led to
the District continually incurring expendituresin excess of the available revenues and by April 1999,
the District had a projected operating deficit of $2.5 million in the general fund. In funding these
deficits, BCSD borrowed significant amounts of money from future year’ srevenues. Asaresult, the
Didtrict’ s total general fund debt service requirements amount to approximately 13.3 percent of its
FY 1999-00 projected revenues and approximately 12.5 percent of its FY 2000-01 projected
revenues. Once adistrict entersthisborrowing cycle, it becomes difficult to regain financia solvency
without theinfusion of additional revenue or drastic reductionsin operating costs. Whilethe District
has adopted a recovery plan which identifies some cost reductions, the Auditor of State's financia
projections indicate that these by themselves will not be sufficient to alow for a balanced budget.
Therefore, in order for BCSD to regain financial solvency, additional reductions need to take place
and significant changes must be made in the way the District is fiscally managed.

Due to the significant amount of commercial property within the District, BCSD receives revenues
of approximately $8,265 per pupil, which ranks 31% out of 611 school districts in the state. In
contrast, BCSD incurs expenditures of $9,261 per pupil, which ranks 11" out of the 611 school
districts in the state. In dealing with its fiscal emergency status, the District has proposed a plan
which includesanew levy being placed onthe ballot in calendar year 2000. However, these statistics
indicatethat BCSD’ sproblemsare not associated with alack of sufficient revenues, rather the manner
in which they have been managed. Before asking the community for additiona tax dollars, BCSD
must become more fiscally responsible for the dollars currently being received.

In order to effectively manage the fiscal operations of the District, BCSD must improve itsfinancial
planning, budgeting and procurement processes. Past financial forecasts were miseading and
contributed in part, to the unsound management decisions made by the District. Because of alack of
detail and thorough consideration by management, the current forecast does not depict the financial
situation the District islikely to encounter. Future forecasts should be prepared at a level of detail
sufficient to allow the board to make informed decisions. If BCSD isgoing to regain fiscal solvency,
the District needs to start adopting and making effective use of its budgets. Specifically, the District
should ensure that it not only adopts aformal budget within the time frames provided by ORC and
board policy, but aso develops and adopts its budgets within the available resources. The budget
should then be used asthe District’ s spending plan to control expenditures and help ensure goalsand
objectives are met. No deviations should occur from the adopted budget without the prior consent
of the board. Some of the Digtrict’s past budgetary problems are linked to the fact that individuals
areableto circumvent the purchasing cycleand contract with vendorswithout receiving the necessary
approvalsbeforehand. Beginningimmediately, no purchases should beallowed unlessthey have been
properly encumbered and the treasurer has certified the availability of the funds.
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The District needs to take immediate action to control and where possible, reduce operating
expenditures of the District. Developing and maintaining a balanced budget will require important
management decisions be made to ensure available resources are alocated and accounted for in a
manner which supportseducational goalsand established objectives. TheDistrict and thecommission
are encouraged to eval uate the recommendati ons contai ned within this performance audit, aswell as
other cost savings possibilities, as they formulate afinancial recovery plan for the Digtrict.
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Human Resour ces

Background

Organizational Chart

The Brooklyn City School District (BCSD) does not have a separate department dedicated to
performing human resourcesfunctions. The personnd responsiblefor coordinating human resources
functions are referred to as the human resources department (HRD) for the purpose of the
performance audit. Thechart below providesan overview of the HRD’ sorganizational structureand

staffing levels.

Human Resour ces Department

Superintendent
(0.20 FTE)

Receptionist |

(0.50 FTE)
Assistant
Superintendent
(0.25 FTE)
\

Director of Assistant
Business Affairs Treasurer
(0.20FTE) (0.20 FTE)

Secretary to
the Director of
Business Affairs
(0.20 FTE)
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Organizational Function

The human resources department (HRD) is responsible for coordinating the activities and programs
for the recruitment and selection of employees, monitoring compliance with employment standards
(crimina record background check and teacher certification), facilitating employee performance
evaluations, administering and monitoring grievance policies and procedures, negotiating and
administering union contracts, conducting disciplinary hearings and placing sel ected substitutes. The
HRD isalso responsible for processing and distributing benefit information and participating in new
employee orientation.

Summary of Operations

All BCSD employees are categorized as either certificated or classified staff. Certificated staff
includes theprincipals, teachers, counselors, librariansand psychologists. Theclassified staff includes
secretarial, clerical, food service, custodia and maintenance personnel, bus drivers, mechanics,
monitors and library aides.

The superintendent’s responsibilities include recruitment, selection, assignment, retention, and
supervisionof all district certificated and classified personndl ; coordination of contract administration
and negotiation of certificated agreements; maintenance of personnel records, compliance with state
and federal employment laws and digtrict labor contracts, administration of salary and benefits;
alocation and monitoring of funds for substitute usage; development and publication of the school
calendar, administration of employee performance, eval uation and discipline policiesand procedures;
and devel opment, interpretation and implementation of human resources policies consistent with the
district’ s strategic plan and long range planning goals. The human resourcesrelated dutiesperformed
by the superintendent normally require 20 percent of the work day.

The assistant superintendent’ s responsibilities include coordination of contract administration and
negotiation of certificated agreements; maintenance of personnel records; compliance with state and
federal employment lawsand district labor contracts; screening and selection of qualified substitutes,
development and publication of the school calendar; administration of employee performance,
evaluation and discipline policies and procedures, monitoring of staff certificationincluding eigibility
for continuing contract; and development, interpretation and implementation of human resources
policies consistent with the district’s strategic plan and long range planning goas. Additional
respongibilities include assisting the superintendent with human resource functions as needed. The
human resources related duties performed by the assistant superintendent normally require
approximately 25 percent of the work day.

The director of business affairs responsibilities include maintaining classified personne files;
approving vacancy postings for new or open classified positions; reviewing and approving time
alocations for each pay period; conducting employee evauations, maintaining disciplinary action
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records for classified personnel; and the administration of Occupational Safety Hazard Association
(OSHA), worker’ scompensation and unemployment compensation in accordance with district labor
contracts and state and federal laws. The human resources related duties performed by the director
of business affairs normally require approximately 20 percent of the work day.

The assistant treasurer’s responsibilities include orienting new employees, assisting with the
maintenanceof salary and EM I Sdatafor all personnel; maintaining supplemental, professional growth
and sick leave accumul ation records; preparing and distributing contracts, annual salary and sick leave
accumulation notices, administrating benefits, and maintaining records for insurance, retirement,
annuities, credit union dues and other deductions. The human resources related duties performed by
the assistant treasurer normally require approximately 20 percent of the work day.

The secretary to the director of business affairs responsibilities include developing and maintaining
a filing system for job applications for classified personnel; posting vacancies for new or open
classified positions and issuing pre-employment screenings, updating classified personnd files; and
maintaining seniority list and personal and vacation schedules for classified personnel. In addition,
this position also maintains the worker’ s compensation and unemployment filesfor thedistrict. The
human resourcesrelated duties performed by the secretary to the director of businessaffairsnormally
require approximately 20 percent of the work day.

The board office receptionist responsibilities include coordinating the responsibilities and placing
substitutes for monitors, certificated and secretarial personnel. The human resources related duties
performed by the board office receptionist normally require approximately 50 percent of the work

day.
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Saffing
Table 3-1 represents current HRD staffing for BCSD for FY 1998-99.

Table 3-1: Human Resour ces Staffing

Position # Staff FTEs

Superintendent 1 0.20
Assistant Superintendent 1 0.25
Director of Business Affairs 1 0.20
Assistant Treasurer 1 0.20
Secretary to Business Affairs 1 0.20
Receptionist 1 0.50
Total 6 155

Source: Assistant Superintendent
Financial Data

Table 3-2 presents FY 1996-97 and FY 1997-98 actual expendituresand the budget for FY 1998-99
for the HRD. The HRD related budget is incorporated into certificated and classified personnel
appropriations. Thedeclineintotal salariesfor FY 1999-2000 is due to the assistant superintendent
retiring and the receptionist being promoted to a secretaria position in the elementary school.

Table 3-2: Budget - Human Resour ces Department

Actual Actual Budget
Appropriation Account FY 1997-98 FY 1998-99 FY 1999-00
Salaries $68,369 $71,768 $44,027
Fringe Benefits 12,990 14,093 6,814
Total Substitute Teachers 90,154 58,845 62,732
Total $171,513 $144,706 113,573

Sour ce: Treasurer’s office
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Performance Measures:

Thefollowing isalist of performance measures that were used to review BCSD’ s human resources
coupled with the functionality typically performed by a human resources department (HRD):

Clearly defined roles, responsibilities, accountabilities and authorities of key participantsin
the affairs of personnel administration

Appropriate alocation of resourcesin relation to workloads

Appropriateness of human resources system for retention and utilization of critical
personnel data

Assessment of staffing classifications and respective ratio to total full time equivaents
Assessment of the allocation of the ratio of direct instructional personnel to district
educational support personnel

Appropriateness of staff levels and mix

Andysis of teachers work day as defined by the union contract versus actual work day
worked

Assessment of number of instructional minutes taught per teacher, class sizes and staffing
ratios

Assessment of total FTE employees in comparison of the ratio of total salaries per
classification to total district salaries

Assessment of utilization and compensation for supplementa pay and stipends
Assessment of salary schedule and maximum step structure

Appropriate use of substitute personnel

Assessment of W2 wages in correlation to salary schedules

Utilization of paid leaves

Assessment of employee benefit costsand administration including workers' compensation
Assessment of contract administration (collective bargaining) and contractual issues.
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FindinggCommendationsRecommendations

Organizational Issues:

F3.1 Table 3-3 illustrates that Brooklyn City School District’s human resources FTE staffing
levels are the second highest when compared to the peer districts.
Table 3-3: Comparison of HRD Staff by Position - FTEs
Columbia Sheffield/ Peer
Brooklyn Local Rocky River Sheffield Lake | Average
Director/Professional 0.45 0.50 1.00 0.55 0.63
HRD Staff Member 1.10 0.55 2.00 0.45 1.02
Total 1.55 1.05 3.00 1.00 1.65
FTE Regular Employees 218.0 127.1 253.0 2134 202.9

Source: FY 1997-98 EMIS profile

F3.2 Table 3-4 presents theratio of full-timeequivaent (FTE) employeesper HRD staff. BCSD
has 218.0 FTE regular employees and 1.55 FTE human resources staff members. Theratio
of BCSD employees assigned to the HRD staff is 140.6:1. Thisranks BCSD’s HRD as
servicing the second highest number of employees per personne staff member when
compared to the peer districts.

Table 3-4: FTE Employee Per HRD Staff
Columbia Sheffield/
Brooklyn Local Rocky River Sheffield Lake
Total HRD FTE Employees 1.55 1.05 3.00 1.00
FTE Regular Employees 218.0 127.1 253.0 213.4
Ratio 140.6:1 121.0:1 84.31 213.4:1
Source: FY 1997-98 EMIS profile
F3.3 The Education M anagement Information System (EM1S) was previoudy maintained by the

testing and EMIS coordinator who retired in July, 1999. For the 1999-2000 school year,
the board has passed aresolution which will alow the district to contract at adaily rate not
to exceed 85 days or $17,000 for the retired testing and EMIS coordinator to assist the
district with EMIS reporting in October and June. Personnel related datais maintained by
the assistant superintendent and the assistant treasurer. Pupil related datais entered at the
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building level and consolidated by the EMIS coordinator. The pupil services secretary will
maintain the pupil data for the 1999-2000 school year.

BCSD currently does not use a human resource information system (HRIS). The HRD
lacks necessary tools and resources for tracking and monitoring work load drivers which
causes multiple functions to be performed manually. Key work load indicators are not
measured and performance measurementsdo not exist. Additionally, thedistrict utilizesthe
Uniform Staff Payroll System (USPS) which isthe state payroll software. Thedistrict uses
the USPS to track |eave taken by each employee. However, this system does not possess
any other personnel applications.

BCSD needs to initiate efforts to define requirements for selecting and implementing a
HRIS solution to meet the HRD’s critical business needs. Key areas that should be
measured with the implementation of an HRIS include:

Applicant tracking, hiring, separations and turnover
L eave days by type by employee

Discipline and grievance actions

Recruitment statistics

Substitute placement rates

Exit interviews

Anintegrated HRIS and payroll system providesthedistrict with thetoolsto effectively and
efficiently manage workload drivers, eliminates the need for duplicate databases and the
time spent reconciling them, reducesthe amount of staff needed to maintain theinformation
and providesimmediate accessto al employeeinformation. Additionally, thedistrict should
work together with other school districts using state software and approach the Ohio
Department of Education (ODE), as a group, about the feasibility of creatingaHRISasa
part of the USPS.

Financial Implication: The costs involved with implementing a HRIS vary by product,
vendor, hardwarerequired and size of the school district. Middletown-Monroe City School
District estimated they spent approximately $11,125 for “ School Base”, acustom designed
HRIS. However, lower cost options may be available by obtaining a commercial HRIS
software package.

Saffing/Compensation Analysis:

F3.5

Table 3-5 presents the staffing levels of FTES per 1,000 students enrolled for BCSD and
the three peer districts. BCSD has the highest FTEs in 17 categories and the highest
staffing level overal asindicated by the bolded numbers bel ow, when compared to the peer
districts.
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R3.2

Because of itsfinancia situation, BCSD should complete acomprehensive staffing analysis
to determine which departments are overstaffed. Table 3-5 and the following findingsand
recommendations indicate several areas where the district could potentially reduce staff.

Table 3-5. Peer District Staffing Patterns (FTE Staff per 1,000 Students Enrolled)

Sheffield/
Columbia Rocky Sheffield Peer District
Category Brooklyn Local River Lake Average?

ADM 1,287 1,175 2,070 2,023 1,756
Administrators: Sub-total 13.0 7.0 7.8 5.8 6.9
Central 23 18 15 15 16

Site Based 4.6 35 34 2.7 3.2

Supervisor/Manager/Dir. 2.2 1.7 1.9 12 16

Other 3.9 0.0 1.0 0.4 0.5

Professional Education: Sub-total 89.1 61.0 71.7 64.1 65.7
Curriculum Specialists 0.0 0.0 0.5 0.0 0.2

Counsdlors 3.9 1.7 2.9 25 24

Librarian - Media 16 0.9 14 0.5 0.9

Remedial Specidists 31 13 23 0.6 14

Teachers - Elem and Sec 76.0 57.1 60.4 58.8 58.8

Others 45 0.0 4.2 17 2.0

Professional - Other 45 1.7 1.3 1.6 15
Technical: Sub-total 0.0 0.0 0.8 0.0 0.3
Computer Operator 0.0 0.0 0.8 0.0 0.3

Computer Programmer/Analyst 0.0 0.0 0.0 0.0 0.0

Others 0.0 0.0 0.0 0.0 0.0

Office/Clerica: Sub-total 18.0 9.3 18.3 9.3 12.2
Clerica 7.8 6.8 11.3 74 85

Teaching Aides 3.2 12 3.0 0.4 15

Library/MediaAides 3.9 13 2.7 15 18

Others 31 0.0 13 0.0 0.4

Crafty/Trades 0.8 17 43 2.0 2.7
Transportation 8.5 111 5.2 5.6 7.3
Laborer - Groundskeeping 16 0.0 0.0 0.0 0.0
Custodial 16.6 54 5.7 6.9 6.0
Food Service 8.3 7.4 1.9 4.2 45
Service Work - Other 9.2 3.9 53 5.9 5.0
Total 169.6 108.5 122.3 105.4 112.1

Sour ce: FY 1997-98 EMIS profile
! The peer district average does not include Brooklyn

F3.6 Table 3-6 below illustrates the staffing level sin the district during the past five fiscal years.
As aresult of past management spending decisions, BCSD is experiencing financiadly

difficult conditions. In FY 1996-97, in spite of the prior year's deficit, the district
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F3.8

negotiated new contracts which alowed a five percent increase and offered an early
retirementincentive (ERI). Furthermore, inFY 1997-98, despitethepreviousyear’ sdeficit,
the district increased staff by 14 percent. The majority of the reductions in FY 1998-99
were associated with attrition and the elimination of positions which included the assistant
superintendent, EMIS coordinator, director of pupil services and the network manager.

Table 3-6: Staffing Levels- Last Five Years

Per centage of
Fiscal Year Staffing Level Increase/(Decr ease)
FY 1994-95 168 N/A
FY 1995-96 181 8%
FY 1996-97 189 4%
FY 1997-98 215 14%
FY 1998-99 205 (5%)

Sour ce: Assistant superintendent

The continuousincreasein staffing during FY $1995-96, 1996-97 and 1997-98 contributed
to the district having the highest staffing levels of the peer districts as indicated in Table
3-5.

Asindicatedin Table 3-5, BCSD’ sadministrative staffing of 13.0 FTEsis47 percent higher
than the peer districts. In addition, the district currently employs a full-time assistant
treasurer coded under an accounting assignment which causesthe 13.0 total administrators
to increase to 13.8. BCSD has approximately 2.3 FTEs per 1,000 students in the central
administrator classification which is the highest when compared to the peer districts. The
assistant superintendent isretiring on July 30, 1999. Thedistrict hasindicated thisposition
will be eliminated. When the assistant superintendent’s position is deducted from the
central administrators classification, BCSD has 1.6 FTES which is in line with the peer
district average. Therefore, no additional central administrative staff reductions are
recommended.

BCSD has approximately 4.6 FTEs per 1,000 students enrolled in the site-based
administrators classification, ranking BCSD the highest when compared to the peer
districts. Ohio Administrative Code section 3301-35-03 sets minimum standards for
educational resourcesin elementary and secondary schools. Each school with 15 or more
full-time teachers will be assigned afull-time principal. BCSD has four schoolswith 15 or
more FTE teachers and four principals. The district has no predefined staffing ratios for
assistant principals. For FY 1997-98 the district had two assistant principals, one at the
middle school and one at the high school. For FY 1998-99 the district had one assistant
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principal at the high school. When the assistant principal positionisdeducted from the site-
based administrators classification to reflect the current staffing level, BCSD has
approximately 3.9 FTEswhich is slightly higher than the peer district average. Therefore,
no additiona staff reductions are recommended.

BCSD has approximately 2.2 FTEs per 1,000 students enrolled in the
supervisor/manager/director classification. Thisranks BCSD the highest when compared
to the peer district average. Thedirector of pupil servicesretired on June 30, 1999 and the
district has indicated the position will be eliminated. When the director of pupil services
position is eiminated from the supervisor/manager/director classification, BCSD has
approximately 1.4 FTEs which is in line with the peer district average. Therefore, no
additional staff reductions are recommended.

BCSD has approximately 3.9 FTEs per 1,000 students enrolled in the administrator other
classifications. Thisranks BCSD the highest when compared to the peer district average.
During FY 1998-99, the testing and EMIS coordinator and the network manager resigned
and the district indicated the positions will be eliminated. When these two positions are
deducted from the administrator other classification, BCSD has approximately 2.2 FTEs
which is higher than the peer district average of 0.5 FTEs.

Because of the district’s current financial situation, the district may be required to reduce
operating costs. The district should review and assess the various positions coded to the
administrator other category to determine their effectiveness and to determine if job
functions could be combined.

BCSD currently employs approximately 13.2 FTE educational service personnel per 1000
pupils when compared to the minimum requirementsof 5.0 FTE. BCSD has approximately
3.9 FTEs per 1000 students enrolled in the counsdlor classification. Thisranksthe district
highest when compared to the peer district average of 2.4 FTE counselors per 1000
students. For FY 1997-98, the district had one and one half elementary counselors, on
middle school counselor and three high school counselors. The assistant superintendent
indicated that the district has no pre-defined staffing ratios for counselors. Additionally,
Ohio Administrative Code (OAC) section 3301-35-03 sets minimum standards for
educational service personnel. It requires a district-wide average of at least 5.0 FTE
educational service personngl for each 1,000 pupils in the district’s average daily
membership (ADM). Included in the educationa service personnel category are visiting
teachers, counselors, librarians, nurses, art, physical education and music teachers.

BCSD should reduce its educationa service personnel staffing by two to four positions.
Options for these reductions include utilizing itinerant teachers for educational service
personnel such as art and physical education, reducing the number of counselors, or
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reducing the number of librarians. A reduction of two to four positions would not
significantly impact the district’ s educational service delivery and would keep staffing well
above state minimum standards.

Financial Implication: Assuming an average salary of $41,397 and benefits equivalent to
30 percent of salaries, reducing two to four educational service positions would create an
annual savings of approximately $107,632 to $215,264.

BCSD has approximately 3.9 FTEs per 1,000 students enrolled in the library/media aide
classfication. In addition the district has 1.6 FTEs per 1,000 students enrolled in the
librarian-professional education classification which equates to 2.0 FTE traveling
certificated librarians who serve at the elementary, middle and high school buildings. This
ranks BCSD the highest in these two classifications when compared to the peer districts.
Additionally, the district has no predefined staffing ratios for library/mediaaides. For the
1997-98 school year, the district had two elementary library/media aides and three high
school library/media aides.

The district should review staffing levels for the library/media aide classification and
determineif job functionscould be combined. By reassigning staff, BCSD could ensurethat
each school was staffed with one part-time librarian and a full-time library/media aide and
could eliminate one full-time media aide position.

Financial Implication: Based on average salary and benefit costsfor the library/mediaaide
classification, eliminating one position would create annua savings of approximately
$24,800.

BCSD has approximately 3.1 FTEs per 1,000 students enrolled in the remedia speciaists
classification which ranks BCSD the highest when compared to the peer district average of
1.4 FTEs. In FY 1998-99, BCSD employed 4.0 FTE remedial specidists of which 3.0
FTEs were paid through federal grant funding. An analysis of the genera fund remedia
specialists per 1,000 studentsenrolled indicatesthat BCSD has0.8 FTE remedia specialists
which isin line with the peer districts. Therefore, no staff reductions are recommended.

BCSD has approximately 4.5 FTEs per 1,000 students enrolled in the professiona
education other classification. This ranks BCSD the highest when compared to the peer
district average of 2.0 FTEs. Because EMIS guidelines pertaining to the coding of some
classfications are not specific, school districts are often required to make decisions
regarding coding which resultsin districts coding the same types of employeesin different
categories. An analysis of the professiona education other classification indicates that
BCSD ranks lowest at 0.0 FTES in comparison to the peer districts after reclassifying the
six FTE educational assistant positions currently coded to the professional education other
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classfication, to the teaching aide classification. As a result, no reductions are
recommended.

BCSD has approximately 4.5 FTES per 1,000 students enrolled in the professional other
classification. Included in this classification is a psychologist, a registered nurse and a
speech/language therapist which are grant-funded positions. When these positions are are
properly coded and excluded from the calculation, BCSD has 2.8 FTEs per 1,000 students
which is higher than the peer district average. Also included in this classification is an
assistant treasurer, a dietician and a public relations professiona which is uncommon for
smaller school districts. District officials indicated that for the 1999-00 school year, the
public relations professiona has returned to a teaching position. With this reassignment,
the district has 1.4 FTEs per 1,000 students, making them comparable with the peer
districts. Therefore, no reductions are recommended in this classification.

BCSD has approximately 3.2 FTEs per 1,000 students enrolled in the teaching aide
classification which ranks BCSD the highest when compared to the peer district average of
1.5FTEs. Included inthisclassification are seven teaching aides who operate a self-funded
program which is used to provide before and after school care. When these 3.2 FTEs are
excluded from the calculation and the six educational assistants are reclassified to the
teaching aide category, BCSD has 4.5 FTEs per 1,000 students enrolled when compared
to the peer districts.

Because funding and statistics are based upon the initial information submitted by the
district, BCSD should review and assess the various positions coded to the teaching aide
category to determine their effectiveness. Inaccurate data could potentialy result in lost
revenues from state reimbursements. In order to achieve the peer district average of 1.5
FTEs BCSD could possibly reduce four teaching aide positions.

Financial Implication: Assuming an average salary of $18,728 and benefits equivaent to
30 percent of salaries, reducing four teaching aide positionswould create an annual savings
of approximately $97,385.

BCSD has approximately 3.1 FTESs per 1,000 students enrolled in the office/clerical other
classification which ranks BCSD highest when compared to the peer districts. Included in
this classification are four monitor positions which are typically coded to the service work
other category. When these positions are reclassified to the service work other category,
BCSD has approximately 0.0 FTEs per 1,000 students which is below the peer district
average. Therefore, no staff reductions are recommended.

BCSD has approximately 8.5 FTEs per 1,000 students enrolled in the operative
classification which includes bus drivers and is the second highest when compared to the
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peer district average of 7.3 FTEs. See the Transportation section of the report for
recommendations and financia implications.

BCSD has approximately 1.6 FTEs per 1,000 students enrolled in the labor/grounds
keeping classification which is the highest when compared to the peer district average of
0.0 FTEs. Additionaly, BCSD has approximately 16.6 FTEs per 1,000 students enrolled
in the custodial classification which includes custodians and is the highest when compared
to the peer district average of 6.0 FTEs. The district has indicated that for FY 1999-2000
itwill reduce custodial personnel by 5 FTEsand maintenance personnel by 3FTESs. Seethe
Facilities section of the report for recommendations and financial implications.

BCSD has approximately 8.3 FTEs per 1,000 students enrolled in the food service
classification. Thisranks BCSD as the highest when compared to the peer district average
of 4.5 FTEs per 1,000 students. The district indicated there are no pre-defined staffing
ratios for food service personnel. An analysis of BCSD food service employees indicates
that there are three cafeterias which staff full kitchensto preparefood. Transfersfrom the
genera fund are often made to subsidize food service operations. Overstaffing may be a
contributing factor to the inefficient use of food service funds. See (F2.13) in the
Financial section of the report for further analysis.

BCSD’ sfood serviceoperation should bereviewed asan areafor operating cost reductions.
An analysis of the peer districts' food service operations indicates that a central kitchen
concept is often used to reduce the number of preparation sites and the number of
employees needed to work at the sites. In other districts, food is prepared in a central
location and transported to theschools. In order to achieve the peer district average of 4.5
FTEs, BCSD should consider implementing acentral kitchen concept and reducing staff by
up to five food service positions.

Financial Implication: Assuming an average part-time salary of $9,541 and benefits
equivaent to 16 percent of salaries, reducing five food service positions would create an
annual savings of approximately $55,338.

Based on EMIS staffing profiles, BCSD employs approximately 9.2 FTES per 1,000
students enrolled in the service work other classification. Included in thisclassification are
four health aidesand 13 monitors. Many monitor/aide positions appear to be mis-classified
for EMIS. When the 3.1 FTEs currently classified in the office/clerical other category
(F3.17) are included, BCSD has approximately 12.3 FTES per 1,000 students, which is
highest when compared to the peer districts.

The district should review the various monitor positions to determine how the positions
could be consolidated. Other districts are able to use lunchroom monitors to supervise
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playground activities. Health personnel can al so be scheduled on arotating, part-timebasis.
BCSD could reduce by nine monitor positions and still remain above the peer district
average of 5.0 FTEs per 1,000 students enrolled.

Financial Implication: Assuming an average salary of $14,246 and part-time benefits
equivalent to 16 percent of salaries, reducing nine monitor positionswould create an annual
savings of approximately $148,728.

The district’s total FTES were divided into six classifications of personnel as defined in
Table 3-7. These classifications are used for further assessmentsin F3.23 and F3.24.

Table 3-7: Personnel Classifications and Positions Descriptions

Classification Position Descriptions

Administrative Employees Superintendent, Asst Supt, Admin Asst, Principal, Asst Prin,
Sup/Mgr/Dir, Treasurer, Coordinators, Curriculum Specidists

Teachers Regular Teachers, Specia Education Teachers, Vocationa
Teacher, Educational Service Personnel (ESP) Teachers,
Remedial Specidlists

Pupil Services Employees Counselors, Librarian/Media, Psychologist, Speech and Language
Therapists, Physica Therapist, Occupational Therapist,
Registered Nurses

Support Services Operative, Custodians, Food Service, General Maintenance,
Mechanics

Other Classified Employees Monitors, Clerical, Educational Aides, Library/Media Aides,
Bookkeepers

Technical Computer Operator, Computer Programmer

As illustrated in Table 3-8, BCSD has the highest percentage of administrative, other
classified and technical FTES but has the lowest percentage of teachers as indicated by the
bol ded numberswhen compared to the peer districts. Also, BCSD, along with Rocky River
City School District, has the highest percentage of pupil service FTES when compared to
the other peer districts.

Additionally, Table 3-8illustratestheratio of six classificationsof personnel tothedistrict’s
total number of FTE employees and the percentage of total employeesin each classification
for each of the peer districts.
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Table 3-8: Breakdown of Total FTE Employees and Percentage of Total Employees

Classification
Sheffield/ Peer
Classification Brooklyn Columbia L ocal Rocky River Sheffield Lake Average
# of % of Total # of % of Total # of % of Total # of % of Total | % of Total
Emp. Employees Emp. Employees | Emp. | Employees Emp. Employees | Employees
Administrative 14.8 6.8% 8.0 6.3% 17.0 6.7% 11.3 5.3% 6.3%
Teachers 101.8 46.7% 68.6 54.0% | 1385 54.7% 123.8 58.0% 53.0%
Pupil Services 10.0 4.6% 5.0 3.9% 11.6 4.6% 8.8 4.1% 4.3%
Support Services 443 20.3% 34.6 27.2% 38.5 15.2% 37.8 17.7% 20.1%
Other Classified 45.1 20.7% 10.9 8.6% 45.8 18.1% 317 14.9% 15.5%
Technical * 2.0 0.9% 0.0 0.0% 16 0.7% 0 0.0% 0.8%
Total 218.0 100.0% 127.1 100.0% 253.0 100.0% 213.4 100.0% 100.0%

! Peer district average caculated using only Brooklyn and Rocky River

F3.24

Table 3-9 presents employees categorized by instructiona personnel and educational

support personnel. Included in the instructional personnel classification are teachers and
pupil services employees. Educational support personnel include administrative, support
services and other classified positions.

Table 3-9: Ratio of Direct Instructional Personnel to District Educational Support

Per sonnel
Sheffield/ Peer

Classification Brooklyn Columbia L ocal Rocky River Sheffield Lake Average

# of % of Total | #of % of Total | #of % of Total | #of % of Total | % of Total

Emp. | Employees | Emp. Employees | Emp. Employees | Emp. Employees | Employees
Direct
Instructional
Per sonnel 111.8 51.3% 73.6 57.9% 150.1 59.3% 132.6 62.1% 57.7%
District
Educational
Support
Per sonnel 106.2 48.7% 53.5 42.1% 102.9 40.7% 80.8 37.9% 42.3%
Total 218.0 100.0% 127.1 100.0% 253.0 100.0% 2134 100.0% 100.0%

Acsillustratedin Table 3-9, 111.8 or 51.3 percent of BCSD’ stotal FTEs make up the direct
instructional personnel which isthelowest percentage when compared to the peer districts.
Although Table 3-9 indicatesthat more than 50 percent of total employeesare categorized
as direct instructiona personnel, Table 3-8 illustrates 46.7 percent of total employees are
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teachers. Additionally, Table 3-9 illustrates that 48.7 percent of total employees are
categorized in the district educational support personnel category which is the highest
among the peer districts. Asindicated by the preceding recommendations there is a need
to reduce support staff.

F3.25 Table 3-10 compares the number of full-time equivalent employees (FTES) to the number
of administrators responsible for supervising and coordinating the staff for BCSD and the

peer districts.
Table 3-10: Comparison of FTEsto Administrators
Sheffield/
Columbia Rocky Sheffield Peer
Brooklyn Local River Lake Average?
Administrators 16.8 8.0 16.0 11.8 11.9
TOTAL FTEs
(Excluding Administrators) 201.2 119.1 237.0 201.6 185.9
FTE per Administrator 12.0 14.9 14.8 171 15.6

Source: FY 1997-98 EMIS Profile
! The peer average does not include Brooklyn

F3.26 Table 3-10 indicates BCSD has the highest number of administrators when compared to
the peer districts. The table also indicates BCSD has approximately 12.0 FTES per
administrator which isthe lowest ratio when compared to the peer district average of 14.7.
However, reducing the staff by five administrators see (F3.7, F3.8, F3.9 and F3.10) would
increase the ratio to 17.1 which is more in line with the peer districts.

F3.27 Table 3-11illustrates atraditional middle school and high school teacher’ s day as defined
by the Brooklyn Education Association (BEA) contract. Thetableasoillustratesa middle
school and high school teacher’ s actual day as defined by the average minutes being taught
and other variables as defined below. The BEA contract states that the work day for
secondary teacherswill be seven hours and forty-five minutes. Every teacher isguaranteed
80 minutes per day of individual planning time.
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Table 3-11: Analysisof Teachers Work Day FY 1998-99

Description of Activity

Middle School Per
Contract

High School Per
Contract

Average
Middle School

Average
High School

Length of Teachers
Day as Defined by
Contract

465 minutesor 7
hours /45 minutes

465 minutesor 7
hours/ 45 minutes

465 minutesor 7
hours/ 45minutes

465 minutesor 7
hours/45 minutes

Pre-defined Minutes Spec

ified in Contract:

Time prior to start of

classes n/a n/a 45 minutes 40 minutes
Home room / home base n/a n/a 7 minutes 5 minutes
Planning/preparation 80 minutes 80 minutes 80 minutes 50 minutes
3 blocks or 5 periods or
No more than six No more than six approximately approximately
Regular class period assignments assignments 255 minutes 250 minutes
1 period/50
Supervisory duty period n/a n/a 27 minutes minutes
Duty-free lunch 30 minutes 30 minutes 30 minutes 30 minutes
Time after school n/a n/a 10 minutes 22 minutes
Hall passing n/a n/a 11 minutes 18 minutes
Total Pre-defined
Minutes Specified in
Contract or Actual
Average Minutes 110 minutes 110 minutes 465 minutes 465 minutes
Balance of Minutes Not
Defined or Accounted
for 355 minutes 355 minutes 0 minutes 0 minutes
6 hours/43 6 hours/50 6 hours/43
Average L ength of 6 hours/50 minutes minutes or 403 minutes minutes or 403
Student Day or 410 minutes minutes or 410 minutes minutes
Sour ce: BEA contract, bell schedules and master teaching schedules
n/a- Nothing stated in contract
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Table 3-11 indicates that teachers at the middle school and high school levels have in
excess of 355 available minutes per day when analyzed to the contract definition. Upon
analyzing the actual middle school and high school teachers day as presented in the master
schedules for each building, teachers at the middie and high school levels appear to have
Zero excess minutes per day.

Table 3-12 illustrates the number of traditional middle school and high school teachersand
the number of instructional minutes and periods per day spent teaching for FY 1998-99.

The following high level analysis does not take into consideration the curriculum provided
by the district.

Table 3-12: Teachersper Instructional Minutes - FY 1998-99

Middle School Teachers High School Teachers

Teaching
Minutes

Number of Number Total Teaching Number of Number Total

Per Day

Blocks per
Day

of
Teachers

Minutes
Taught

Minutes
Per Day

Periods
per Day

of
Teachers

Minutes
Taught

255

3

19

4,845

250

5

22

5,500

Total

n/a

19

4,845

Total

n/a

22

5,500

Sour ce: Master teaching schedules
n/a - not applicable

F3.30

F3.31

Table 3-12 above shows that approximately 100 percent or 19 of the middle school
teaching staff teach three blocks. Most teachers at the middle school teach three blocks,
receive one conference/planning period, one teacher supervisory duty period and a 30
minute duty-free lunch. Approximately 4,845 minutes are actually being taught by the 19

middle school traditional teachers. This equates out to approximately 255 minutes per
teacher.

Table 3-12 above aso shows that approximately 100 percent or 31 of the high school
teaching staff teach five or more periods. Most teachers at the high school teach five
periods, receive one conference/planning period, one supervisory duty period and a 30
minute duty-free lunch. Approximately 5,500 minutes are actually being taught by 22

traditional high school teachers. This equates out to approximately 250 minutes per
teacher.

Supervisory duty periods are used by both the middle and high school for various reasons
including the following:

1 Departmental meetings
1 Student intervention
1 Enrichment.
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BCSD, in cooperation with the district’ steachers, has effectively and efficiently structured
the teachers’ work day by utilizing contractual provisionsand district policy to manageand
maximize staffing levels and instructional operations. In addition to fully utilizing the
teachers time with a specific focus on instructional effectiveness and efficiency, the
following pointsarerecognized asother positivefeatureshighlighting BCSD’ smanagement
of instructional time and teacher utilization:

Five teaching periods for high school, three teaching blocks for middle school
Middle school teachers instruct an average of 255 minutes per day (see F3.30)
High school teachers instruct an average of 250 minutes per day (see F3.31)
Zero minutes per day unaccounted for in teachers’ work day (see Table 3-11).

Table 3-13 presents areview of the middle schools' FY 1998-99 master teaching schedule
which revealed 41 traditional periodswith 15 or fewer pupils. These classesdo not include
any special education or vocational classes. Examples of classes with 15 or less pupils
include computers, band, art, uniform arts, modular technology, home economics, socidl
studies and language arts.

Table 3-13: Middle School Teaching Periods with 15 or less Pupils

Number of Students | 5or 6 7 8 9 10 11 12 13 14 15

less

Number of Periods 1 2 3 6 1 2 2 4 6 8 6

Source: Master teaching schedules

F3.33

Table 3-14 presents a review of the high schools' FY 1998-99 master teaching schedule
which revealed 37 traditional periods with 15 or less pupils. These classes do not include
any specia education or vocational classes. Examples of classes with 15 or less pupils
include computer application, accounting, general business, Spanish Ill, Spanish 1V,

German 11, child devel opment, gourmet foods, English 11, economic systems, algebrall and
health.

Table 3-14: High School Teaching Periodswith 15 or less Pupils

Number of Students 5or 6 7 8 9 10 11 12 13 14 15

less

Number of Periods 3 2 3 2 1 2 6 5 3 6 4

Source: Master teaching schedules

F3.34

Minimum standards for elementary and secondary education providefor aratio of teachers
to pupils on adistrict-wide basis of at least one full-time equivalent classroom teacher per
25 pupils in average daily membership. A building ratio less than 25 to one potentially
increases the number of teaching positions.
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Table 3-15: Elementary Staffing L evels

Average Daily
M ember ship Non-Special Non-Special Student/
(ADM) Education Education Teacher
Building Students Teachers Ratio
Elementary Totals 559 518 26 19.9

Sour ce: EMIS Class database

As Table 3-15 illustrates, the student/teacher ratio of traditional students to traditional
teachers in the e ementary schoolsis currently 19.9:1. Although BCSD’ s student/teacher
ratio at the e ementary level exceeds state minimum guidelines, Am. Sub. H.B. 650 which
became effective FY 1998-99, requiresthat each district with aDisadvantaged Pupil |mpact
Aid (DPIA) index of greater than 1.00 must use a portion of their DPIA money to
implement all day kindergarten. The districts DPIA index is less than 1.00 and it is not
required to comply with Am. Sub. H.B. 650. BCSD implemented all day kindergarten in
the 1997-98 school year.

Table 3-16 illustrates the staffing levels at the middle and high school buildings for FY
1998-99. The student/teacher ratios represent the number of traditional students excluding
specia education, talented, gifted and vocational education students compared to the
number of traditional teachers, excluding special education, vocational education and
traveling/itinerant teachers.

Table 3-16: Middle School and High School Staffing L evels
Average Daily Non-Special Student/
M ember ship Education Regular Teacher
Building (ADM) Students Teachers Ratio
Brooklyn Middle 331 299 19 15.7
Brooklyn High 416 363 22 16.5

Sour ce: EMIS class database

Traditional student to traditional teacher class size ratios in the middle school and high
school average 15.7:1 and 16.5:1 respectively, asillustrated in Table 3-16. Average class
sizes less than minimum standards require more teaching positions for the same number of
students. Currently, BCSD maintains a 15.7:1 student/teacher ratio at the middle school
which results in seven additional middle school teaching positions. Also, maintaining a
16.5:1 ratio at the high school level results in seven additional high school teaching
positions. Continuing to maintain levelswhich exceed minimum standards will cost BCSD
approximately $753,425 annually in teachers' salaries and fringe benefits.
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F3.38 Ohio Administrative Code Section 3301.35.02 provides guidelines for educational
programs. The OAC provides general guidance for topics of study including career
education, citizenship and humanrelations. Thedistrict currently requires 20 units of study
for the graduating class of 1999. Am. Sub. S.B. 55 revises the minimum course
requirements necessary for graduation for students graduating after September 15, 2001.
The total number of units that must be taken in grades nine through 12 increases from 18
to 21 units and reduces the number of e ective units that count toward the required number
for graduation. Furthermore, S.B. 55 increasesthe required units of English lanquage arts,
mathematics, science and social studies. BCSD has revised its course curriculum as
required, effective with the class of 2000.

F3.39 Table 3-17 compares the average saary of each classification to the peer districts for FY
1997-98. BCSD has the highest average salaries in four of the 11 classifications as
indicated by the bolded numbers.

Table3-17: Average Salary by Classification
Sheffield/ Peer District
Brooklyn Columbia L ocal Rocky River Sheffield Lake Average

# Avg # Avg # Avg # Avg # Avg
FTEs | Salary® | FTEs Salary FTEs Salary FTEs Salary FTEs Salary
Official/Admin. 16.8 $53,846 8 $52,157 16.0 $66,197 11.8 $60,150 13.2 $58,088
Prof/Education 114.6 40,107 71.6 37,689 148.5 45,883 129.8 42,406 116.1 41,521
Prof/Other 5.8 32,873 2.0 33,003 2.6 36,317 3.3 41,045 34 35,810
Technical 0.0 0 0.0 0 1.6 21,695 0.0 0 1.6 21,6951
Office/Clerical 23.1 23,373 10.9 19,638 37.8 22,398 18.8 22,114 23.0 21,881
Crafts/Trades 1.0 41,684 2.0 21,804 9.0 33,072 4.0 31,356 4 31,979
Transportation 10.9 20,063 13.0 10,867 10.8 20,811 11.4 20,445 12.0 18,047
Laborer 2.0 35,472 0.0 0 0.0 0 0.0 0 2.0 35,4722
Custodians 21.3 25,620 6.3 25,133 11.9 28,309 14.0 24,480 13.3 25,886
Food Service 10.7 9,541 8.7 12,679 3.9 15,955 8.4 15,967 8.0 13,536
Other Service 11.8 14,246 4.6 3,765 10.9 14,151 11.9 13,882 10.0 11,511

Source: FY 1997-98 EMIS Profile
! Peer district average calculated using only Rocky River
2 Peer district average calculated using only Brooklyn

F3.40

Table 3-18 illustrates the total FTESs and salaries presented in Table 3-17 and categorizes
them into the six classifications of personnd as defined in Table 3-7. The table further
provides the percentage of total salariesper classification compared tototal district salaries.
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Table 3-18: Breakdown of Total FTE Employees and Percentage of Total EMIS Salaries

F3.41

by Classification

# of % of Total Total % of Total

Classification Employees Employees Salaries Salaries
Administrative 14.8 6.8% $833,458 11.2%
Teachers 101.8 46.7% $4,156,866 56.3%
Pupil Services 10.0 4.6% $420,143 5.6%
Support Services 44.3 20.3% $957,361 13.0%
Other Classified 451 20.7% $939,678 13.0%
Technical 2.0 0.9% $71,147 0.9%
Total 218.0 100.0% $7,378,653 100.00%

Source: FY 1997-98 EMIS Profile

When BCSD’ sratio of administratorsto total FTES is compared to their respective salary
ratio, administrators make up 6.8 percent of total staffing and 11.2 percent of total salaries.
Acs reflected in Table 3-19, teachers make up 46.7 percent of total FTEs. However,
teachers salaries account for 56.3 percent of total salaries.

Asindicated in Table 3-19, teachers makeup 56.3 percent of BCSD’ stota salarieswhich
is the lowest percentage when compared to the peer districts. The lower percentage of
total teacher salaries corresponds to BCSD'’s teachers having the lowest percentage of

teachers with a master’ s and above as reflected in Table 3-20. Additionally, the support
services and other classified percentages of salariesaregreater than the peer districts’ which
correlates to the higher number of FTEs per 1,000 students enrolled when compared to the
peer districts asreflected in Table 3-5.
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Table 3-19: Per centage of Total Employeesand EMIS Salaries by Classification

Sheffield/Sheffield Peer

Classification Brooklyn Columbia L ocal Rocky River Lake Average?

% of % of % of % of % of % of % of % of % of % of

Total Total Total Total Total Total Total Total Total Total

Emp. Salary Emp. Salary Emp. Salary Emp. Salary Emp. Salary
Administrative 6.8% 11.2% 6.3% 10.8% 6.7% 11.3% 5.3% 8.8% 6.1% 10.0%
Teachers 46.7% 56.3% 54.0% 66.4% 54.7% 63.0% 58.0% 67.1% 55.5% 65.5%
Pupil Services 4.6% 5.6% 3.9% 5.1% 4.6% 6.0% 4.1% 5.4% 4.0% 5.5%
Support
Services 20.3% 13.0% 27.2% 11.7% 15.3% 9.3% 17.7% 10.7% 20.0% 10.6%
Other
Classified 20.7% 13.0% 8.6% 6.0% 18.1% 10.0% 14.9% 8.0% 13.8% 8.0%
Technical 0.9% 0.9% 0.0% 0.0% 0.6% 0.4% 0.0% 0.0% 0.6% 0.4%
Total 100.0% | 100.0% | 100.0% | 100.0% | 100.0% | 100.0% | 100.0% | 100.0% | 100.0% | 100.0%

! Peer average does not include Brooklyn

F3.42 Table 3-20 indicatesthat BCSD’ s average teachers' salary of $41,397 isthe second lowest
among the peer districts. Average teachers salary will be affected by the adjusted cost of
doing business factor (CODBF) and educational attainment. Table 3-20 adjusts the
teachers’ salary for CODBF and al so providesinformati on concerning educational attainment
and total years of experience. The table below indicates BCSD has the second lowest
number of years of experience and thelowest percentage of teacherswith mastersand above
which may correspond with BCSD having the second |owest sal aries when compared to the
peer districts.
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Table 3-20: Average Teachers Salary

Columbia Sheffield/

Brooklyn Local Rocky River Sheffield Lake
Average Teaching Salary $41,397 $37,379 $46,443 $42,308
Adjusted Average Salary * $37,120 $34,343 $41,645 $38,871
Average years of experience 141 151 13.8 15.9
% Non-degree 0 0 0 0
% Bachelors Degree 32.7 32.8 22.6 17.9
% Bachelors Degree + 150
hours 319 314 317 44.3
% Mastersand above 354 35.8 45.7 37.8

Source: FY 1998-99 EMIS Profile
! salary adjusted by the ODE's cost of doing business factor

In FY 1996-97, the district negotiated a revised salary schedule which added the category
of aMaster’ Bache ors plus 36-hours. The salary revision compensates teachers who have
additional hours beyond their bachelors degree. Because the salary remains the same if a
teacher has a bachelors plus 36-hours or a master’s degree, teachers have no financia
incentive to earn amasters degree. Table 3-20 indicates 35.4 percent of BCSD’ s teachers
have a master’ s and above which isthe lowest among the peer districts and correlatesto the

Because pro-actively advancing educational goals and technological skills benefits the
district. BCSD should encourage continued growth and professional development of
employees. Thedistrict should consider revising thesalary scheduletoinclude compensation
for teacherswho have earned amaster’ sdegree. Implementing this recommendation would

F3.43

lower average teachers salary.
R3.9

require future negotiations.
F3.44

Table 3-21 illustrates that BCSD has the second highest salary when comparing teachers
bachelors beginning salary, the second highest bachelors maximum salary, the highest
beginning bachelors plus 36 salary, the second highest masters beginning salary and the
second highest masters maximum salary. BCSD’ s teachers contract does not have a Ph.D.
or Doctorate maximum salary specified. Rocky River is the only peer district to have a
Ph.D. or Doctorate maximum salary specified. BCSD’s teachers contract has the fewest
stepsin the salary schedule when compared to the peer districtswith 12 steps. Additionally,
all of the district’ s salary schedules provide longevity pay.
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Table 3-21: Teachers Salary Schedule

Ph.D. or
Bachelors Bachelors Beginning Masters Masters Doctorate
Beginning Maximum Bachelors + Beginning Maximum Maximum # of Stepsin Salary
District Salaries Salary 36 Salary Salary Salary? Salary ! Step Schedule
15 steps plus
longevity at 18, 23
Brooklyn $28,128 $50,799 $30,885 $30,885 $58,788 n/a and 27 years
15 steps plus
longevity at 20 and
Columbia L ocal 23,963 43,564 24,893 26,569 47,633 n/a 25 years
15 steps plus
longevity at 17 and
Rocky River 29,222 59,762 30,683 32,144 64,697 $65,219 18 years
13 steps plus
Sheffield/ longevity at 16 and
Sheffield Lake 26,196 50,181 27,445 28,526 54,643 n/a 21 years
Average $26,877 $51,077 $28,477 $29,531 $56,440 n/a n/a

Source: FY 1998-99 salary schedules
n/a- The district does not have a salary step above the masters maximum salary.
! Maximum salaries are calculated after longevity increments have been applied

F3.45 Although BCSD’saverageteaching salary per EMISfor FY 1997-98 was $41,397, areview
of W-2s for teachers reflected gross earnings paid to full-time teachers ranged between
$28,128 to $68,040. Approximately 43 percent of BCSD'’s teachers received more than
$50,000 in wages for the calendar year of 1998. Additionally, approximately 11 percent of
BCSD'’ s teachers received more than the masters maximum saary ($58,778) which may be
attributed to supplemental pay as reflected in F3.46. Table 3-22 represents the range of
actual teacher salaries based on the IRS Form W-2 for 1998.
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Table 3-22: Range of Actual Teacher Gross Earningsfor Calendar Year 1998

# of Teachers per

Salary Range 1998 W-2 Report
63,000-68,040 6
58,789-62,999 5
57,000-58,788 9
53,000-56,999 15
50,000-52,999 8
40,000-49,999 18
30,000-39,999 28
28,128-29,999 10
Total 99

Source: Treasurer’s office - 1998 W-2 report

F3.46 Table 3-23 illustrates the types of supplemental contracts outlined in the BEA contract
which impact the average salary. Each of the supplemental contracts are granted on aone
year basis. A job description for each supplemental contract ison fileinthe superintendent’s
office. A review of job descriptions for supplemental positions indicated that each
supplemental contract was provided a job description. Of the $227,586 spent on
supplemental pay, teachers received $164,687 or 72 percent of the total.

Table 3-23: Supplemental Pay for FY 1998-99

Supplemental Type Amount Paid

Faculty manager $4,092
Athletic 131,429
Club 9,994
Performing/Band 13,473
Curricular/Advisors 62,551
Miscellaneous 6,047
Total $227,586

Sour ce: Treasurer’s office
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Substitutes

F3.47 Table 3-24 showsthe overall substitute payments made by the district for FY 1997-98. Of
the $147,473 spent on substitute costs, teacher substitutes made up 61 percent of the group.
The remaining 39 percent was for classified substitutes.

Table 3-24: Substitute Paymentsfor FY 1997-98

Classification Amount Paid

Teachers $90,154
Clerica 9,520
Cleaners 11,033
Custodians 0
Bus Drivers 21,070
Food Service 7,183
Monitors 8,513
Total $147,473

Sour ces: Treasurer’ s Office; Business Manager
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F3.48 Table 3-25 compares BCSD and the peer districts substitute costs and procedures. This
information will be utilized in numerous findings when assessing substitute costs.

Table 3-25: Comparison of Substitute Costs

Brooklyn Columbia L ocal Rocky River Sheffield/Sheffield
Lake
Auto/Manual
Substitute Manual Manual Manual Manual
Placement
Daily Cost of $76.94/day $60/day 0-10 days $63/day $65/day
Teacher On 61st consecutive On 61st day in same 11-20 days long-term substitutes
Substitutes day in same assignment applicable $68/day in same assignment
assignment, step on the teacher’s 21-60 days, first start at zero step on
applicable step on salary schedule step on the the teachers salary
the teacher’s salary teachers salary schedule $26,196
schedule based on schedule plus eligible for full
experience up to On 61st day in benefits
five years plus same assignment
eligible for full applicable step on
benefits the salary
schedule based
upon training and
experience up to
10 years
Hourly Cost of
Bus Drivers $12.00 $10.27 $10.00 $8.20
Hourly Cost of $8.11 - Office $5.69 - Clerical
Clerical, Aides $9.00 $7.51 - Aides $7.50 $5.40 - Aide
& Monitors $10.50
Hourly Cost of
Custodial / $10.00 -
Maintenance Custodians $8.30 $7.50 $6.19
$7.00 - Cleaners
Hourly Cost of
Food Service $6.00 $7.55 $6.25 - $7.00 - $5.40
Cook

Sour ce: Business Manager; Assistant Superintendent
Certificated Substitutes:

F3.49 Teacher positions which require substitutes can be filled by casual/short-term or long-term
substitutes. Casual/short-term substitutes are defined as substitutes who work in the district
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inthe same position or varying positionsand are paid $76.94 per day. Long-term substitutes
work in the same position for 60 or more days. On the 61% consecutive day, the substitute
teacher is placed on the salary schedule at a step commensurate with their experience, up to
five years. Additionaly, on the 61% consecutive day in the same position, a substitute is

eligible for full benefits.

F3.50 InFY 1997-98, BCSD utilized 97.8 FTE teachers who were contracted to teach 178 days
(school year) for a total of 17,409 school days requiring a teacher. Table 3-26 shows
approximately 3.7 percent of total teaching daysfor FY 1997-98 were taught by a substitute
teacher. The table also illustrates that, of the ten periods defined, four periods had 4.5
percent or more of available teaching days taught by a substitute teacher which isindicated

by the bolded numbers.
Table 3-26: Substitute Teachers Report for FY 1997-98
% of Total
Teaching
Teaching Total Total Days
DaysPer | Teaching | Substitute | Requiring
Month Period Days! Days Substitutes
August/September’ 97 25 2,445 33.8 1.4%
Octaober’97 22 2,152 74.5 3.5%
November’ 97 17 1,663 74.5 4.5%
December’ 97 15 1,467 59.5 4.1%
January’98 19 1,858 61.0 3.3%
February’ 98 18 1,760 85.5 4.9%
March’98 21 2,054 109.5 5.3%
April’98 16 1,565 73.0 4.7%
May’ 98 20 1,956 78.0 4.0%
June’' 98 5 489 5.0 1.0%
Total 178 17,409 654.3 3.7%

Sour ce: Assistant Superintendent
! Number of teachers multiplied by number of teaching days per period

F3.51 Table 3-27 illustrates the number of leave days used by BCSD' s teachers for FY 1997-98

which required either a substitute or another staff member to cover for the absence.
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Table 3-27: Teachers Leave Days Taken FY 1997-98

# # # # Total Average#
Sick Per sonal Prof. Other Leave Daystaken
days days days days Days # per
Classification taken taken taken taken Taken Teachers Teacher
Teachers 617.3 164.3 265.5 0.0 1,047.1 96 10.9

Sour ce: Treasurer’s office

F3.52 Table 3-28 illustrates the average number of sick, personal, professional and other leave
days taken per teacher during FY 1997-98 for each of the peer districts.
Table 3-28: Teacher Average Number of L eave Days Taken per Peer District
Sheffield/
Brooklyn Columbia L ocal Rocky River Sheffield Lake
# Days |Ave. Per| # Days |Ave. Per |# Days Ave. Per | #Days |Ave. Per | Peer
Taken |Teacher | Taken |Teacher | Taken Teacher | Taken |Teacher |Average
SIcK
LEAVE 617.3 6.4 302.0 4.3 839.7 63| 7280 5.6 5.7
PERS.
LEAVE 164.3 17| 1165 1.6 215.0 16| 2120 1.6 1.6
PROF.
LEAVE 265.5 28| 109.2 15 169.5 1.3 0.0 0.0 1.9
OTHER
LEAVE 0.0 0.0 52.0 0.8 3245 2.4 0.0 0.0 1.6
TOTAL
ALL 1,047.1 109| 579.7 82| 15487 11.6| 940.0 7.2 10.8
LEAVE
# of eligible
teachers 96 70.6 1335 130.5

Sour ce: Treasurer’s office

F3.53

BCSD'’ steachersaveraged 6.4 sick days per teacher in FY 1997-98 which is higher than the

peer district average of 5.7 sick days. Data provided by the Bureau of Labor Statistics
indicates that Full-time governmental workers averaged 4.5 sick days per person in 1998
which is lower than the peer group average and significantly lower than BCSD’ s teacher
average. In addition to the increased cost of substitute teachers, excessive leave creates
interruptions in the flow of teachers curriculum and may have an impact on the quality of
education provided to students.
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As evidenced by the 2.8 days per year of professional leave taken by BCSD’s teachers,
district management encourages professional growth and staff development. According to
the BEA teachers agreement, each building is to establish a professional growth committee
which submits an annua request to the building principal regarding the estimated funds
needed for professional growth in the respective building for the following school year
(excluding the cost of substitutes). The increased use of professiona leave days may be
attributed to staff training and development being done at the building level.

The district indicated the primary and most important role of teachersisto provide quality
instruction to students. Although continued professional growth and development of staff
is important, BCSD should review the number of days of professional |eave utilized by the
staff and weigh the benefits and results of thetraining programswhich remove teachersfrom
the classroom in relation to the impact on education. BCSD should consider implementing
performance measures to evaluate the training programs and their impact on teachers
attending them. Additionally, the district should consider linking professional |eave with
employee evaluations and future growth of employees to ensure professional leave isbeing
used appropriately.

The utilization of professional leave days should not only be linked to the certification
requirements and procedures through the Office of the Superintendent, but additional
monitoring should be implemented to determine that weaknesses identified through the
evaluation process are addressed by the use of professiona leave days.

The assumptions used for the following statistics are based upon the average daily substitute
rate of $76.94/day. BCSD’steachers are provided with 15 days of sick leave annually and
averaged 6.4 days of sick leave use per teacher. Sick leave use cost the district
approximately $47,272 for substitute salariesin FY 1997-98. BCSD’ steachersare provided
three days of personal leave per year. In FY 1997-98, teachers averaged 1.7 days, and cost
the district approximately $12,557 for substitute salaries. BCSD’ sunion agreement does not
stipulate aspecific number of professional |eave days availableto each teacher. In FY 1997-
98, BCSD' steachersaveraged 2.8 daysof professional leavewhich cost thedistrict $20,681
for substitute salaries. The estimate is conservative because it does not consider the
increased rate for long-term substitute teachers. Using leave as defined above, $80,510
could have been spent on substituteteachers. Thedistrict maintainsrecordswhich separately
identify reasons for substitute teachers. In addition to the increased cost for substitute
teachers, time off creates interruptionsin the flow of teachers’ instruction and may have an
impact on the quality of education provided to students.

BCSD should take steps to reduce the use of sick leave by staff. A lower usage of sick leave
by the teachers would limit the need for substitutes, minimize interruptions in the flow of
curriculum delivery, and may have a positive impact on the quality of education provided to
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the students. However, BCSD spent $90,154 on substitute teacher payments for FY
1997-98. Contributing to this expense was sick days used by al employees. The savings
associated with areduction of sick leave areillustrated in Table 3-29.

Table 3-29: Annual Savings Calculated for Reduction in Usage of Teachers Sick Leave

Sick leave Sick leave
reduced by reduced by
one day two days
Savings $7,386 $14,772

Financial Implication: Reducing the average number of sick days taken by one day per
teacher would save BCSD approximately $7,386 annually in substitute costs. Reducing the
number of sick days taken by two days which would bring BCSD in line with the average
taken by full-time governmental workers of 4.5 days as reported by the Bureau of Labor
Statistics and would save BCSD approximately $14,772 in substitute costs. The financial
implications may be greater depending on utilization of long-term substitutes whose salaries
are considerably higher.

F3.56 Asspecifiedinthe BEA contract, teacherswill be asked to substitute only when aqualified
full-day substitute cannot be found. When a full-day outside substitute cannot be found,
administrators can be called upon to substitute.

F3.57 Table3-30illustrates that all four peer districts pay teachers for coverage when a standard
substitute is not available. In FY 1997-98, there were approximately 477 days when a
standard substitute was not available. Thedistrict spent approximately $43,574 on teachers
to cover aclass when a standard substitute could not be placed.

Table 3-30: RatesPaid for Teachersto Fill in for Substitutes

Sheffield/Sheffield
Brooklyn Columbia L ocal Rocky River Lake
$18.27/period .46 aminute for a $8.40 per hour regular hourly rate of
minimum of 30 minutes the teacher times the
($13.80) number of periods
taught

Sour ce: Teacher contracts

F3.58 In order to reduce the shortage of substitute teachers, the following efforts were made by
the HRD prior to and/or during the 1998-99 school year:

1 Advertised on the Internet, in school bulletins and through the PTA
1 Mailed letters to teacher applicants
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Maintained contact with interested retirees, stating re-employment standards
Screened all substitutes looking for full-time employment.

R3.12 Additiona strategies BCSD should consider implementing to reduce the shortage of
substitute teachers include the following:
1 Utilizing para professionals with the approval of the ODE
1 Mailing letters to student teachers
| Placing flyersin university placement offices
1 I mplementing aguaranteed substitute pool establishing amaximum number of teachers
1 Recruiting recent graduates to serve as substitutes
I Advertising on thelocd televison channel
I Advertising in the local newspapersin July and August for substitute teachers
| Offering flexibility with both am. and p.m. or full-day shifts and either day-to-day
substitute teaching or guaranteed daily substitute teaching for the school year
1 Holding meetings for interested substitutes prior to start of school year
I Developing a substitute teachers' handbook.
Classified Substitutes:

F3.59 BCSD Maintenance, transportation, food service and monitor positions which require
substitutes are filled by short-hour employees and on call employees within the bargaining
unit. On call substitutesare not regular employees of the district, they receive the substitute
rate of pay and are called in to substitute based on asign up list. Benefits are not provided
to on call substitutes at any time. Short-hour substitutes are district employeeswho work in
various classified positions. They receive their regular rate of pay for two days and on the
third day they receive the rate of pay for the classification for which they are substituting.
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F3.60 Table 3-31 illustrates the number of days of leave used by BCSD’s classified staff for FY
1997-98 which could have required either a substitute or another staff member to cover for

the vacancy.
Table 3-31: Classified Personnel Days Taken FY 1997-98
# # # #
Sick Pers. Prof. # # Total Empl. Average# Total
days days days Vacation Other days per Days Taken per
Classification taken taken taken Leave days? taken Class Employee
Clerical/Office 170.8 485 3.0 245.3 0.0 467.6 23 20.3
Custodian/M aintenance
Cleaners 328.0 55.0 0.5 157.0 0.0 540.5 22 245
Food Service 103.3 220 7.0 0.0 0.0 132.3 12 11.0
Transportation 158.3 175 13.0 65.0 0.0 253.8 16 15.9
Monitors 107.0 10.3 0.0 0.0 0.0 117.3 10 11.7
Totals 867.4 153.3 235 467.3 0.0 1,511.5 83 16.7

Source: Treasurer’s office
! Other days include days off without pay and jury duty, the district was unable to provide the number of other days taken

F3.61 Table 3-32illustratesthat BCSD’s classified employees took an average of approximately
10.5 days of sick leave. Custodial/maintenance and cleaner personnel utilized 14.9 days of
sick leave, transportation personnel utilized 9.9 days of sick leave and monitor personnel
utilized 10.7 days of sick leavein FY 1997-98.

Table 3-32: Average Days L eave Taken FY 1997-98 - Classified Per sonnel

Ava. Ava. Ava. Ava. # Ava. #
# Sick Days # Per. Days # Prof. Days Vacation Other Days

Classification Taken Taken Taken Days Taken ! Taken
Clerical/Office 7.4 21 0.1 10.6 0.0
Custodian/M aintenance/Cleaner s 14.9 2.5 0.0 9.8 0.0
Food Service 9.4 1.8 0.6 n/a 0.0
Transportation 9.9 11 0.8 16.3 0.0
Monitors 10.7 1.0 n/a n/a 0.0
Totals 10.5 17 0.5 12.2 0.0

Sour ce: Staff attendance reports
! Calculated based on eligible employees
n/a- not eligible for vacation
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Table 3-33 presents cost information for FY 1997-98 substitute costs for classified
employeesassuming an average daily substituterate asdefined in T able 3-25 and an average
number of total leave days taken per employee as established in Table 3-32 for each
classification of employee.

Table 3-33: Classified Personnel Substitute Costs FY 1997-98

# of Estimated

Avg. # total Hours Rate | Employees Substitute

daystaken per per per included in Cost to the

Classification employee day hour group District

Clerical/Office 20.3 80 | $9.00 23 $33,617
Custodian/M aintenance 19.9 7.5 | $10.00 9 13,433
Cleaners 22.6 6.5 | $7.00 16 16,453
Food Service 110 6.0 | $6.00 12 4,752
Transportation 15.9 5.0 | $12.00 16 15,264
Monitors 11.7 7.0 | $10.50 10 8,600
Total $92,119

Sour ce: Staff attendance reports

Using the assumptions above, BCSD had atotal maximum exposurefor classified substitute
services of $92,119 versus the approximate amount of $57,319 which was actually spent on
substitute services. In an effort to limit substitute and overtime expenditures, it is the
district’ s policy to use short-hour employees within the bargaining unit as substitutes for
custodial positions. For al hoursof work that will result in overtime payment to short-hour
employees, the district has the option of assigning the work to regular employees or
obtaining a subgtitute. An analysis of the overtime for maintenance and cleaners indicates
the district spent approximately $84,791 in overtime. The estimated substitute cost for
custodial/maintenance and cleaner personnel is approximately $29,886.

Table 3-34 compares the average number of sick days taken by BCSD’ s classified staff to
the peer districts for FY 1997-98.

Human Resources 3-35



Brooklyn City School District Performance Audit

Table 3-34: Average Number of Sick Days Taken FY 1997-98

Sheffield/
Brooklyn Columbia L ocal Rocky River Sheffield Lake
#Sick | Avg. #Sick | Avg. | #Sick | Avg. | #Sick | Ava. Peer

days Per days Per days Per days Per District
taken | Empl. | taken | Empl. | taken | Empl. | taken | Empl. Average

Clerical/Office 171 7.4 17 18 128 44 339 5.0 4.7
Custodian/M aintenance

Cleaners 328 14.9 25 31 284 114 217 8.7 95
Food Service 103 9.4 111 9.2 30 4.0 43 20 6.2
Transportation 158 9.9 106 75 125 8.3 168 11.9 9.4
Monitors 107 10.7 13 2.6 273 6.5 0 0 6.6
Totals 867 10.5 272 4.8 840 6.9 767 6.9 7.3

Sour ce: Peer district bench marking surveys

Table 3-34 indicates that BCSD’ s classified staff averaged 10.5 sick days during FY 1997-
98. Custodian/maintenance/cleaners, food service, transportation and monitorsutilized 14.9,
9.4, 9.9 and 10.7 days of sick leave respectively in FY 1997-98. BCSD’s classified staff
used the highest average number of sick days at approximately 2.7 to 5.4 more days when
compared by classification to the peer digtricts.

The classified staff provides critical resources to the educational process by:

Functioning as a support resource to staff and students

Providing a clean and secure environment

Ensuring nutritious lunches

Fulfilling additional functions as required by curriculum and/or other district needs.

Because excessive sick leave limitsthe districts' resources, daily routines are disrupted and
can weaken the quality of education. In addition, the district incurs significant financial
expenditures through the utilization of overtime.
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BCSD spent approximately $57,319 on classified employee substitute payments.
Additionaly, $84,791 was spent on overtimein lieu of using substitutes. Contributingto this
expense were sick days utilized by these employees. The classified employee population
averaged 10.5 sick daysper personin FY 1997-98 which is 5.8 days higher than the average
taken by full-time governmental workers of 4.5 days as reported by the Bureau of Labor
Statistics. If BCSD would reduce the amount of sick leave taken, it would éiminate
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additional administrative time, enhance the quality of education by €iminating interruptions
in the flow of work and reduce the overal substitute and overtime cost incurred as shown
in Table 3-35 below.

Table 3-35 Annual Savings Calculated from Reductionsin Classified Sick L eave Usage

Annual Savings
Employee
Classification Sick leave Sick leave Sick leave
reduced by 4 | reduced by 5 | reduced by 6
days days days

Clerical/Office $6,624 $8,280 $9,936
Custodian/M aintenance 3,600 4,500 5,400
Food Service 3,168 3,960 4,752
Transportation 3,840 4,800 5,760
Miscellaneous 3,150 3,938 4,725
Totals $20,382 $25,478 $30,573

Financial Implication: Reducing the number of sick days taken by each employee by four
days would save BCSD approximately $20,382 annually in substitute/overtime costs.
Reducing the number of sick days taken by each employee by five days would save BCSD
approximately $25,478 annually in substitute/overtime costs. Further, reducing the number
of sick days taken by six days which would bring BCSD in line with the average taken by
full-time governmental workers of 4.5 days as reported by the Bureau of Labor Statistics
would save BCSD approximately $30,573 annually in substitute/overtime costs.
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BCSD'’ s sick leave daystaken per employee currently range between 7.4 and 14.9 days. The
district needs to make managing and reducing the amount of sick leave taken ahigh priority
among the administration. BCSD’s HRD should provide departmental management with
sick leave reports containing, at a minimum, the amount of leave taken by employees, leave
baances by employee, reasons for absences and any additional information regarding sick
leave taken.

Additionally, because of the amount of sick leave taken per employee, the costs associated
with obtaining substitutes to cover for absences and the costs associated with assigning
maintenance personnel overtime, BCSD may need to implement policies to assist with
further reduction of sick leave. Policies might include the following:

1 Implement a sick leave abuse policy such as arolling year occurrence policy where
employees are held accountablefor the number of timestaken off rather than thelength
of each time taken off.

Implement an attendance incentive where employees are rewarded for perfect
attendance.
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1 Require acertified statement from the employee’ s physician if the employeeisoff sick
for three or more consecutive days.

Require all employees to complete a standardized sick leave explanation form.
Require sick leave taken to be a component of the employee’ s evaluation.

Do not include sick leave daysin the “ active pay status' category when calculating an
employee's overtime eligibility.

In order for sick leave management to be effective, all administrators should go through
initiad and on-going training to ensure compl ete understanding of the policies and consistent
implementation of such policies.

Benefits Administration:

F3.65
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The administration of benefits for BCSD is handled by the treasurer’s department. The
assistant treasurer is responsible for conducting new employee orientation and distributing
benefit information packets to employees, processing enrollment additions and changes,
reconciling carrier coverage records and ensuring corresponding payroll deductions are
processed properly. In addition, the assistant treasurer is responsible for the administration
of hedlth, dental, vision and life insurance claims. The secretary to the director of business
affairsisresponsiblefor the processing of workers' compensation and unemployment claims.

BCSD utilizes two health care plans, Medical Mutual of Ohio ( which is atraditional plan)
and Kaiser Permanente (which is a Health Maintenance Organization). Employees are
required to contribute five percent toward the cost of the premium for either plan. The
district uses Medical Life Insurance Company for life insurance benefits. It is the
respongibility of the treasurer and the business manager to annually review the district’s
benefit package and to obtain quotes for renewa and evaluate whether any changes are
needed.

The district convened ajoint insurance committee which met for the 1997-98 school year.
The committee was created to review and report on the current health insurance program
and associated costs and investigate other health insurance programs and their associated
costs. The committee was composed of three administrators appointed by the
superintendent, three teachers appointed by Brooklyn Education Association (BEA) and
three classified employees appointed by the Brooklyn Classified Employees (BCE).

The district should consider establishing ajoint insurance committee on a permanent basis
whose primary purpose would be to review the health insurance programs and their
associated costs to determine whether the same or better coverage can be provided at a
lower cost. The committee should work to reduce the annual benefit cost per employee.
Areas the committee could address include the following:
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I Request periodic comparative information to determine possible cost containment
strategies

Conduct employee surveys on areas of concern regarding existing benefit plans
Review and limit benefits included in the medical plans

Review employee annua deductibles and out of pocket maximums

Distribute a request for proposal to multiple health care carriers for benefit and cost
comparisons

1 Review feasibility of increasing contributions toward monthly premiums,

Full-time parti ci pating empl oyees contribute five percent toward the cost of singleand family
medica insurance coverage as indicated in Table 3-36. The board pays the employee
portion for medical, dental and vision benefits for the administrative and exempted groups.
A single plan under Medical Mutual of Ohio costs $206.23 per month and a single plan
under Kaiser Permanente costs $158.16 per month. Kaiser is significantly lower than the
average monthly medical premium cost of $184.09 for single coverage asreported by SERB,
see F3.70. A family plan under Medica Mutual of Ohio costs $532.15 per month and a
family plan under Kaiser Permanente costs $474.48 per month. Kaiser isdightly lower than
the average monthly medical premium cost of $469.17 for family coverage as reported by
SERB. The SERB report indicated that 46 percent of employers require an employee
contribution toward the cost of single insurance coverage and 60 percent require an
employee contribution toward the cost of family insurance coverage.

Table 3-36 Health Plan Cost Obligations

Medical Mutual Kaiser
of Ohio Permanente

Full-time Employees

Monthly Single Plan Rate $206.23 $158.16
% paid by employee 5% 5%
$ paid by employee $10.31 $7.91
$ paid by employer $195.92 $150.25
Full-time Employees

Monthly Family Plan Rate $532.12 $474.48
% paid by employee 5% 5%
$ paid by employee $26.61 $23.72
$ paid by employer $505.54 $450.76

Source: BCSD’s schedule of benefits FY 1997-98

All full-time certificated and classified employees are digible to receive health care bendfits.
Most employees are considered full-timeif they work 37.5 or more hours per week. BCSD
has implemented a graduated benefit scale designed to prorate the contributions required of
part-time employees under single coverage only. Part-time employees who elect family

Human Resources 3-39



Brooklyn City School District Performance Audit

0
w
N

F3.70

coverage pay the entire difference between the single and family premium. Those part-time
employees who wish to have medical coverage are required to contribute toward the
premium costs based on the number of hours that each employee works, as shown in Table
3-37.

Table 3-37 Contribution Scale for Benefits

Number of hoursworked per % of Premium Paid % of Premium Paid by
year by Employee Board

1450 or more hours 5% 95%
1,344 12% 88%
1,176 23% %
980 35% 65%
768 50% 50%
582 62% 38%

The district hasimplemented agraduated benefit scal e designed to prorate the contributions
required by part-time employees. Requiring part-time employees to contribute toward the
benefit costs based on total hours worked reduces benefit expenditures for the district.

A report on the Cost of Health Insurance in Ohio’ s Public Sector was completed by SERB.
Based on the 1998 study, approximately 60 percent of the responding employers required
their employeesto pay aportion of the cost of afamily premium. Forty-six percent required
their employees to share the cost for the single plan. The average monthly employee
contribution is $21.44 for single and $61.72 for family. These ratesamount to 11.7 percent
of the cost of asingle plan and 13.1 percent of the monthly family premium. Other findings
from the study include the following:

1 Estimated cost of medical and other health care benefits will average $5,376 per
covered employeein 1998.

1 Monthly medical insurance premiums currently average $184.09 for single coverage

and $469.17 for afamily plan.

Average total monthly cost of employee health care benefits stands at $223.92 and

$536.43 for single and family coverage, respectively.

Approximately 87 percent of public employersoffer somelevel of dental coverage, 50

percent provide a vision plan and 93 percent offer life insurance.

Dental coverage costs an average of $26.59 amonth for single and $47.16 amonth for

family. The cost of optical insurance averages $7.40 for single and $13.03 for family

coverage.

Twenty-nine percent of employers offer insurance coverage through an HMO. Forty-

three percent contract at least some health services through a provider network.
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F3.71 Table 3-38 provides certain details about health care information. Brooklyn requires
employee contributions toward both the single and family medical premiums. Columbia
Loca School District requires employee contributions toward the family medical premium
and isthe only peer digtrict that is self-insured. Rocky River and Sheffield/Sheffidld Lake
require no employee contributions toward medical premiums.

Table 3-38 Hospitalization

Monthly
Premium Full- Monthly # of
For Time Premium Full-Time Emp.
Single Emp. For Emp. In Each Self
School Provider(s) Plan Share Family Share Plan Insured
Brooklyn Medical Mutual of
Ohio* $206.23 $10.31 $532.15 $26.61 66/114 No
Kaiser Permanente
$158.16 $7.91 $474.48 $23.72 6/4 No
Columbia | LakeErie $321.26 - $9.36 -
Local Regional classified classified
Employee $311.91 - $18.71 -
Protection Plan ® $136.48 $0 certificated | certificated 36/54 No
Rocky Medical Mutual of
River Ohio? $252.54 $0 $653.17 $0 11/20 No
Medical Mutual of
Ohio HMO 2 $222.01 $0 $570.13 $0 70/142 No
Sheffield/ Lake Erie
Sheffield Regional
Lake Employee
Protection Plan * $161.96 $0 $429.16 $0 55/155 No

Sour ce: Schedule of benefits

*Premium includes medical, prescription, dental and vision
2 Prescription plan isincluded in medical benefits premium costs
3 Premium includes medical only. The district does not offer prescription benefits
* Premium includes $31.38 for single prescription plan and $83.17 for family prescription plan
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F3.72  Certain benefits affect the overall cost of medical plans. Table 3-39 compares some key
features which are considered when comparing benefits to costs when choosing a medical
plan. BCSD has aminimum employee deductible which increasesthe overall premium costs
to the district.

Table 3-39: Key Medical Plan Benefits
Brooklyn Columbia L ocal Rocky River Sheffield/Sheffield L ake
Lake Erie Regional Medical Mutua of Ohio Lake Erie Regional
Medical Mutua of Ohio Employee Protection Medical Mutua of Ohio Employee Protection Plan
Kaiser Permanente Plan HMO
Office 80%/20% 80%/20%
Visits 100% No 100% 90%/10%
Employee
Annual $100 S/ $200 F $200S/$400F
Deductible N/A $250 S/ $500 F N/A $50S/$100F
Prescription Plan Yes No
Included? Yes No No No
Need to Choose No No
Primary Physician No No Yes No
M ater nity $100 deductible
80%/20%
prenatal/delivery 100%
$400 out of pocket 100% 100% 100% 100%
100%
Well Child Care 100% to $500 year
$500 maximum per year maximum 0-12 months $500
per child 100% to $500 year maximum
100% n/a maximum - Network 1 year $150 maximum
Inpatient Hospital 100%
Care 100% - Network
100% no maximum 80%/20% - 730 days 90%/10% - Non-Network 100%

Sour ce: Schedule of benefits
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F3.73 Table 3-40 illustrates that al peer districts provide dental benefits to their employees.
BCSD providesdental coveragethrough Medical Mutual of Ohiofor all full-timeemployees.
For the employeeswho select Medical Mutual, the cost of dental coverageisincluded inthe
medical premium. Employeesel ecting Kai ser Permanente havethe option of choosing dental
and vision benefits through Medical Mutual. However, the employees are required to
contribute five percent toward the cost of both the single and family plans. Columbia L ocal
only requires employee contributionstoward family dental coverage. Both Rocky River and
Sheffield/Sheffield Lake require no employee contributions toward dental benefits. Table
3-40 shows the average premiums paid for both single and family dental plans.

Table 3-40: Dental Insurance

Monthly Monthly Full-
Premium Premium Time Number
For Single Full-Time For Emp. Enrolled: Self-
School Provider(s) Plan Emp. Share Family Share Single/Family Insured
Brooklyn Medical Mutual Included in Included in
of Ohio hedlth plan na hedlth plan na na No
Kaiser
Permanente* $30.84 $1.54 $88.59 $4.43 5/3 n/a
Columbia Lake Erie
Local Regional
Employee
Protection Plan $17.35 $0 $45.96 $2.86 25/50 No
Rocky Medical Mutual
River of Ohio $19.34 $0 $64.47 $0 71177 No
Sheffield/ Lake Erie
Sheffield Regional
Lake Employee
Protection Plan $15.94 $0 $42.25 $0 54/151 No

Sour ce: Schedule of benefits
1 Employees with Kaiser pay five percent of the premium which includes both dental and vision benefits through Medical Mutual of Ohio
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F3.74  Table3-41 showstheaverage premiums paid for both singleand family vision plans. BCSD
provides vision coverage through Medica Mutual of Ohio for all full-time employees. For
the employees who select Medical Mutual, the cost of vision coverage is included in the
monthly medical premium. As indicated in (F3.73), dental and vision benefits through
Medicd Mutual are optiona to employees electing Kaiser Permanente.  However, the
employees are required to contribute five percent toward the cost for the single and family
plans. ColumbiaL ocal and Rocky River do not providevision coverage. Sheffield/Sheffield
Lake provides vision coverage and does not require employee contributions.

Table 3-41: Vision Insurance

Premium Full- Premium Full- Number
Cost/Mth Time Cost/Mth. Time Enrolled:
per Emp. Emp. per Emp. Emp. Single/ Self-
School Provider(s) Single Share Family Share Family Insured
Brooklyn Medical Mutual Included in n/a Included in n/a n/a No
of Ohio hedlth plan hedlth plan
Kaiser
Permanente! Includedin n/a Includedin n/a n/a n/a
denta plan denta plan
Columbia
Local 2 n/a n/a na na n/a n/a n/a
Rocky Medical Mutual
River 2 of Ohio n/a n/a n/a na na na
Medica Mutual
of Ohio HMO n/a n/a n/a n/a n/a n/a
Sheffield/ Lake Erie
Sheffield Regional
Lake Employee
Protection Plan $1.48 $0 $3.93 $0 51/151 No

Sour ce: Schedule of benefits
1 Employees with Kaiser pay five percent of the premium which includes both dental and vision benefits through Medical Mutual of Ohio

2 ColumbiaLocal and Rocky River do not offer vision plans
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F3.75 Table 3-42 showstheaveragemonthly premiumspaid for both singleand family prescription
insurance plans. Prescription coverage isincluded with hospitalization coverage for BCSD
and Rocky River City School District. Columbia Local does not provide prescription
coverage. Sheffield/Sheffield Lake offers an individual prescription plan and requires no
employee contributions.

Table 3-42: Prescription Insurance

Number
Cost/Mth Cost/Mth. Enrolled:
per Emp. Full-Time per Emp. - Full-Time Single/ Self
School Provider(s) Single Emp. Share Family Emp. Share Family Insured
Brooklyn Medical Mutual of Included in n/a Included in n/a n/a n/a
Ohio hedlth plan hedlth plan
Kaiser Permanente Included in Included in
hedlth plan na hedlth plan na na na
Columbia
Local * n/a n/a n/a n/a n/a n/a n/a
Rocky River Medical Mutual of Included in Included in
Ohio hedlth plan na hedlth plan na na na
Medical Mutual of Included in Included in
Ohio HMO hedlth plan na hedlth plan na na na
Sheffield/ Lake Erie Regional
Sheffield Employee Protection
Lake Plan $31.38 $0 $83.17 $0 52/147 No

Sour ce: Schedule of benefits
* Columbialocal does not offer a prescription plan

F3.76  Table 3-43 presentsthe average yearly total cost for certain benefitsfor FY 1997-98 for all
peer districts. BCSD has the second highest annual cost per employee among the peer
digtricts at $5,185 which is dightly lower than the annual cost of health care of $5,376 per
covered employeein 1998 asestimated in the SERB report. FactorscontributingtoBCSD’s
high annua insurance cost per employee include the following:

Full-time employees are required to contribute a minimal percentage toward the
monthly premiums for all medical, dental and vision plans

Administrative and exempted employees are not required to pay the employee portion
of the benefits

Employees are required to pay minimum employee annua deductibles.
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Table 3-43: Yearly Total of All Insurance Costsfor FY 1997-98

Life Annual Cost
Health Care Dental Prescription Vision Insurance per
School Costs Costs Costs Costs Costs Totals Employee!
Brooklyn $864,423 $6,354 ’ ’ $24,943 $895,720 $5,185
Columbia L ocal $257,027 $31,131 n/a n/a $12,353 $300,511 $3,271
Rocky River $1,348,086 $153,412 ’ n/a $18,080 $1,519,578 $6,166
Sheffield/
Sheffield Lake $729,724 $86,886 $166,293 $8,027 $11,360 $1,002,290 $4,774

Sour ce: Treasurer’s office
! Does not include life insurance costs
2 Included in health care premiums

F3.77

Table 3-44 indicates that BCSD’ sfringe benefit expendituresfor certificated personnel are

below the peer average and the statewide average. Additionally, fringe benefit expenditures
for classified personnel are below the peer average and dightly above the statewide average.

Table 3-44: Fringe Benefit Expenditures as a Per centage of Total Operating Expenses

Sheffield/
Expenditure Columbia Sheffield Peer State
Breakdown Brooklyn L ocal Rocky River Lake Average Average
Certificated
Benefits 11.9% 11.2% 11.3% 13.7% 12.0% 13.0%
Classified
Benefits 4.3% 4.8% 4.1% 4.9% 4.5% 4.2%
Source: FY 1997-98 EMIS profile
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R3.16

BCSD requiresfull-time employeesto contribute five percent towardsthe monthly premium
for benefits. Certificated and classified part-time employees are required to contribute
toward the monthly premiums on a prorated basis. If BCSD would require full-time
employeesenrolledinal medical plansto contribute ahigher percentage toward the monthly
premium, the overal insurance expenses would be reduced as shown in Table 3-45.
Implementing this recommendation would require future negotiations.

Table 3-45: Annual Savings Resulting from Increased Employee Contributions for
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| nsurance
Annual Savings Calculated at

10% 15% 20%

Medical Plan - Single $6,725 $15,459 $24,194
Medical Plan - Family $38,268 $75,809 $113,351
Total Annual Savings $44,993 $91,268 $137,545

Financial Implication: Requiring a 10 percent contribution from all employeesfor medical
benefits would save BCSD approximately $44,993 annually. Increasing the contributions
to 15 percent would save BCSD approximately $91,268 annually. Increasing the
contributions to 20 percent would save BCSD approximately $137,545 annually.

The board pays the employee portion for medical, denta and vision benefits for the
administrative and exempted groups which consist of fifteen employees.

To reduce benefit costs, the board should consider having the employees included in the
administrative and exempted groups pay the appropriate employee portion of the benefit
premiums as indicated in Table 3-36.

Financial Implication: The financial implication for this recommendation was calculated in
R3.16.

BCSD pays 9 and 9.3 percent respectively for the administrative and exempted employees
portion of STRS or SERS contributions (see F3.78). The portion of STRS and SERS paid
by theboard for FY 1998-99 was approximately $98,494. Thedistrict indicated the assistant
superintendent, network manager, EMIS coordinator and director of pupil servicespositions
have been diminated and will not be replaced. These personnel reductions may affect the
amount paid by the board for STRS or SERS contributionsin FY 1999-2000.

BCSD should review the costs associated with picking up the employee portion of STRS
and SERS payments for administrative and exempted personnel and should consider

Human Resources
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eliminating this benefit. Few districts pick up the full retirement benefit cost for all
administrative and exempted employees due to the high cost. In addition, BCSD’ s salaries
are competitive with surrounding districts without payment of this benefit. Savings
generated by eliminating this benefit could be used to support the district’s educational
priorities or to reduce overal district expenditures.

Financial Implication: If the employees in the administrative and exempted groups were
required to pay the employee portion of STRS or SERS contributions, the district would
save approximately $98,494 annually.

F3.80 BCSD offers employees who separate employment continuous medical benefits in
compliance with the Consolidated Omnibus Budget Reconciliation Act of 1985 (COBRA)
put into law by the federal government in 1986. The administration of COBRA benefitsis
handled by the treasurer.

F3.81 The contractual agreements between both the BEA, the BCE and the board of education for
the period July 1, 1998 through June 30, 2000 defines an early retirement incentive plan
(ERI) availableto eligible certificated and classified employees. The provisions of the ERI
included the following:

1 Employees who have attained the age of fifty prior to the date the plan expires and will
qualify after purchase of service credit for retirement under STRS or SERS guidelines
are eligible for participation.

Anirrevocableletter of resignation must be sent to the superintendent’ s office no later
than March 15th of each year specifying the effective date of retirement.

The Board will pay the cost of a maximum of three years of eligible service credit or
one-fifth of each member’stotal eigible service credit, whichever isless.
Employeeswho opt to take the ERI will receive severance pay in accordance with the
bargaining agreements. However, employees will receive payment in three equal
installments beginning in January of the year following the retirement.

A total of four administrators, 11 certificated and seven classified employees elected to
participate in the ERI. The district calculated an approximate cost of $1,346,748 for
implementation of the ERI which included $967,879 in service credit purchase cost and
$378,869 in severance costs. The district calculated an approximate salary cost savings of
$2,785,889 by not replacing personnel resulting in an actual positive ERI plan impact to the
district of $1,439,141.
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Prior to offering early retirement incentive plans, severa factors should be taken into
consideration, such asthefinancia stability of the district, the number of &igible employees,
the replacement cost of teachers and administrators, the impact of the severance payout if
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more employees retire than anticipated, an assessment of replacing tenured teachers with
new teachers and the educational impact to the students. Therefore, BCSD should consider
having a cost-benefit analysis completed by an accredited organization such as the Ohio
School Board Association in order to determine whether it is cost effective for the district
to offer an early retirement incentive plan. Additionally, offering future ERIs to classified
employees should be evaluated.

Because of the BCSD’s current financial situation, it is imperative that the district be able
to provide funding for any future ERIs, thereby reducing expenditures associated with
deferring the payment of severance costs and eliminating interest expenditures which would
be required with long-term financing.

Workers' Compensation:

F3.82

F3.83

In an attempt to control worker’ s compensation costs, BCSD was previoudly enrolled in the
Ohio Schools Board Association (OSBA) group experience rating plan for 1995, 1996 and
1997. Thedistrict enrolled in the BWC premium discount program for 1998 and 1999 when
they were penalty rated and did not qualify for group rating. The BWC'’ s premium discount
program provides a premium savings of ten percent, ten percent, five percent and five
percent over afour-year period. Ohio employerswho are substantially ssimilar can apply for
group coverage and potentialy achieve lower premium rates than they could individually.
The employers within the group must be members of an organization formed for a purpose
other than obtaining group workers compensation coverage and must reapply each year to
be considered for group premium rates. Group members are expected to have an effective
workplace safety program in place which the Bureau of Workers Compensation (BWC)
annually reviews.

Table 3-46 illustrates workers compensation benefits for the three peer districts for 1998.
Thedigtrict filed seven medical claimswhich wasthe highest number of claims per employee
while the average number of workers' compensation medical claims filed by the three peer
districtsin 1998 was 4.7. BCSD had onelost time claim, defined asthe number of workers
compensation claims exceeding eight days. Additionally, BCSD had the highest premium
cost per employee among the peer districts.
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Table 3-46: Peer District Comparison of Workers Compensation Benefitsfor FY 1998

#Lost
#Medical Time Premium Experience

Total Claims Claims Claimg/ Cost/ Modifier Retro
District Employees Allowed Allowed Employee Premium Employee Status Rating
Brooklyn 218.0 7 1 0.036 $48,666 $223 1.32 Yes
Columbia L ocal 127.1 3 0 0.023 $27,687 $218 0.53 No
Rocky River 253.0 6 2 0.031 $31,528 $125 0.53 No
Sheffield/
Sheffield Lake 2134 3 1 0.018 $23,588 $111 0.53 No
Group Average 202.8 4.7 13 0.027 $32,867 $169 0.73 n/a

Source: Bureau of Workers' Compensation and total employees provided by EMIS 1997-98 district profiles

F3.84

F3.85

BCSD’s medical and lost time claims have fluctuated over the past four years. As the
number of lost time claims has fluctuated, the Experience Modifier (EM) status has also
changed accordingly as reflected in Table 3-47.

As aresult of the district leaving the group experiencerating plan in 1997, the district’ SEM
was increased significantly. The EM statusis based upon factors such asthe number of total
clams in any previous time period, the severity of those claims and the extent to which lost
time clams went into effect.

Table 3-47: Approximate Number of Claims

# Medical #Lost Time Experience
Claims Claims Premium Costs | Experience
Allowed Allowed Modifier
1995 13 2 $62,416 0.65
19961 10 3 $51,539 0.65
19972 11 5 $19,811 0.48
19983 7 1 $48,666 132

Source: Bureau of Workers Compensation

11n 1996, BCSD received a dividend credit of $8,590

21n 1997, BCSD received a dividend credit of $8,490

31n 1998, BCSD received arebate of $67,109 which is not reflected in the table above

The district has not implemented a return to work program for the purpose of controlling
workers' compensation costs. The National Council on Compensation Insurance (NCCI)
has reported that of the nearly 600,000 employeeswho are disabled annually, 50 percent do
not return to work. Frequently, thistrandates into long-term outlays in benefits payments,
aswell aslossesin productivity and costs incurred to train adequate replacements.
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As aresult, many employers are implementing a return-to-work program in which injured
employees are encouraged to accept light duty work at thework site asan alternativeto lost
time claims. A pro-active modified duty program may alow many potential lost time claims
to become smply “medica only” claims, thereby significantly decreasing the Experience
Modifier. Benefits of areturn-to-work, or modified duty program include:

Reduced workers compensation costs

Faster recoveries of employees in appropriate light duty jobs

Physicians accelerating employees’ returnto work when they are awarethat the entity
offers such programs

A net gain for the district of the productive work of employees who otherwise would
have been off duty.

The district should design and implement a modified duty program which allows injured
employeestoreturntowork to perform less strenuoustasksrather than remaining on off-site
disability leave. Effective modified duty programs have severa e ementsin common. The
most important element of any return to work program is management’ svocal endorsement
of the program. Employees must understand that abuse of disability leave will be met with
discipline and that light duty programsexist to allow employeesto continueworkingin some
capacity.

Although, the district does not currently employ arisk coordinator, BCSD contracts with
Gates McDonald, who serves as arisk management consultant. The business manager, in
conjunction with the consultant, currently administers facilitating organizational safety
systems and processes. Therisk coordinator does not assume operational responsibility for
safety and hedlth, but supports line management, supervision and employees in the
development of effective safety systems.

Effective workers compensation programs have become successful through the
implementation of innovative techniques designed to enhance safety and training and
diminish unavoidableclaimscosts. Someexamplesof such techniquesincludethefollowing:

| Provide departmental workers compensation liaisons with claims handling training,
manual swhich outlinetheir respons bilitiesand employer/empl oyeerights, and monthly
listings of employeesintheir departmentswith open claims, including claim status, type
and cost to date

Implement medica utilization reviews to include al disability claims, including
outpatient medical service and long-term medical management of severe and
complicated workers compensation costs

Provide risk manager training on the benefits of early intervention programs
Encourage employeesto get second medical opinionswhen physiciansprescribe costly
medical procedures
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Require supervisorsto review questionable clamswith the risk manager and theBWC
business consultant, respond to all requests for investigations, notify supervisors and
consultants when claims are denied, and when appropriate, forward copies of denied
medical bills to employees so that they can submit them to their health insurance
carriers for payment

Require supervisory review of initial permanent disability advancesto help ensurethat
advances are appropriate as to potential future awards

Direct departmenta safety officers to interview each employee who files aworkers
compensation claim for safety-related concerns. Direct the risk manager or his
designee to interview each employee who files more than two claims in a year and
follow up with the departmenta safety officer and BWC business consultant.

R3.21 Asindicated in Table 3-46 BCSD has the highest premium cost per employee and the
highest experience modifier status when compared to the peer districts. Brooklyn could
benefit from each of the above techniques utilized in successful workers compensation
programs with little expense.

Contractual Issues:

Certain major contractual issues which have been assessed and compared to the peer districts are
illustrated in the following pages. Because contractual issues directly affect the district’s operating
budget, many of the major contractual issues have al so been assessed to show the financial implication
to the district. The implementation of any of the following contractua recommendations would
reguire union negotiations.

F3.88 Table 3-48 compares the number of bargaining groups for each of the peer districts. Each
of the three districts, including BCSD, has @t |east two bargaining groups

Table 3-48: Comparison of Organized Labor Environment

Columbia Rocky Sheffield/
Brooklyn Local River Sheffield Lake
Bargaining Groups 2 2 2 3

F3.89 Table 3-49 shows that BCSD has two primary collective bargaining units. Of the 219
BCSD permanent employees, 85 percent of BCSD employees were covered by a union
agreement asof FY 1998-99. Theremaining 15 percent consist of administrative personnel.
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Table 3-49: Union Staffing Report

Union
Classification Affiliation # of members
Teachers, therapists, tutors, librarians, Brooklyn Education
counselorsand nurses - Certificated Association 108
Transportation personnel, custodial personnel,
food service personnel, educational aides, Brooklyn Classified
maintenance per sonnel, mechanics, secretarial Employees 79
personnel, library personnel and health aides- (OEA/NEA)
Classified
Total Union Employees 187

Sour ce: Superintendent’s office and Treasurer’ s office

Teachers and classified employees hired by the district are required to join the union or pay
a fair share fee. Currently, there are four district employees that pay fair share fees. The
above table includes employees paying fair share fees.

BCSD’s union agreement with the Brooklyn Education Association expires August 31,
2000. The union agreement with the Brooklyn Classified EmployeesOhio Education
Association/National Education Association (BCE/OEA/NEA) expires on June 30, 2000.

BEA - Contractual |ssues:

F3.92 Table 3-50 compares some key BEA contractual issues between BCSD and the peer
districts.
Table 3-50: BEA Contractual |ssues
BEA Sheffield/Sheffield
Article Description Brooklyn Columbia L ocal Rocky River Lake
Academic Instructional
Minutes? n/a* n/a* n/a* n/a*
Article Length of Work Day GradesK-5 GradesK-12 7 hours and 30 7 hoursand 15
313.01 7 hours and 30 7 hours and 30 minutes minutes
minutes minutes
Grades 6-12
7 hours and 45
minutes
Maximum Class Size n/a* State minimum GradesK-2-22:1 GradesK-6-28:1
25:1 Grades 3-5- 24:1 Grades 7-8 180
Grades 6-12 - 25:1 students per teaching
day
Grades 9-12; 205
students per teaching
day
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BEA Sheffield/Sheffield
Article Description Brooklyn Columbia L ocal Rocky River Lake
Article # Contract days 186 183 186 184
311.01 # of Ingtructional Days 178 178 180 180
# of In-service Days 4 3 2 4
# of Parent-Teacher 2 2 3 0
Conferences
# of Professional 0 0 1 0
Development Days
# of Paid Holidays 2 0 0 0
Article Maximum # of Sick Days
404.02 Accrued Unlimited 250 days Unlimited Unlimited
Sick leave incentives? Yes Yes
Paid out or additional n/at n/at Minimum of 150 For each 125 days of
days? accumulated sick accumulated unused
leave days will sick leave will result
result in one day of in one day of bonus
unrestricted leave
persond leave
Article Maximum # of sick days 32 % of accumulated | 25% of accumulated Ten or more years 25% of accumulated
503.01 paid out at retirement/ % sick leaveupto a sick leaveupto a of service 25% of sick leaveuptoa
of payout. maximum payout of maximum payout of accumulated sick maximum payout of
99.2 days 62 days leave up to a 70 days
maximum of 40
days
30 years of service
credit 33% of
accumulated sick
leaveup to a
maximum of 70
days
Article # of yearsrequired for Five yearswith the Eligibility Ten or more years Ten yearswith the
503.01 Severance pay digtrict and eligibility requirements under with the district and district and eligibility
requirements under STRS digibility requirements under
STRS requirements under STRS
STRS
Article # of Personal Days, 3days 3days 3days 3days
402.01 Notice required? 24 hour notice Asmuch notice as 3 daysnotice 3 days notice required
required possible required required
Article # of other leave days Uncompensated leave 1year n/at 2years
407.01 in athree year period
up to 10 days
Article Sabbatical/Professional Yes Yes Yes Yes
405.01 leave; If employed by the If employed by the If employed by the If employed by the
Requirement to return? digtrict for five years. district for seven district for three digtrict for five years.
Compensated? Must agree to return years. Leavewill be | years. Leavewill be | Leavewill befor one

for three full school

for one year and

for one year and

year. Teacherssaary

years. Teachers without without will be equal to the

salary will bethe compensation compensation difference between
difference between the teacher’ sregular

teacher/substitute contract salary and

salary the salary of the
teacher employed to
replace that teacher
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BEA Sheffield/Sheffield
Article Description Brooklyn Columbia L ocal Rocky River Lake
# of Association leave
days n/at 3days n/at n/at
Article # of daysto file grievance
303.03 15 days 28 days 15 days 20 days
Article Notice of separation
509.02C required? Yes n/at n/at n/at
Article Cost of Living Increase 9/98 - 4.0% 8/97 - 3.0% 1/99 -3.0% 8/98 - 3.5%
507 per each year of contract 9/99 - 4.0% 8/98 - 3.0% 1/00 - 3.0% 8/99 - 3.0%
9/00 - 3.0% 8/99 - 3.0% 1/01- 1.4% 8/00 - 2.5%
Past Practice Clause n/a* n/a* n/a* n/a*

Source: Teacher Contracts

! n/a - nothing
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The BEA contract specifiesatotal of 186 contract days. The board adopts an annual school
calendar which further establishesthe structure of theteachers' contract year. For FY 1998-
99, BCSD established 178 instructional days, four in-service days, two parent-teacher
conference days and two paid holidays.

BCSD hasimplemented aprofessiona growth program for all certificated staff. Professional
growth credit may be obtained by a staff member participating in an activity which will
benefit Brooklyn City Schools and aso be of value to a teacher in their teaching or
supplementary assignment (di strict-sponsored workshops, in-service programs, professional
workshops, conventions, research, publications and curriculum committee assignments).
Payment for professional growth credits is made at the rate of .0035 of the base salary per
growth credit. All growth credits must be submitted within athree-year consecutive period
and college/university credits will not be interpreted as professional growth credits. The
administration determines the number of professional growth creditsto be assigned for each
administrative activity proposed.

The initiation of a professiona growth program for certificated employees encourages
continued growth and development of employees and benefits the district by pro-actively
advancing educational goals and technological skills.

BCSD should consider eliminating professional growth credits and the accompanying salary
increases. The role of the professiona growth credit advisory committee should be
incorporated withthelocal professional devel opment committee(LPDC). TheLPDC should
work closely with thesuperintendent to ensurethat professional growth activitiesundertaken
by staff are linked with the certificate/license renewal process administered by the LPDC.
Additionally, the district should consider linking professional growth activities to the
employee’s evaluation in an effort to monitor progress and improvement.
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Full-time teachers are granted three days personal |eave per school year. Unused personal
daysisconverted to sick leave at the end of the year. No more than ten percent of the staff
inany building can be on personal leavein oneday. Additionally, 24-hoursnoticeisrequired
and personal days are not permitted the first or last day of school, on parent-teacher
conference days, or to extend a vacation or holiday period.

Restricting the use of personal leave by limiting the number of employees permitted on leave
on any given day at a particular work site prevents excessive interruptions in the flow of
curriculum and reduces substitute costs.

Because adequate notice of employee requests for personal leave alows the district to
identify substitute needsin atimely manner, the district should consider negotiating with the
BEA and BCE a clause which would require teachers and classified staff to provide the
district with a minimum of three days notice for personal leave

A lump sum buyout incentiveis granted to BEA memberswho elect to retirein thefirst year
of eigibility. Employeesmust have 15 yearsof servicewith thedistrict and notify thedistrict
of their intent to retire by March 15" . Employees must have 15 years of service with the
district to qualify. A teacher at the bachelors maximum salary of $50,779 would receive a
28 percent lump sum payment of approximately $14,218. However, the district has
indicated no employees have taken alump sum buyout.

The offering of alump sum buyout incentive by BCSD to certificated employees who elect
to retirein thefirst year of digibility and notify thedistrict by March 15", enablesthe district
to identify staffing needs for the following school year in a timely manner and results in
sgnificantly lower salaries through the hiring of new teachers which has a positive impact
on the district.

Severance pay is granted to BEA members who are digible to retire under the State
Teachers Retirement System. Membersretiring with five or more years of service with the
district receive 32 percent of accumulated unused sick days for a maximum of 99.2 days
times the per diem rate of the employee’s yearly contract salary in effect at the time of
retirement.

The payout of severance has a significant effect on the district’s overal budget. BCSD
should consider renegotiating the severance payout policy to be more in line with the peer
districts and to lessen the financia burden to the district.

One option BCSD should consider is the Ohio Revised Code, section 124.39, which
provides payout of 25 percent of accrued but unused sick leave credit, upon retirement, up
to 120 sick days (30-day payout) for persons with 10 or more years of service. The law
permits districts to provide for more than 25 percent (but not less) and the number of years
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to belessthan 10 (but not more). A second option the district may consider would beto cap
the teachers payout at 42 days (25 percent of first 120 days and 10 percent of the second
120 days) which is comparable to Springfield City School District’s policy. However, a
renegotiated severance payout policy would only apply to employees hired after the new
policy was implemented. Table 3-51 illustrates the cost savings resulting from
implementation of either of these two options.

Table 3-51: Cost Avoidance Resulting from Severance Payout Restructure

Payout Structures

Option 1 Option 2
Payout at 25 | Maximum

Current Per cent of Payout of Cost
Policy 30 days 42 Days Avoidance
Sick Leave Payout Total $103,772-
Cost Avoidance $196,159 $66,872 $92,387 $129,287

Financial Implication: By renegotiating the provisionsof contract to limit severance payout
for sick leave to 25 percent (maximum 120 days) or maximum payout of 42 days, BCSD
would achieve a cost avoidance of approximately $103,772 to $129,287 providing
employees elected to retire upon €ligibility. Because arenegotiated severance payout policy
would only apply to newly hired employees, the district would not realize afinancia benefit
until such time new employees are digible for retirement.

The BEA contract states that an unlimited amount of sick leave may be transferred to the
district from other boards of education or other political sub-divisions in Ohio. It is the
district practice to pay for these days at severance.

BCSD should consider establishing a policy which can reduce costs associated with
severance payout. One option might beto allow employeesto transfer an unlimited number
of days into the district but restrict the use of these days to long-term sick leave only and
gtipulate the days are not €ligible for payout at retirement. Another option might be to
establish apolicy which limits the amount of days that can be transferred into the district or
limits the amount of days eligible for severance.

BCSD teachers may be granted up to two school years of parental leave and classified
employees may be granted up to eight months of parental leave. Thispolicy allowsfor more
leave time than the Family and Medical Leave Act of 1993 which provides for leave up to
12 weeks without an option to extend leave.

Because the Family and Medical Leave Act of 1993 was designed to provide areasonable
amount of time off, additional excessive long-term leave provided by the district precludes
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it from effectively recruiting and planning future staffing needs. BCSD should consider
limiting the amount of parental leave granted to only that provided by the Family Act of
1993.

The BEA contract stipulates that teachers who have five years of service may be granted
sabbatical leave for one or two semesters. Upon being granted a sabbatical |eave, ateacher
is compensated a partial annual salary which will be the difference between the substitute’ s
pay and the teacher’s expected salary. In addition, a teacher on sabbatical leave may
continue all insurance programs at their own expense. After completion of sabbatical leave,
teachers are required to return to service for aperiod of at least three full school years.

Requiring teachers to teach in the district for three years upon returning from sabbatical
leave benefitsthe district by providing the entire faculty with an opportunity to benefit from
the transfer of knowledge gained by the teacher while on sabbatical |eave and the sharing of
new and progressive ideas toward education.

BCSD provides teachers with sabbatical leave. Teachers on sabbatical leave are entitled to
a partial annua salary which will be the difference between the substitute’s pay and the
teacher’s expected salary. The district should consider restricting teachers on sabbatical
leave from receiving compensation.

BCE/OEA/NEA - Contractual 1ssues:

F3.101 Table 3-52 compares some key classified contractual issues between BCSD and the peer
districts.
Table 3-52: BCE/OEA/NEA(Classified) Contractual | ssues
BCE/OEA
INEA Description Brooklyn Columbia L ocal Rocky River Sheffield/Sheffield
Article Lake
Article27 Evaluations required? Yes- annually n/a* n/at Yes- annually
Article 23.10 Minimum call in hours 2 hours 2 hours 2 hours 2 hours
paid to employeesfor
unscheduled emergencies?
(Custodians)
Article13.9 Vacation time to 1year - 10 days lyear - 10 days lyear - 10 days 1year - 10 days
accumulate 8 years- 15 days 9years- 15 days 5years- 20 days 6 years - 15 days
13 years - 20 days 20 years - 20 days 11 years - 20 days
22 years - 25 days 16 years - 25 days
Sick leave incentive? n/a* Yes Yes Yes
Article13.1 # of sick daysto
accumulate Unlimited 245 days 245 days Unlimited
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BCE/OEA
INEA Description Brooklyn Columbia L ocal Rocky River Sheffield/Sheffield
Article Lake
Article13 Max # of sick days paid 32 % of accumulated 25% of 33% of accumulated 25% of accumulated
out at retirement/ % of sick leaveuptoa accumulated sick sick leaveuptoa sick leaveuptoa
payout. maximum payout of leave up to a maximum payout of maximum payout of
99.2 days maximum payout 75 days 70 days
of 60 days
Article13.3 # of Personal Days, 3days 3days 3days 3days
Notice required? 24 hour notice Asmuch noticeas | 3daysnoticerequired | 3 days notice required
required possible required
Article14 Holiday Paid 12 month employees 10 holidays 11 month employees 9 month employees
13 holidays 7 holidays 8 holidays
<12 month 12 month employees 10 month employees
employees 12 12 holidays 10 holidays
holidays 12 month employees
12 holidays
Article21 #of daystofilea
grievance 10 days 15 days 15 days 15 days
Labor-Management
Committee n/a* Yes n/a* n/a*
Article24 Cost of Living Increase 7197 - 4.0% 8/97 - 2.9% 1/99 - 3.0% 7/98 - 3.5%
per each year of contract 7/98 - 4.0% 8/98 - 2.9% 1/00 - 3.0% 7/99 - 3.0%
7/99 - 3.0% 8/99 - 2.9% 1/01 - 1.5% 7/00 - 2.5%

Sour ce: BEC/OEA/NEA Contract
! n/a- Nothing stated in contract

F3.102

A
w
)
(o]

F3.103

Currently, itisthedistrict’ s practice to compensate employees for aminimum of two hours
for all emergency cdl-in situations. The employee is compensated for the full two hours
regardless if lessthan two hours are actually worked. Additional compensation is provided
for hours worked in excess of the minimum.

Providing aminimum of two hours compensation for all emergency call-in situations appears
to be consistent with the majority of the school districts having performance audits
conducted to date. However, in order to further optimize the district’s efficiency, BCSD
should also consider renegotiating the contract so that, if an employeeiscaledinand paid
for two hours of work, the employee is required to work the entire two hours.

Articleeight of the contract statesthat the board reservesthe right to direct the work force,
decide the dutiesto be performed, the means, methods and equipment to be used, to assign,
transfer, and promote employees, to schedule the days and hours of work and starting and
quitting time of employees, to hire, discharge, and discipline employees and to make such
rules and regulations as are necessary to maintain the orderly and efficient operation of the
schools.
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Contract language providing management with decision-making authority to effectively
managethe employeework forceallowsthedistrict moreflexibility to make sound personnel
decisions.

Article 25 contains a subcontracting provision which allows the board to subcontract work
that it feels can be more efficiently and economically accomplished. However, the article
states the board will not subcontract work which would cause an employee to be laid off.

Having specific personnel reduction restrictions identified in the contract may preclude
BCSD from reducing the work force for business, educational or financia reasons. The
contract language should be modified to eliminate language which prohibitsthe district from
making sound management decisions.

The union contract does not specify a certain date when employees must notify the district
of their intent to retire. This prevents the district from accurately identifying staffing needs
for the following school year.

In order to more accurately identify staffing needs for the following school year, BCSD
should establish a policy that requires employees to notify the district by March 1% of their
intentions to retire the following school year. One option the district could consider would
be to reduce the amount of severance pay if the employee does not notify the district by the
March 1% date. Currently, the BCE contract requires early notification only from employees
who elect to participate in the lump sum retirement buyout.

Severance pay is granted to BCE members who have five years with the district and are
eligibleto retire under the State Empl oyees Retirement Systems (SERS). Membersretiring
with five or moreyearsof servicewith thedistrict receive 32 percent of accumulated unused
sick days for a maximum of 99.2 days times the per diem rate of the employee’s yearly
contract salary in effect at the time of retirement.

The payout of severance has a significant effect on the district’s overal budget. BCSD
should renegotiate the severance payout policy to be morein line with the peer districtsand
to lessen the financial burden to district.

One option BCSD should consider is the Ohio Revised Code, section 124.39, which
provides payout of 25 percent of accrued but unused sick leave credit, upon retirement, up
to 120 sick days (30-day payout), for persons with 10 or more years of service. The law
permits districts to provide for more than 25 percent (but not less) and the number of years
to belessthan 10 (but not more). A second option the district may consider would beto cap
the teachers payout at 42 days (25 percent of first 120 days and 10 percent of the second
120 days) which is comparable to Springfield City School District’s policy. However, a
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renegotiated severance payout policy would only apply to employees hired after the new
policy was implemented. Table 3-53 illustrates the cost savings resulting from
implementation of either of these two options.

Table 3-53: Cost Avoidance Resulting from Severance Payout Restructure

Payout Structures
Option 1 Option 2
Payout at 25 | Maximum
Current Per cent of Payout of Cost
Policy 30 days 42 Days Avoidance
Sick Leave Payout Total $13,425 -
Cost Avoidance $34,745 $16,876 $21,320 $17,869
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Financial Implication: By renegotiating the provisions of the contract to limit severance
payout for sick leave to 25 percent (maximum 120 days) or maximum payout of 42 days,
BCSD would achieve a cost avoidance of approximately $13,425 to $17,869 providing
employees elected to retire upon €ligibility. Because arenegotiated severance payout policy
would only apply to newly hired employees, the district would not realize afinancia benefit
until such time new employees are digible for retirement.

The Fair Labor Standards Act (FLSA) sets forth the minimum wage that must be paid to
employees covered by theact. Inaddition, it requires apremium wage (overtime) to be paid
for hoursworked in excess of forty during agiven work week. These requirements are also
reflected in Ohio law. For non-teaching employees that are covered under the FLSA, the
school districtisonly required to pay overtimefor actual hoursworked in excessof forty per
week. In determining the total hours worked, the school district is not required to include
personal leave, professional leave, compensatory leave and vacation leave used. However,
BCSD currently provides more than isrequired by the FLSA. Specifically, the district pays
overtime for hours worked in excess of seven and one half hours per day or 37.5 hours per
week. Thedistrict includes holidays, vacation, paid sick leave, personal days and any other
time spent in active pay status when calculating the total hours worked for overtime pay.
An analysis of the overtime expenditures for maintenance and cleaners indicated that the
majority of the $84,791 spent in overtime, was aresult of assigning regular employeesto fill
inassubstitutes. Providing overtime provisions which are much greater then outlined in the
FLSA and Ohio law is a costly practice to the district.

Because of the excessive overtime currently being expended at BCSD, the district should
review itscurrent overtime policy and consider negotiating the policy to be morein linewith
the guidelines set forth by the FLSA. The district should consider limiting leaves that are
included in the “active pay status’ category when calculating overtime to only include
vacation, holidays and bereavement leaves.
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After the completion of onefull year of service, BCSD’ s classified employees can take their
accumulated vacation before the following July first. Vacation time during the year will be
at the discretion of the superintendent. Employees are required to give two weeks notice
prior to taking vacation leave. Additionally, except for unusual circumstances, no vacation
leave isallowed thelast or first weeks of school. Furthermore, if an employeeiscalled back
to work during their vacation period, they will receive one and one half times their regular
rate of pay plus an additional vacation day.

The district should consider negotiating a provision which requires employees to take
vacation during the summer when regular school is not in session or during the winter or
spring periods when school is not in regular session in an effort to promote efficiency and
reduce the use of substitutes and overtime while employees utilize vacation time.

V acation days may not be accumul ated from oneyear to succeeding years. Any accumulated
but unused vacation leave beyond five days will be forfeited unless a greater carryover or
payment in excess of the five days is approved by the superintendent.

The establishment of a“useit or loseit” policy for vacation days encourages the annual use
of vacation earned, allows employees to operate at a higher level of efficiency and
encourages employee morale. Additionaly, it limitsthe accumulation of excessive vacation
daysand the potential financial liability for the district and may also reduce eventual expenses
incurred by increased sick leave utilization.

Ohio Revised Code section 3317.01 allows the superintendent to declare up to five calamity
days for teaching and non-essential employees. Calamity days are defined as days in which
schools are closed due to severe weather conditions, mechanical emergencies or other acts
or conditions beyond the control of the district. Any caamity days in excess of the five
provided by the ORC must be made up by the district and teaching and non-essential
employees are not provided with additional compensation. The ORC does not provide for
calamity daysfor essential or 12-month employees. Currently, BCSD providesca amity days
compensation for al employees. District staff required to work, receive one and one half
times their regular rate of pay for all hoursworked. All other personnel receive straight time
for al caamity days taken.

During FY 1998-99, BCSD experienced four calamity daysasaresult of weather conditions.
The district should establish a policy which defines essential employees including
administrators, building custodians, assistant custodians, snow plow personnel, 12-month,
exempt employees and other personnel necessary to prepare the district for re-opening
following a calamity day. If an essential employee does not report to work on a calamity
day, the employee should be required to use one of the following:

1 Use of a compensatory day
I Use of asick leave day, if ill
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1 Use of avacation day
1 Use of apersona leave day
I Use of aday without pay.

Both the BEA and the BCE contracts contain detailed descriptions of the grievance process
which include an informal step to be taken before the formal grievance process is started.
The informa grievance procedure entails a discussion with the building principal or
immediate supervisor in an effort to arrive at an informal solution to the problem. The BEA
agreement requires an informal grievanceto be filed within 15 days and the BCE agreement
requires an informal grievance to be filed within five days.

Establishing a maximum of five days to file grievances as reflected in the BCE contract,
precludes duplicate grievances from being filed as a result of an unresolved issue. Filing
written grievances sooner initiates prompt responsesfrom all partieswhich can lead to more
timely resolutions.

Although the BCE requires grievances to be filed within five days, the district should
consider requiring grievances to be filed within a reasonable amount of time for al
bargaining units. For example, the district could negotiate a maximum of fiveto 10 daysto
file agrievance in the BEA agreement. Establishing a maximum of five to 10 daysto file
grievances precludes duplicate grievancesfrom being filed asaresult of an unresolved issue.
Filing written grievances sooner should initiate prompt responses from all parties which can
lead to more timely resolutions.

Article 10.A establishes aprobationary period of 120 days to allow the board to determine
the fitness and adaptability of any new employee to do the work required. During the
probationary period, the employee will not be subject to contractual provisionsdealing with
discipline, termination or non-renewal of employment and the employment of such persons
may be terminated at any time for any reason or no reason at all.

The district should consider extending the probationary period which would provide the
district with additional time to assess the potential employee and enhance the ability of the
board to employ qualified, dedicated and hard-working personnel.
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Financial | mplications Summary

Thefollowing table summarizesthetotal estimated savingsfrom the above recommendations. BCSD
should consider the potential educational effect certain of the recommendations might cause.

Summary of Financial Implications for Human Resour ces

Estimated Annual Implementation Cost Avoidance
Recommendation Cost Savings Costs
R3.1- Implement aHRIS $11,125
R3.4 - Establish educational service personnel
staffing levels compar able to peer districts $107,632 - $215,264
R3.5 - Establish library/media aide staffing levels
comparableto peer districts $24,800
R3.6 - Establish teaching aide staffing levels
comparableto peer districts $97,385
R3.7 - Establish food service staffing levels
comparableto peer districts $55,338
R3.8 - Establish monitor staffing levels
comparableto peer districts $148,728
R3.11 - Reduce sick leave usage by certificated
staff $7,386 - $14,772
R3.13 - Reduce sick leave usage by classified $20,382 - $30,573
R3.16 - I ncrease employee contributions toward
health care premiums $44,993 - $137,545
R3.18 - Require administrative and exempted
groupsto contribute employee portion of SERS
and STRS $98,494
R3.24 - Achieve cost avoidance by implementing
areduced payout of sick leave for severance
paymentsto certificated staff $103,772 - $129,287
R3.31 - Achieve cost avoidance by implementing
areduced payout of sick leave for severance
paymentsfor classified staff $13,425 - $17,869
Total $605,139 - $822,900 $11,125 $117,197 - $147,156
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Conclusion Statement

Because BCSD is currently in fiscal emergency, the district will be forced to make difficult decisions
to reduce operating costs. Preliminary peer district comparisons of BCSD’ s staffing levels per 1,000
students reflected possible areas for reduction. Because BCSD may be overstaffed in multiple areas,
the district should complete acomprehensive staff analysisand consider staff reductionsinthosearess.
Despite thecurrent financial situation, BCSD in cooperation withthedistrict’ steachers, haseffectively
and efficiently structured the teachers work day by utilizing contractual provisionsand district policy
to manage and maximize teacher staffing levels and ingtructional operations. An analysis of the
teacher’ s work day illustrated that teachers were fulfilling their contractual obligationsin terms of the
teacher work day.

Approximately 3.7 percent of the total teaching days for FY 1997-98 were taught by a substitute
teacher resulting in substitute expenditures of $90,154. Additionally, when standard substitutes could
not be placed, BCSD spent $43,574 on teachersto cover classrooms. BCSD’ steachersaverage 10.9
leave days per teacher which includes 6.4 sick leave days. Classified employees averaged 10.5 sick
days per person which was the highest average among the peer districts. Because of the high amount
of sick leave used by classified employees, BCSD should aggressively manage and monitor the amount
of sick leave taken. In addition to the increased substitute and overtime costs, excessive time off
createsinterruptionsin the flow of work and may have an impact on the quality of education provided
to the students.

During FY 1997-98, BCSD had the second lowest annual benefit cost per employee among the peer
districtsat $5,185. Lower benefit costs may be attributed to requiring full-time employeesto pay five
percent toward monthly premiums, implementing a graduated benefit scale for part-time employees
and administering a cost effective health care plan which includes medical, prescription, dental and
vision benefits. The district could save approximately $91,628 annually if employees were required
to contribute 15 percent toward medical premiums.

The district provided an early retirement incentive plan to all eligible certificated and classified
employees for the period of July 1, 1998 through June 30, 2000. Prior to offering any future early
retirement incentive plan, the district should consider having a cost and benefit analysis completed by
an accredited organization which would take into consideration the financial stability of the district.
BCSD initially calculated asalary cost savings of $2,785,889 by not replacing personnel who el ected
to participate in the early retirement incentive program. The treasurer now indicates that actual
savings will total $2,008,000.

BCSD was enrolled in BWC'’ s premium discount program for 1998 and 1999. However, the district
needs to enhance its efforts to control workers' compensation costs by implementing programs such
asaccident prevention, return to work, formal safety and training, claimsclosure and safety incentives.
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BCSD has negotiated contracts which contain favorable contractual language providing management
with flexibility to effectively manage the work force. The BEA contract establishes the teachers
annual contract daysat 186 days, establishes aseven-hour and forty-five minute teacher work day and
providesfor aprofessional growth program. Additionally, the BCE contract also contains provisions
which positively impact the operations of the district such asamanagement rights clause which allows
the district to direct thework force, a“useit or loseit” policy for vacation days and a subcontracting
provision.

Areas within the contracts that BCSD may need to renegotiate include limiting the payment of
calamity daysfor classified personnel, cal cul ating overtime based on hours beyond 40 in agiven work
week, excluding sick leave and vacation leave from overtime calculation and requiring deadlines for
notification of retirement in order to qualify for severance benefits. Additionally, BCSD has a
generous severance policy which includes a cash payment of 32 percent of accumulated sick leave up
for amaximum payout of 99.2 days.
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Facilities

Background

Organizational Chart
The facilities support staff is responsible for maintaining Brooklyn City School District’s (BCSD)

buildings. The director of business affairs is responsible for managing custodia and maintenance
operations. The organizationa structure and staffing levels are depicted in the following chart.

Chart 4-1: Facilities Support Staff

Director of Business
Affairs
(1

Secretary
(1

Buildings and Grounds/Maintenance

2

Custodial/Maintenance

]

Custodial/Cleaner
(17)

Organizational Function

Thefacilities support staff isresponsible for the operation and upkeep of the district’ sbuildings. The
buildings and grounds/maintenance and the custodial/maintenance employees are responsible for
maintaining al the facilities and for keeping them safe and in a state of good repair. The buildings
and grounds/maintenance employees are responsible for completing al the grounds work in the
district, preparing and maintaining the athl etic fields, and compl eting snow removal during thewinter
months. The custodia/maintenance employees are responsiblefor opening and closing the buildings,
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completing work orders, and performing preventive maintenance tasks. The custodian/cleaners are
responsiblefor providing aclean and attractive environment for the individual swho usethefacilities.

Summary of Operations

The facilities support staff is responsible for maintaining 6 sitesin the district: 4 schools, 1 stadium
complex, and 1 transportation center. The high school, middle school, and administrative officesare
housed in one building. For purposes of this report, the high school and middle school are being
counted as separate sites. The administrative offices have been included in the middle school square
footage.

While the custodia/maintenance staff and the custodian/cleaners are assigned to specific buildings,
the buildings and grounds/maintenance staff operates as a mobile crew which travels from building
to building. Each school is assigned at least one custodial/maintenance staff member. The district
refersto the custodial/mai ntenance employees as head custodians or night custodians, depending on
which shift they work, even though these employees serve as the maintenance staff. The
custodial/mai ntenance employeesareresponsi blefor opening the buildings, monitoring the buildings
heating and mechanical systems, completing work orders and preventive maintenance tasks, and
ordering supplies. The night custodians are responsible for closing and securing the buildings,
completing work orders and preventive maintenance tasks, and performing other duties as assigned.
They are not responsible for cleaning the buildings and do not supervise the custodian/cleaners. The
custodian/cleaners are responsible for cleaning the facilities and are supervised by the principasand
the director of business affairs.

Saffing

Thefacilities support staff consists of 28 people which equatesto 25.4 full-time equivaents (FTES).
The administrative group is made up of 2 employees which equates to 1.4 FTEs. The director of
business affairs and his secretary each spend approximately 70 percent of their time working on
facilities-related issues, including processing of payroll and overtime, ordering materialsand supplies,
budgeting, and processing purchase orders. Theremaining 30 percent of their timeis spent handling
transportation, food service, and personnel issues. The maintenance staff consists of nine full-time
employees. two buildings and grounds/maintenance positions and seven custodial/maintenance
employees. The cleaning staff consists of 17 people. The difference between the number of people
and FTEsisdueto 4 five-hour custodian/cleaner positions (2.68 FTES), 2 six-hour custodian/cleaner
positions (1.6 FTES), and 4 seven-hour custodian/cleaner positions (3.72 FTES). The rest of the
cleaning staff consists of 7 full-time custodian/cleaner positions. The staffing levels are shown in
Table 4-1.

Facilities 4-2



Brooklyn City School District Performance Audit

Table 4-1: Number of Budgeted Employees (FTES) for FY 1998-99

Admin Mobile | School Actual
Classification Office Crew Based | Total FTEs
Director of Business Affairs 1 1 7
Secretary 1 1 4
Total Administration 2 2 14
Buildings and Grounds/Maintenance 2 2 2
Custodial/Maintenance 7 7 7
Total Maintenance 2 7 9 9
Custodian/cleaner 17 17 15
Total Custodial 17 17 15
Total 2 2 24 28 25.4

Sour ce: Director of business affairs

Key Statistics

Key statisticsrel ated to the maintenance and operation of BCSD are presented in the following table.
In addition, results from the 1998 AS& U Maintenance & Operations Cost Study are included in the
table and throughout this section. The study surveyed schools across the country to gather
information about their staffing levels, expenditures, and salaries for maintenance and custodial
operations. Oveadl, the AS&U study found that, “current attention being focused on the
deteriorating condition of America sschool facilities has put the spotlight on past practicesthat have
contributed to the present dilemma. Although poor design and construction decisions made in the
1960s and early 1970s by many school districts that wanted to get buildings up ‘fast and cheap’ to
meet burgeoning enrollments are the primary culprit, decades of deferred maintenance, insufficient
building upkeep procedures, and years of siphoning dollars from maintenance budgets have
sgnificantly contributed to the current condition.” Inthe study, Region 5 includesthe states of Ohio,
Indiana, Illinois, Michigan, Minnesota and Wisconsin.

Columbia Local, Rocky River City, and Sheffield-Sheffield Lake City School Districts have been
identified as the peer group for Brooklyn City School District. Unless otherwise noted, the peer
district averagesin Table 4-2 and all other tables in this section include statistics for Brooklyn.
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Table4-2: Indicators

Number of Sites 6
- Elementary Schools 2
- Middle Schools 1
- High School 1
- Stadium 1
- Transportation Facility 1
Total Square Feet Maintained 350,818
- Elementary Schools 100,200
- Middle Schools 50,6007
- High School 190,000
- Stadium 4,268
- Transportation Facility 5,750
Squar e Feet Per Custodial Staff Member (15) 23,388
- Elementary Schools (5.01) 20,000
- Middle Schoals (3.86) 13,109
- High School (5.46) 34,799
- Stadium (.33) 12,933
- Transportation Facility (.34) 16,912
AS& U Cost Study Region 5 Average 23,875
AS& U Cost Study National Average 20,612
Urban 21 District Average 20,488
Peer District Average 23,927
BCSD Squar e Feet Per Custodial/M aintenance Employee (7) 50,117
AS& U Cost Study Region 5 Average 75,000
AS& U Cost Study National Average 73,245
Urban 21 District Average 114,749
Peer District Average 77,423
1997-98 M aintenance and Oper ations Expenditures Per Square Foot $3.84
- Custodial 122
- Maintenance 1.88
- Utilities 74
AS& U Cost Study Region 5 Average $3.79
AS&U Cost Study National Average $3.64
Peer District Average $4.49
1997-98 Facilities Expendituresasa % of Total MCSD General Fund Expenditure 11.0%
AS& U Cost Study Region 5 Average 9.2%
Peer District Average 11.3%

Sour ces: Treasurer’ soffice; director of businessaffairs; peer districts; 1998 AS& U Maintenance & Operations Cost Study; Auditor

of State Performance Audit Legislative Update

1 The high school and middle school are housed in the same building. For analyses purposes, the high school and middle school

are being counted as separate sites.

2The middle school is 49,000 sguare feet, and the administrative offices consist of 1,600 square feet.

Facilities
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Financial Data

The following two tables show the expenditures made to maintain and operate BCSD facilities for
FY 1996-97 and FY 1997-98 and the budget for FY 1998-99.

Table 4-3: Maintenance and Operations Expenditures. FY 1996-97 vs FY 1997-98

FY 1996-97 FY 1997-98 Per centage
Accounts Maintenance Operations Total Total Difference Change
Salaries $527,549 $189,504 $717,053 $739,733 22,680 3.2%
Benefits 69,007 24,246 93,253 105,488 12,235 13.1%
Purchased 70,749 83,852 154,601 109,957 (44,644) (28.9)%
Services
Utilities 0 286,739 286,739 260,443 (26,296) (9.2)%
Supplies/ 95,865 10,884 106,749 120,484 13,735 12.9%
Materials
Capital 138,999 27,518 166,517 12,812 (153,705) (92.3)%
Outlay
Other 0 0 0 0 0 0%
Total $902,169 $622,743 $1,524,912 1,348,917 (175,995) (12.5)%
Source: BCSD treasurer’s office
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Table 4-4: Maintenance and Operations Expenditures: FY 1997-98 vs FY 1998-99

FY 1997-98 FY 1998-99 Per centage
Accounts Maintenance | Operations Total Budget Difference Change
Salaries $501,066 $238,667 $739,733 $646,128 | $(93,605) (12.7)%
Benefits 59,073 46,415 105,488 189,966 84,478 80.1%
Purchased 16,730 93,227 109,957 82,426 (27,531) (25.0)%
Services
Utilities 0 260,443 260,443 283,851 23,408 9.0%
Supplies/ 74,554 45,930 120,484 57,383 (63,101) (52.4)%
Materials
Capital 9,562 3,250 12,812 0 (12,812) (100.0)%
Outlay
Other 0 0 0 0 0 0%
Total $660,985 $687,932 $1,348,917 $1,259,754 | $(89,163) (6.6)%

Source: BCSD treasurer’s office

An explanation for some of the more significant variancesin Table4-3 and Table 4-4 are asfollows:

A decrease in the salaries budget for FY 1998-99: The district reduced its custodial and
mai ntenance overtime budget by approximately 68 percent. District officials were unable to
identify any specific stepstaken to achieve these reductionsand actual expenditures exceeded
budgeted amounts by $171,594 for the fiscal year.

An increase in benefit expenditures for FY 1997-98 and FY 1998-99 budget: The district’s
worker’s compensation premium increased. For more information, see the Human
Resour ces section.

Adecreasein purchased servicesfor FY 1997-98 and for FY 1998-99 budget and a decrease
insuppliesand materialsfor FY 1998-99 budget: In FY 1996-97, thedistrict began operating
inadeficit. 1nan attempt to improve itsfinancia position, the district reduced its purchased
services and began limiting supplies and materials purchases.

A decrease in capital outlay expenditures for FY 1997-98 and FY 1998-99 budget: In FY
1996-97, the district completed a major renovation project started in FY 1994-95. To
complete this renovation, the district used general fund revenue as well as revenue obtained
using H.B. 264 (F4.12). In an effort to improve the district’s financial condition, capital
outlay expenditures have been significantly reduced.
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Performance Measures

Thefollowingisalist of performance measuresthat were used to conduct theanalysisof theBCSD’ s
facilities operation:

Utilization of exigting facilities

Effectiveness of long range facilities planning

Effectiveness of current needs assessment and prioritization processes and procedures
Cost effectiveness of facilities maintenance

Cost effectiveness of custodial services

Adequacy of preventive maintenance system

Utilization of staffing resources

Effectiveness of energy conservation programs.
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Findings/ Commendations/ Recommendations

F4.1

F4.2

F4.3

F4.4

BCSD consists of 6 facilities with atotal of 350,818 square feet. There are 2 elementary
schools, 1 middle school, 1 high school, 1 stadium and 1 transportation facility. The average
age of the school buildingsisabout 50 years. The middle school building is60 yearsold, one
elementary school building is over 50 years old, and the two other school buildings are
between 40 and 45 years old. The high school, which was built in 1957, is the most recently
constructed school building in the district.

The Ohio Public School Facility Survey of 1990 by the Ohio Department of Education (the
1990 Survey) estimated the cost to repair and upgrade BCSD'’ s facilities to current design
standards would be $15.2 million. The report estimated it would require $2.9 million for
repairs, $11.2 million for new buildings and $1.1 million for additions to bring the buildings
up to these standards.

In July 1997, the Ohio Legidative Budget Office (LBO) updated the figures from the 1990
Survey. To perform the analysis, LBO used data provided by the Ohio Department of
Education. The dataincluded the results of the 1990 Survey and an on-site review of seven
of the poorer districts in the state to update the 1990 data for those districts. The review of
the seven districts, made in the spring of 1997, showed the cost to upgrade the facilitiesin
those seven districts had risen by afactor of 1.97 since the 1990 Survey was completed. In
performing itsanalysis, LBO applied the 1.97 factor to 60 to 70 of the poorer districtsin the
state and afactor of 1.50 wasarbitrarily applied to therest. After multiplying the 1990 figure
by one of the two factors, LBO then subtracted the total capital outlay expenditures reported
by each district for FY 1989-90 through FY 1995-96 to produce its updated cost estimates.
LBO's cost estimate to update the district’s facilities to current design standards is $23.8
million. District officials question this estimate based on recent improvements and the
generally good condition of the schools.

Revenue from the general fund and a permanent improvement levy passed in 1996 are used
to support the maintenance and operation of the district’ sfacilities. Asshownin Table4-4,
the general fund provides approximately $1.3 million annually to pay for custodial and
maintenance employees salariesand benefits, suppliesand materials, purchased services, and
capital outlay. Funds from the permanent improvement levy are used to finance capital
improvement projects (F4.5). The following table illustrates BCSD’s FY 1997-98 general
fund maintenance and operations facilities-related expenditures in terms of cost per square
foot.
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Table 4-6: 1997-98 General Fund M & O Expenditures per Squar e Foot

Sheffield- AU

Rocky | Sheffield Peer Region 5
Expenditure Brooklyn | Columbia | River Lake Average | Average
Custodial Salaries and Benefits $0.81 $1.49 $1.26 $2.23 $1.45 $1.43
M aintenance Salaries and Benefits $1.60 $0.61 $1.49 $0.23 $0.98 $0.33
Purchased Services $0.31 $0.20 $1.15 $0.71 $0.59 $0.67
Utilities $0.74 $1.09 $1.47 $0.88 $1.05 $1.07
Supplies/ Materials $0.34 $0.34 $0.48 $0.22 $0.35 $0.29
Capital Outlay $0.04 $0.05 $0.14 $0.01 $0.06 N/A
Other $0.00 $0.01 $0.00 $0.03 $0.01 N/A
Total M& O Budget $3.84 $3.79 $5.99 $4.31 $4.49 $3.79
Total M& O Budget as % of 11.0% 10.3% 13.2% 10.7% 11.3% 9.2%
District Budget

Sour ces: BCSD treasurer’s office; peer districts; 1998 AS& U Maintenance & Operations Cost Study

F4.5

BCSD spends approximately 11 percent of its total budget on maintaining and operating its
facilities, which is more than two of the peer districts. However, BCSD’s overal
expenditures per square foot are lower than two of the peer districts' . BCSD hasthe lowest
custodial salaries and benefits and utilities expenditures. Brooklyn completed a number of
energy conservation projects as described in (F4.12), which led to reduced utility usage and
lower expenditures. BCSD’slow custodial salary and benefit expenditures are duein part to
lower salaries (F4.21) and the employment of fewer custodian/cleaners (F4.18). Brooklyn's
maintenance salary and benefit expenditures are significantly higher than the peer districts
expenditures aswell asthe AS& U Region 5 Average. Factorswhich contributeto BCSD’s
high maintenance salary and benefit expenditures include high salaries (F4.31), the district’s
overtime policy (F4.32), and the employment of a sdggnificant number of
custodial/maintenance employees (F4.25).

The district’s general fund expenditures are supplemented by revenue generated from a 1.0
mill permanent improvement renewad levy the district passed in November 1996. The levy
generates approximately $225,000 annually. In FY 1997-98, BCSD spent approximately
$193,926 of the permanent improvement fund revenue on facilities-related expenditures. As
shown in the following table, only one of the three peer districts passed a permanent
improvement levy to help maintain itsfacilities. The following table illustrates the districts
total facilities related expenditures per square foot.
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Table4-7: FY 1997-98 Total Facilities Related Expenditures per Squar e Foot

Peer
Rocky Sheffield- District

Brooklyn | Columbia River Sheffield Lake | Average
Total permanent improvement levy $225,000 $335,000 N/A N/A | $280,000
(PIL) revenue generated in FY 1997-98
PIL revenue used to finance facilities $193,926 $284,749 N/A N/A | $239,338
related capital improvements
PIL facilitiesrelated expenditures per $0.55 $1.74 N/A N/A $1.15
squar e foot
Total general fund M& O expenditures $3.84 $3.79 $5.99 $4.31 $4.49
per squar e foot
Total facilitiesrelated expenditures per $4.39 $5.53 $5.99 $4.31 $5.06
squar e foot

Sour ces. BCSD treasurer’s office; peer districts

F4.6

F4.7

BCSD’stotal facilities-related expenditures per square foot are lower than two of the peer
districts’ expenditures. The permanent improvement levy revenue contributed an additional
$0.55 per sguare foot for facilities-related capital improvementsin FY 1997-98.

H.B. 412 requiresschool districtsto establishfinancial set-asidesfor critical educational items
including textbooks and capital improvements. In FY 1998-99, districts were to begin
phasing in these set-asides with two percent of their general fund revenue dedicated to each
set-aside category. General fund revenueis defined as property taxes, other than homestead
and rollback, and basic state foundation aid. The set-aside amount increasesto three percent
inFY 1999-2000 and is capped at three percent in subsequent years. BCSD’sFY 1999-2000
forecast identifies$17,000in general fund revenuefor capital improvement set-asides. InFY
2000-01, $89,000 isto be set aside; and in FY 2001-02, $189,000 isto be set aside. These
amountsdo not include permanent improvement levy revenue of approximately $225,000 per
year which also qualifies when calculating H.B. 412 set-aside requirements. For further
analysis of the capital improvement set asides, see the Financial Planning section of this
report.

The voters of BCSD have been supportive, passing permanent improvement levies for more
than 20 consecutive years. The current 1.0 mill levy providesthe district with approximately
$225,000 annually. Thedistrict doesnot haveacapital improvement plan to guide how these
funds will be used. The director of business affairs prepared a capital project list detailing
how the permanent improvement levy revenue is going to be spent in FY 1999-2000.
According to the list, the funds will be used to renovate classrooms, reshape the baseball
diamonds, and repair sidewalks and parking lots.

Facilities
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The district should develop and document a multi-year capital improvement plan to help
ensurethe most critical repair work iscompleted asfunds become available. The plan should
categorize projects by type of work or by building and should assign priorities to each task
to help ensure the work is completed in atimely manner and to minimize both safety hazards
and facility deterioration. The development of aformal capital improvement plan will aso
provide the facilities support staff with a clearer, more detailed plan for deploying itslimited
resources. Administrators can also use the document to communicate funding requirements
to the board and voters.

BCSD does not have a long-range facilities plan to address its future needs. A long-range
facilitiesplan can be used to provide a continuous basisfor planning educational facilitiesthat
will meet the changing needs of the community and can assist the district in making more
effective decisionsregarding the allocation of limited resourcesto achievethedistrict’ sgoals
and objectives. A comprehensive facilities plan can be used to determine the appropriate
number of schoolsrequired to serve both current and future student popul ations; estimate the
funding needed for repairs, renovations, and new construction; document the need for school
closings and consolidations; justify buying and selling properties; and devel op cost-effective
alternative uses for existing facilities.

The district should develop a comprehensive facilities plan which contains historica
information about the district’s demographics and community characteristics; educational
programs, gods, and practices, enrollment projections; facility evaluations and capital
improvement needs; capacity and space utilization anayses, an implementation plan and
budget which includes funding sources, and an evaluation process. When developing the
plan, the district should obtain input from avariety of sourcesincluding design professionals,
community groups, business representatives, parents, teachers, administrators, and students.
The plan should be updated on aregular basis and adjusted for factors such as housing starts
and shifts in employment, which could impact the district.

In the last 10 years, BCSD’s student population has increased by 133 students. According
to Table 4-8, the student population grew annually from the 1993-94 school year until the
1997-98 school year, when enrollment reached itsheight. District officialsattributed thefive
percent increase in enrollment during 1997-98 to the addition of full-day kindergarten that
year. The head count data in the following table contains al the students enrolled in BCSD.
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Table 4-8: Head Count History

Per cent of Change
From the
School Year Head Count Previous Y ear
1989-1990 1,216 (N/A)
1990-1991 1,274 4.77%
1991-1992 1,266 (.63)%
1992-1993 1,279 1.03%
1993-1994 1,231 (3.75)%
1994-1995 1,277 3.74%
1995-1996 1,303 2.04%
1996-1997 1,317 1.07%
1997-1998 1,383 5.01%
1998-1999 1,349 (2.46)%

Sour ce: Treasurer’s office; EMIS enrollment report

F4.10 The district does not develop student enrollment projections, which is one of the key
components of a comprehensive facilities plan (R4.2). Enrollment projections are essential
for determining the appropriate number of school buildings needed and are useful for
estimating staffing needs, projecting state funding, and developing five year financial
forecasts. The Ohio Department of Education (ODE) prepares enrollment projections for
each school district inthe state. These projectionsare made using live birth dataand agrade-
to-grade survival ratio. The following table contains ODE’s 10-year enrollment projection

for BCSD.

Facilities

4-12



Brooklyn City School District Performance Audit

Py
~
w

F4.11

Table4-9 ODE’s 10-Year Enrollment Projection

Per cent of Change
School From the
Y ear Projection Previous Y ear

1998-1999 1,378 N/A
1999-2000 1,419 2.98%
2000-2001 1,453 2.40%
2001-2002 1,475 151%
2002-2003 1,503 1.90%
2003-2004 1,513 0.67%
2004-2005 1,515 0.13%
2005-2006 1,545 1.98%
2006-2007 1,529 (1.04)%
2007-2008 1,533 0.26%

Sour ce: ODE'’s Division of Information Management Service

The difference between the 1998-99 head count and ODE’ s projection is 29 students. ODE
isprojectingthedistrict’ senrollment will increase by an average of 1.2 percent, or 17 students
per year, over the next nine years.

The district should start developing enrollment projections as part of the comprehensive
facilities plan recommended in R4.2. The methodology adopted should factor in live birth
data, historica enrollment and a grade-to-grade survival ratio. Because enrollment
projections are avaluable planning tool, they should be done annually. Thedistrict could use
the enrollment projectionsto help determine the amount of state funding to bereceived inthe
future, to complete financial forecasts, to determine the appropriate number of teachers to
hire and to evaluate building usage and capacity.

The district has not examined building capacity and utilization for several years. BCSD
studentsare currently occupying about 63 percent of the school buildings' functional capacity,
asshownin Table4-10. Based on the current configuration of the buildings, the district has
substantia excess capacity in its schools.

The capacity shown in Table 4-10 was developed using a standard methodology often
employed by educational plannersand other school districts. The capacity for the elementary
school buildingsiscalculated by multiplying the number of regular classroomsby 25 students
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and the number of special education classrooms by 10 students. Classrooms used for music,
art, and computer labs are excluded from the number of rooms used in the calculation. The
capacity in the middle and high schools is calculated by multiplying the number of teaching
stations by 25 students and then multiplying the product by an 85 percent utilization factor.
Each school’ s capacity is shown in the following table.

Table 4-10: Capacity Analysis

Y ear Building 1998-99 Over/(Under)
School Built Capacity | Headcount Capacity Per cent
Elementary School (2):
Roadoan (grades K-2) 1948 415 304 (111) 73.3%
Brookridge (grades 3-5) 1954 505 296 (209) 58.6%
Total Elementary Schools 920 600 (320) 65.2%
Middle School (1):
Brooklyn Middle (grades 1939 531 331 (200) 62.3%
Total Middle Schoal 531 331 (200) 62.3%
High Schools (1):
Brooklyn High 1957 680 418 (262) 61.5%
Total High School 680 418 (262) 61.5%
Overall Total 2131 1349 (782) 63.3%

Sour ces: BCSD business office; EMIS report
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As Table 4-10 indicates, BCSD is currently utilizing about 63 percent of the functional
capacity of its school buildings and has excess capacity in the elementary, middle and high
school buildings. However, with the current configuration of the schools, the projected
increase in enrollment, and a plan to reduce class size, school closures do not appear to be
feasible.

Building capacity and utilization should be reviewed periodicaly in conjunction with
enrollment projections to determine the appropriate number of school buildings needed to
house the current and projected student populations. A methodology that accounts for the
district’s needs and educational programs should be adopted by the district and used to
determine school building capacity at |east every two to three years.

In 1985, the state legislature passed H.B. 264 which authorizes school districtsto issue debt
without voter approval to finance capital projectswhich produceenergy savings. Thesavings
generated should equal or exceed the project cost. Thelaw aso statesthat aslong H.B. 264
debt remains outstanding, the board of education isto monitor the energy consumption for
the buildings in which modifications were made, and the district is to maintain and annually
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update a report documenting the reductions in energy consumption and the resulting
operational and maintenance cost savings. The report is to be certified by an architect or
engineer who is independent of the parties which provided the goods or services under the
H.B. 264 project. The resultant savings are to be certified by the school district treasurer.

The Ohio School Facility Commission approved BCSD’ sH.B. 264 proposal in July 1994, for
$4.2 million. BCSD chose Honeywell to serve as the contractor. Honeywell indicated the
district would report aclaimed savings of aminimum of $306,867 annually, $89,992 inenergy
savings and $216,875 in operational cost avoidance. The energy conservation measures
completed included:

Upgrading the lighting district wide to meet federal guidelines
Completing temperature control restoration in al the buildings
Replacing existing fire darm and security equipment

Installing a district-wide building automation system
Completing roof, door and window replacements.

Honeywell provides the district with an annual energy and operations analysis report which
guantifies the savings and effectiveness of the energy conservation measures that have been
implemented. According to the report, the district’ sactual energy cost avoidance from June
1994 to May 1998 was $309,091. The amount of the district’s operational cost avoidance
isunclear.

In addition to completing the above projects, the district also spent over $695,000 of H.B.
264 funds to purchase carpeting, mini-blinds, window treatments, computers, printers,
computer software, furniture, televisionsand treadmills. Theintent of H.B. 264 isto provide
school districts with a funding option for improvements designed to reduce energy
consumption. Several of the expenditures made by BCSD appear to beinappropriate because
they cannot be adequately linked to the reduction of energy consumption or energy related
cost savings

The district should have a certified architect or engineer who is independent of the parties
which provided the goods and services under the H.B. 264 project review and certify the
accuracy of the calculations and savings reported by Honeywell. The cost savings report
should aso be certified by the treasurer and should be retained in the district files until it is
requested by the OSFC.

In addition, the Ohio Department of Education or the Ohio School Facilities Commission
should review the district’ sH.B. 264 expenditure records for compliance with the approved
proposal and with any pertinent statutory regulations or guidelines. To the extent that
inappropriate expenditures are identified, those costs should be transferred to the district’s
genera fund.
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Due to deregulation of the gas industry, school districts can purchase gas from any supplier
and pay thelocal utility to transport the gas. BCSD started purchasing self-help gas through
the Ohio Schools Council and East Ohio Gasin 1995. Thedistrict saved over $16,000inFY's
1997-98 and 1998-99.

By taking advantage of the deregulation of the gas industry, the district has decreased its
utility expenditures and increased funding available to support other educational or facilities-
related programs.

BCSD, through the Ohio Schools Council, entered into the Energy for Education Program
in February 1998. The proceeds from the sale of $119 million in bonds was used to prepay
the participating school districts estimated electrical energy costs for the next eight years.
In return for this prepayment, BCSD receive a 19.26 percent discount on the base electric
rates for their classroom-related facilities. The Ohio Schools Council estimates the district
will save approximately $219,000 in electrical energy costs over the next eight years.

The savings from the district’s participation in the electricity savings program increases
funding available for educational and facilities-related programs.

Thefollowing table presents acomparison of the operations and maintenance staffsat BCSD
and its peer districts. Since each district’s operations and maintenance departments are
structured differently, thisanalysis attemptsto include all the staff membersthat perform the
same functions performed at Brooklyn City School District.
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Table 4-11: Comparison of Facilities Divisions. Maintenance and Custodial Services

Size

Brooklyn

Columbia

Rocky River

Sheffield-
Sheffield Lake

Number of Sites

61

62

Building Sq. Feset:
Maintained by Custodians

Maintained by Tradesmen

350,818

159,562

367,701

252,401

350,818

163,704

367,701

263,516

Position by FTE

Administration

14

Maintenance Tradesmen and
Supervisors

7

Grounds Workers

2

0

0

Custodians/L aborers

15

6.26

13

13.61

Total

254

9.26

24

16.61

Comparison

Sq.Ft. Per Custodial Staff

23,388

25,489

25,489

18,545

Sq.Ft. Per Tradesman

50,117

81,852

81,852

131,758

Average Base Custodial Salary

$19,426

$19,700

$30,093

$20,788

Average Base Tradesmen Salary

$35,764

$26,159

$31,934

$28,560

Characteristics

Average Age of School Buildings

50

51

61

47

Square Milesin District

4.2

25

4.0

15

Preventive Maintenance

Limited

Limited

Yes

Limited

Use of Deregulated (Self-Help) Gas

Yes

Yes

Yes

Yes

Use of Energy Savings Program

Yes

Yes

Yes

Yes

Use of Temporary Employees or
Outside Contractors

Yes

Yes

Yes

Yes

Mobile Grounds Crew

Yes

No

Yes

No

Weekend Inspections

Yes

Yes

Yes

No

Sour ces. Business office; treasurer’s office; peer districts
1The high school and middle school are housed in the same building. For analyses purposes, the high school and middle school

are being counted as separate sites.

2Two of the facilities are leased to other organizations and are not maintained by the district staff.
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Custodial Services
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The custodian/cleaners are responsible for cleaning the facilities and are supervised by the
principals and the director of business affairs. In addition to the cleaners, each school is
assigned at least one custodia/maintenance staff member. In BCSD, the
custodial/maintenance employees are referred to as head custodians or night custodians,
depending on which shift they are assigned to work. However, the custodial/maintenance
employees are not responsible for cleaning the facilities; they serve as the maintenance staff.
They are responsiblefor opening and closing the buildings, monitoring the buildings' heating
and mechanical systems, completing work ordersand preventive maintenancetasks, ordering
supplies and performing other duties as assigned. Thefollowing isabrief description of the
respons bilitiesof the custodian/cleanersaccording to their job description which wasupdated
in January 1996.

1 Custodian/Cleaner - The custodian/cleaner is responsible for cleaning classrooms,
officesand other areas of the building asassigned. Tasks performed include dusting,
sweeping and mopping floors, emptying trash containers and pencil sharpeners,
removing snow from entrance ways, cleaning and disinfecting restrooms, and
performing other duties and responsibilities as assigned.

The director of business affairsis responsible for managing custodial, maintenance and food
serviceoperationsand thetransportati on department; devel oping and monitoring thecustodial
and maintenance budgets; scheduling and managing capital improvement projects, devel oping
energy conservation measures and preventive maintenance programs; ordering materials and
supplies, completing contract renegotiations; and resolving personnel matters.

The director of business affairsis responsible for determining the custodial staffing levelsin
the district. According to the director of business affairs, his predecessor determined the
district’s current staffing levels using time studies and square footage data, however, there
IS no documentation to support this. Table 4-12 shows the average square footage per
custodial employee for Brooklyn, the peer districts and the AS& U Region 5 average.
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Table 4-12: FY 1997-98 Squar e Footage per Custodial Employee

Brooklyn City School District 23,388
Peer Districts:

-Columbia 25,489

-Rocky River 28,285

-Sheffield-Sheffield Lake 18,545
Peer District Average 23,927
Difference (539)
AS& U Region 5 Average 23,875
Difference (487)

Sour ces. Custodial and maintenance departments; peer districts

BCSD’scustodial staffing level resultsin one FTE custodian/cleaner for every 23,388 square
feet, which is 539 sgquare feet |ess than the peer district average and 487 square feet lessthan
the AS& U region 5 average.

F4.19 The following table compares the peer districts school facilities and cleaning staffs. Based
on the information in the table, it does not appear that the work is evenly distributed among
the custodian/cleanersin BCSD. The custodian/cleaners at the high school are responsible
for maintaining the most square footage, 34,799 square feet per person. The elementary and
middleschool cleaning staffsmaintain smaller areas. Thesquarefootageper custodian/cleaner
at themiddle school level issignificantly lower than the peer districtsand is approximately 57
percent lower than the peer district average.
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Table 4-13: Comparison of School Facilities and Cleaning Staffs (FTES)

Sheffield- Difference
Rocky Sheffield Peer Between BCSD
Brooklyn Columbia River Lake Average | and Peer Average
Elementary Buildings 2 1 2 4
Total Sq. Footage 100,200 41,000 126,790 107,108
Sq. Footage per Building 50,100 41,000 63,395 26,777
Number of Custodians 5.01 2 4 6.3
Sq. Footage Per Custodian 19,960 20,500 31,698 17,001 22,290 (2,330)
Middle School Buildings 1 1 1 1
Total Sq. Footage 50,600! 52,000 99,280 55,944
Sq. Footage per Building 50,600 52,000 99,280 55,944
Number of Custodians 3.86 2 4 3
Sg. Footage per Custodian 13,109 26,000 24,820 18,648 20,644 (7,535)
High School Buildings 1 1 1 1
Total Sq. Footage 190,000 60,000 141,631 84,349
Sq. Footage per Building 190,000 60,000 141,631 84,349
Number of Custodians 5.46 2 5 4
Sq. Footage per Custodian 34,799 30,000 28,326 21,087 28,553 6,246
Administrative Buildings
and Others 2 2 N/A 1
Total Sg. Footage 10,018 6,562 N/A 5,000
Sq. Footage per Building 5,009 3,281 N/A 5,000
Number of Custodians .67 .26 N/A 31
Sg. Footage per Custodian 14,952 25,238 N/A 16,129 18,773 (3,821)
Total Sg. for All Buildings 350,818 159,562 367,701 252,401
Total Custodial Staff 15 6.26 13 13.61
Sg. Footage per Custodian 23,388 25,489 28,285 18,545 23,927 (539)

Sour ces: BCSD business office; peer district custodia supervisors

F4.20 OnJuly 1, 1999, BCSD temporarily reduced the number of custodian/cleanersby 5 FTESs as
part of itsfiscal recovery plan. Accordingtodistrict officials, after BCSD’ sfinancia situation
improves, some of the custodian/cleaner positions will be reinstated. Each member of the
cleaning staff isnow responsible for 35,082 square feet, an increase of 11,694 square feet, or
50 percent. Because the custodian/cleaners scope of work islimited to cleaning thefacilities,
the reduced staff should be able to adequately clean the buildings. Unlike custodial staffsin
other districts, BCSD’s cleaners are not responsible for opening and closing the buildings,
maintaining the grounds, or completing minor maintenance tasks. Based on the weighted
salary averagein Table4-15, thisreduction should save the district approximately $126,000
annually in salaries and benefits. The following table compares the FY 1998-99 and the FY
1999-2000 custodial staffing levels.
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Table 4-14: FY 1998-99 Staffing L evels Compared to FY 1999-2000 Staffing L evels

FY 1998-99
Staffing FY 1999-2000 Number of Peer District

Type of Facility Level Staffing Level Positions Reduced Average
Elementary Schools: 2
Total Square Feet 100,200 100,200
Number of Custodians 5.01 3.01 2
Square Feet per Custodian 19,960 33,289 22,290
Middle School: 1
Total Square Feet 50,600 50,600
Number of Custodians 3.86 1.86 2
Square Feet per Custodian 13,109 26,344 20,644
High School: 1
Total Square Feet 190,000 190,000
Number of Custodians 5.46 4.46 1
Square Feet per Custodian 34,799 42,601 28,553
Administrative and Other
Buildings 2
Total Square Feet 10,018 10,018
Number of Custodians .67 .67 0
Square Feet per Custodian 14,952 14,952 18,773
Total:
Total Square Feet 350,818 350,818
Number of Custodians 15 10 5
Square Feet per Custodian 23,388 35,082 23,927
AS& U Region 5 Average 23,875

Sour ce: Business office

R4.6

F4.21

Before the district decides to reinstate any of the reduced custodian/cleaner positions, it
should devel op amethodol ogy to allocate custodian/cleaners to buildings using quantitative
data, such as square footage, to determine the most efficient staffing level. Factors that
should be taken into consideration when establishing an alocation methodology include the
square footage to be cleaned and maintained, the number of students, the number and age of
the buildings, the number of classrooms, the number of bathrooms, the number of special
facilities, thetypeof floor covering, thefrequency of community and extracurricular programs
held in the buildings and the desired level of cleanliness.

The following table shows the average base salary for BCSD’ s custodian/cleaners for FY
1997-98 aswell astheir average grosswagesfor 1998. The base salary weighted averagefor
the custodian/cleanersis $19,426. The gross wages weighted average is $20,065, which is
3.3 percent higher than the base salary weighted average. The table aso shows the average
base salary and gross wages for the peer districts and the AS& U Region 5 average.
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Table 4-15: Custodial Salaries

F4.22

FY 1998-99 Difference as

Average Base 1998 Average a Percentage

Position Salary GrossWages | of Base Salary
Custodian/Cleaner $19,426 $20,065 3.3%
BCSD Weighted Average $19,426 $20,065 3.3%

Peer Districts:

-Columbia $19,700 $22,661 15.0%
-Rocky River 30,093 33,824 12.4%
-Sheffield-Sheffield Lake 20,778 22,544 8.5%
Peer District Average $22,499 $24,774 10.1%
Difference $(3,073) $(4,709) N/A
AS& U Region 5 Average $23,717 N/A N/A
Difference $(4,291) N/A N/A

Sour ces. BCSD treasurer’s office; payroll department; peer districts
Y The gross wages are for FY 1997-98.

BCSD’s custodial base salary is the lowest of the peer districts. On average, the
custodian/cleaners gross wages are 3.3 percent higher than their base salary amounts.

InFY 1997-98, BCSD custodian/cleanerswerepaid atotal of $24,149in overtime, compared
to $33,867 in FY 1998-99, an increase of $9,718. Custodian/cleaners are paid overtime for
al hoursworked in excess of 37.5 hoursin one work week and for al hours worked beyond
7.5 hours in one day. The district usualy pays overtime for absentee coverage and for
working activity permits. The district keeps track of how much is spent on overtime, but
does not monitor why costs are incurred. The following table compares BCSD’ s custodial
overtime expenditures to its peers for FY 1997-98. BCSD has the highest amount of
overtime paid per full-time custodian, which is amost double what two of the peer districts

pay.

Facilities

4-22



Brooklyn City School District Performance Audit

Table4-16: FY 1997-98 Custodial Overtime Expenditures by District

Number of Total Total Overtimeasa

Full-Time Operations | Custodial | Amount of Overtime per Per centage of
District Custodians Salaries Overtime Full-Time Custodian Total Salaries
Brooklyn 6 $238,667 $24,149 $4,025 10.1%
Columbia 6 $178,449 $22,733 $3,789 12.7%
Rocky River 13 $370,070 $29,516 $2,270 8.0%
Sheffield- 12 $421,407 $26,489 $2,207 6.3%
Sheffield Lake

Sour ces: Treasurer’s office; peer districts

Py,

4.7 During the next round of union contract negotiations, the district should try to increase the
length of the work week from 37.5 hours to 40 hours, in an effort to reduce overtime
expenditures and increase efficiency. The district should aso consider negotiating the
removal of any language referring to work hours and starting and ending times. Stating the
starting and ending times in the union contract can limit management’ s ability to effectively
schedule the facilities support staff.

The district should start monitoring its overtime usage and the reasons for itsuse. Tracking
overtime expenditures and documenting the reason for their occurrence will allow the district
to identify areas where efficiency improvements can be made and help keep the department’ s
operational costsin linewith itsestablished budget. In FY 1998-99, the district overspent its
custodial overtime budget by several thousand dollars.

H;U
>
0

Financial Implication: See R4.9 and R4.16 for financial implications related to overtime
payments and potential reductions.

F4.23 When a custodian/cleaner is absent, the custodian/cleaners are first offered the overtime
opportunity. If they decline, then the work is offered to other district employees, such as
cafeteriaworkers, who sign up to beonan on-cal list. If theindividualssigned up onthe on-
cal list declinethework, then the director of businessaffairs can go outside thedistrict to get
asubstitute. According to the director of business affairs, a district employee always takes
the overtime. The facilities support staff took an average of 14.9 sick days and 2.5 persona
daysin FY 1997-98.

Py
~
©

During the next round of contract negotiations, the district should try to revise the substitute
provision to allow for the use of a substitute pool. The use of custodial substitutes could
allow the district to reduce overtime expenditures. Using the average base salary in Table
4-15, the district pays an average of $14.94 an hour plus salary-driven benefits for custodial
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overtime. It would be more cost-effective for the district to pay $8 to $10 an hour to a
substitute for absentee coverage than an average of $14.94 an hour plus salary-driven benefits
to afull-time custodian/cleaner.

Financial Implication: Last year, the district paid $24,149 in custodial/cleaner overtime.
Based on the average number of sick and persona days taken by each full-time
custodial/cleaner, it appears that approximately $14,791 was used for absentee coverage.
If the district was able to reduce the custodian/cleaner overtime expenditures for absentee
coverage by 50 percent using custodial substitutes who are paid $8 to $10 an hour, the
district would save approximately $2,445 to $3,435 annually. The district would aso incur
additional savings because the cost of salary-driven benefits would be avoided
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M aintenance Oper ations

F4.24

F4.25

The maintenance staff consists of seven custodial/maintenance employees and two buildings
and grounds/mai ntenance employees. The custodial/maintenance employees are responsible
for maintaining all of the facilities and for keeping them safe and in a state of good repair.
The custodial/maintenance employees are assigned to specific buildings and are responsible
for opening and closing the buildings, monitoring the buildings heating and mechanical
systems, compl eting work orders, and performing preventive maintenancetasks. Thedistrict
refers to these employees as head custodians or night custodians, depending on which shift
they work. The buildings and grounds/maintenance staff operates as a mobile crew which
travels from building to building and is responsible for completing all the grounds work,
preparing and maintaining the athletic fields, and removing snow during the winter months.

The following table shows the average square footage each custodial/maintenance employee
(tradesman) was responsible for maintaining in FY 1998-99. The two buildings and
grounds/maintenance empl oyees have been omitted from the square footage calculations. In
BCSD, each tradesman was responsible for maintaining 50,117 square feet which is 27,306
square feet less than the peer district average, and 24,883 square feet less than the AS& U
Region 5 average. These differences are shown in the following table.

Table 4-17. FY 1998-99 Squar e Footage per M aintenance Employee

Brooklyn City School District 50,117
Peer Districts:

-Columbia 81,852

-Rocky River 45,963

-Sheffield-Sheffield Lake 131,758
Averagefor Peer Districts 77,423
Difference (27,306)
AS& U Region 5 Average 75,000
Difference (24,883)

Sour ces. Maintenance department; 1998 AS& U Maintenance & Operations Cost Study

InFY 1998-99, BCSD’ stradesmen wereresponsi blefor maintaining less square footage than
two of thethree peer districts. The tradesmen in Brooklyn are not responsible for completing
any of the groundswork in the district, but they are responsible for opening and closing the
school buildings each day.
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F4.26

F4.27

F4.28

As part of its fiscal recovery plan, BCSD reduced the number of custodial/maintenance
employees by 3 FTEs. After BCSD’s financia dSituation improves, some of the
custodial/maintenance positions may bereinstated. Each custodial/maintenance employeeis
now responsible for maintaining 88,705 square feet, a 77 percent, or 38,588 square feet,
increase. Based on the weighted salary averagein Table 4-18, this staffing reduction should
save the district approximately $139,000 annually in salaries and benefits.

The district may not need to reinstate any of the custodial/maintenance positions after its
financia situation improves. The amount of square footage maintained per tradesman prior
to FY 1999-2000 was rather low when compared to two of the three peer districts and other
smaller school districtslocated in northern Ohio. School districtsin Ohio aretypically staffed
with one tradesman per 80,000 to 100,000 square feet. The reduction of three
custodia/maintenance positions increases the square footage maintained per tradesman to
88,705 square feet, which is within that range.

The district does not use the state John Deere contract to purchase lawn equipment and is
currently using avariety of grounds equipment manufactured by different companies. John
Deerealso offersatrade-in program which allows school districtsto trade-in used John Deere
equipment for new machines.

When replacing old mowers and tractors, the district should consider repl acing the equipment
with machines made by John Deerein order to take advantage of the trade-in program for its
lawn equipment needs. According to officials in South-Western and Columbus Public
Schools, thedealer’ strade-in priceisusually closeto thediscounted pricethedistrict receives
from using the state contract, which allows their districts to get new machines every year or
two for $100 to $600 apiece, depending on how long the equipment was run. By taking
advantage of the trade-in program, the district should be able to increase productivity,
eliminate equipment downtime and reduce maintenance expenditures.

The current work order processing system limits management’s ability to make effective
decisionsregarding the needs of the maintenance department. Under the district’ ssite-based
management system, work ordersare generated by staff memberswho then send therequests
to the building principal. The principal reviews the work request and then gives it to the
custodial/maintenance employeefor completion. After thework order iscompleted, the date
it was completed, the timeit took to complete the task, and the materials used are recorded
on the work order form. The form is then submitted to the director of business affairs for
review. After the director of business affairs reviews the work orders, they are logged into
adatabase. Thedistrict doesnot know how many work ordersare currently outstanding and
has not established a method to monitor worker productivity.
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R4.12

F4.29

F4.30

After awork order iswritten, it should be submitted to the director of business affairs. The
director of business affairs should review and prioritize each request. After the work orders
have been prioritized, they should be logged into a database and then sent out to the
appropriate custodia/maintenance employee. The district should continue to have the
tradesmen record the compl etion date, amount of time and materials used to do thejob on the
work order form before resubmitting it to the director of business affairs. The completed
forms should be reviewed and the data base should be updated.

The district should make an effort to better utilize the completion time and materia use
information recorded on each work order form. Thisinformation should be compiled on an
on-going basis and entered into a data base to enable to the district to keep track of the costs
associated with each work order and how much is being spent on supplies, materials, and
labor. Management can use this information to monitor staff productivity and the
department’ s expenditures. Utilizing accurate cost data and time-to-complete information
will result in better resource allocation decisions and lower operational costs.

The maintenance staff isnot required to completedaily work logs, and the current work order
processing system does not allow the director of business affairsto monitor productivity. As
aresult, it is unclear how much work the maintenance staff is completing on adaily basis.

Management should require the tradesmen to keep daily logs documenting how their work
days are spent in 30 minute increments. The logs should be turned in weekly and reviewed
by management in an effort to monitor productivity. Completing the daily logswill increase
the staff’ s accountability and should improve productivity. The information recorded on the
daily logs should be compared to the time recorded on the work orders (F4.28) to ensure
accuracy.

The custodia/maintenance employees are responsible for completing all the preventive
maintenance in the district. However, the district does not have a written preventive
maintenance schedule detailing when each task is to be performed, nor does it have alog
book to record when the preventive maintenance tasks are completed. It isunclear whether
or not the preventive maintenance is being done in the district.

A planned preventive maintenance program should be devel oped and implemented to help
maintainthedistrict’ sfacilities. Thedistrict should devel op preventive maintenance schedules
and log books for each facility. The schedules should identify the tasks which are to be
performed. Thelog books should bereviewed periodically by the director of business affairs
to ensurethiswork isbeing done. An effective preventive maintenance program can reduce
overtime, decreaseenergy consumption, reduce maintenanceand capital expenditures, reduce
the number of work orders, and improve worker productivity by proactively maintaining
equipment rather than responding to breakdowns and emergencies.
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F4.31

F4.32

The following table shows the average base salary for BCSD’s maintenance staff for FY
1998-99 as well as the staff’s average gross wages for 1998. The base salary weighted
average for the custodial/maintenance employees is $35,764. The gross wages weighted
averageis$43,251, whichisapproximately 20.9 percent higher than the base salary weighted
average. Thetable aso showsthe average base salary and gross wages for the peer districts
and the AS& U Region 5 average.

Table 4-18: Maintenance Department Salaries
FY 1998-99 Differenceasa
Average Base | 1998 Average Per centage of

Position Salary Gross Wages Base Salary
Custodial/Maintenance $35,337 $44,307 25.4%
Buildings and Grounds/Maintenance 37,259 39,557 6.2%
BCSD Weighted Average $35,764 $43,251 20.9%
Peer Districts:

-Columbia $26,159 $27,292 14.5%

-Rocky River 31,934 36,576" 4.3%

-Sheffield-Sheffield Lake 28,560 31,951 11.9%
Peer District Average $30,604 $34,768 13.6%
Difference $5,160 $8,483 N/A
AS& U Region 5 Average $31,221 N/A N/A
Difference $4,543 N/A N/A

Sour ces: MCSD treasurer’s office; payroll department; peer districts
! The gross wages are for FY 1997-98.

The base salary weighted average for the maintenance staff is $5,160, or approximately 17
percent, higher than the peer district average and $4,543, or approximately 15 percent, higher
than the AS& U Region 5 average.

In FY 1997-98, BCSD maintenance employees were paid a total of $60,642 in overtime.
Employees are paid overtime for al hours worked in excess of 37.5 hoursin one work week
and for al hoursworked beyond 7.5 hoursinoneday. The custodial/maintenance employees
usually get overtime for absentee coverage and for working activity permits.

The following table contains overtime expenditures for BCSD and the peer districts for FY
1997-98. BCSD’ s maintenance overtime expenditures are significantly higher than the peer
districts.
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Table4-19: FY 1997-98 M aintenance Overtime Expenditures by District

Number of Total Total Amount of Overtime | Overtimeasa

Full-Time Maintenance | Maintenance per Full-Time Per centage of
District Tradesmen Salaries Overtime Tradesmen Salaries
Brooklyn ot $501,066 $60,642 $6,738 12.1%
Columbia 2 $74,500 $994 $497 8.0%
Rocky River 9 $467,090 $43,742 $4,860 1.3%
Sheffield-
Sheffield Lake 2 $50,774 $6,781 $3,391 13.4%

Sour ces: Treasurer’s office; peer districts
! Thetota includes 7 custodial/maintenance employees and 2 buildings and grounds/mai ntenance employees.

R4.16

During the next round of contract negotiations, the district should try to revise the substitute
provision to allow for the use of a substitute pool. The use of custodial substitutes could
alow the district to reduce overtime expenditures. Using the average base salary in Table
4-18, the district pays an average of $27.51 an hour plus salary-driven benefits for overtime.
It would be more cost-effective for the district to pay $8 to $10 an hour to a substitute for
absentee coverage than an average of $27.51 an hour plus salary-driven benefits to a
custodial/maintenance employee.

Financial Implication: In FY 1997-98, the district paid $60,642 in custodial/maintenance
overtime. Based on the average number of sick and personal days taken by each
custodian/maintenance person, it appearsthat approximately $ 27,235 was used for absentee
coverage. If thedistrict wereableto reduce the custodial/mai ntenance overtime expenditures
for absentee coverage by 50 percent using apool of custodial substitutes who are paid $8 to
$10 an hour, the district would save approximately $8,675 to $9,657 annually. The district
would also incur additional savings because of the cost of salary-driven benefits would be
avoided.

During the next round of union contract negotiations, the district should try to increase the
length of the work week from 37.5 hours to 40 hours in an effort to reduce overtime
expenditures and increase efficiency. The district should aso consider negotiating the
removal of any language referring to work hours and starting and ending times. Stating the
starting and ending times in the union contract can limit management’ s ability to effectively
schedule the facilities support staff.

The district should start monitoring its overtime usage and the reasonsfor itsuse. Tracking
overtime expenditures and documenting the reason for their occurrence will allow the district
to identify areas where efficiency improvements can be made and help keep the department’ s
operational costsin linewith itsestablished budget. In FY 1998-99, the district overspent its
maintenance overtime budget by several thousand dollars.
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F4.33

The custodial/maintenance employees are required to perform building checks year round on
Saturdays, Sundays, and holidays and receive one hour regular pay for each check that is
performed. According to the director of business affairs, the checks are completed to make
sure the equipment is functioning properly and to ensure the building is secure. The district
purchased a security system which is monitored by Honeywell using motion detectors, heat
sensors and door contacts. Sensors have aso been placed on the boiler and are tied into the
energy management system (F4.12).

BCSD should renegotiate the union contract and discontinue weekend building checks. The
district should rely upon the technology it purchased to monitor buildings. The boilers and
heating equipment can be monitored using the sensors and the energy management system
during the winter months. A broken window or forced entry can be detected by the security
system’ s motion detectors and heat sensors.

Financial Implication: The district could save approximately $8,100 annually if weekend
building checks were discontinued.
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Financial I mplications Summary

Thefollowing table represents asummary of the annual cost savingsfor the recommendationsin this
section of thereport. For the purpose of thistable, only recommendations with quantifiable financia

impacts are listed.

Summary of Financial Implicationsfor Facilities

Annual Cost
Recommendation Savings
R4.9 Reduction in custodian/cleaner overtime $2,445 - $3,435
R4.16 Reduction in custodial/maintenance $8,675 - $9,657
employee overtime
R4.19 Discontinue weekend building $8,100
inspections
Total $19,220 - $21,192

Estimates by the Ohio Legidative Budget Office place the capital cost to upgrade BCSD’ sfacilities

to the current design standards at $23.8 million.
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Conclusion Statement

BCSD has neglected to develop along-range facilities plan to address it’s future needs. A lack of
planning can lead to increased expenditures and impede efficiency. A facilities plan can be used to
provide a continuous basis for planning educational facilities that will meet the needs of the
community and can assist the district in making more effective decisions regarding the all ocation of
limited resources to achieve the district’s goals and objectives. Even though the district has had a
permanent improvement levy for more than 20 consecutive years, it does not have a capita
improvement plan to guide how these funds are used. A capital improvement plan can help ensure
that themost critical repair work iscompleted asfundsbecomeavail able, whileproviding thefacilities
support staff with a clearer, more detailed plan for deploying its limited resources. Administrators
can also use the document to communicate funding requirements to the board and voters.

In the last 10 years, the student population has increased by 133 students. The district does not
develop enrollment projectionswhich are essential for determining the appropriate number of school
buildings needed. Currently, al of the school buildings are operating under capacity. However,
based on the Ohio Department of Education’s enrollment projections, the current configuration of
the schools, and a plan to reduce class size, school closures do not appear to be feasible.

In FY 1994-95, the district began a mgor renovation project which was completed in FY 1996-97.
Thework was compl eted using revenue from the general fund, the permanent improvement levy, and
H.B. 264. Aspart of the renovation, a number of energy conservation measures were taken which
hasled to reduced utility usage and lower costs. In an effort to further reduce utility costs, the district
is participating in a self-help gas program and Energy for Education, which provides electricity at a
discounted rate.

Intheearly 1990s, cleaning scheduleswere devel oped for each building. However, it doesnot appear
that any quantitative data, such as square footage per custodia staff member, or the building’s age,
condition, size, and layout were taken into consideration when determining staffing levels. Asa
result, the work does not appear to be evenly distributed among the custodial staff. In FY 1999-
2000, the district reduced the number of custodian/cleaners by 5 FTEs as part of itsfiscal recovery
plan, and each cleaner is now responsible for 33,082 square feet. Because the cleaners scope of
work is limited to cleaning the buildings, the reduced staff should be able to adequately clean the
facilities, and none of these positions should be reinstated in the future. The district should examine
the distribution of cleaners, in an effort to distribute the work more evenly among the reduced staff.

It isunclear how much work the maintenance staff is completing on adaily basis because thereisnot
a system in place to monitor the staff’s productivity. The district does not have an adequate work
order processing system. The business office does not keep track of the number or types of work
orders which are generated which limits management’s ability to make more effective decisions
regarding the needs of the department.
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In FY 1998-99, the custodial/maintenance employees were responsible for an average of 50,117
squarefeet, which isapproximately 35 percent lessthan the peer district average. Aspart of itsfisca
recovery plan, the number of custodia/maintenance employees were reduced by 3 FTES, increasing
the amount of square footage to 88,705 per worker. If the district implements a system to account
for the maintenance staff’ swork day, productivity should increase which would allow the department
to properly function with a reduced maintenance staff.

With thereduction of 8 FTE facilities support staff positionsin FY 1999-2000, the district has taken
steps to significantly reduce its operating expenses. The district could further reduce expenditures
by taking actions to reduce overtime. In addition to monitoring overtime usage and reasons for its
use, thedistrict shouldtry to revisethe classified substitute policy and increase the length of thework
week during the next round of contract negotiations.
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Trangsportation

Background
Organization Chart

The chart below provides an overview of the organizational structure and staffing levels for the
Brooklyn City School District (BCSD) transportation department.

Chart 5-1: Transportation Department

Transportation Supervisor

m

Mechanic Bus Drivers Bus Aides
¢)) an (¢))

Organization Function

The primary responsibility of the transportation department is to provide a safe, efficient and
economically effective method of transporting students to and from school. BCSD uses the same
criteria for providing transportation to students who attend public and non-public schools. The
district’ s transportation department operates its own fleet of school buses, providing transportation
to all studentsin grade kindergarten. The district also provides transportation to studentsin grades
1-8 who reside three-tenths of amile or more from their designated school. Whileit isthe policy of
BCSD to provide transportation to studentsin grades 7-12 who reside two miles or more from their
designated schooal, it isnot the district’ s current practice to provide transportation to public students,
grades 9-12.
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Summary of Operations

In FY 1997-98, the average daily membership for BCSD, as reported by the Ohio Department of
Education, was 1,306. District busesfor the regular transportation program traveled 152,460 miles,
carrying an estimated 751 public and 108 non-public studentsdaily. There were aso 97 non-public
students whose parentsreceived payment “in lieu of transportation”. Intotal, transportation services
were provided for 956 regular needs students.

The specia education program transported approximately 27 students daily using various
transportation means. District buses, traveling 29,995 miles, carried 23 of the specia education
students. Two special needs students were transported by board-owned vans and two students were
transported by taxi.

Overdl, the BCSD’ svehiclestraveled 182,455 miles, transporting 884 students. Therewerealso 97
students/guardians to whom the district provided payment in lieu of transportation. Combining al
methods of transportation, the district provided for the transportation of 983 students at a cost of

$539,554. Approximately 32 percent, or $170,660 of the transportation expenditures were funded
by the state.

Saffing
The following table displays the staffing levels for the transportation department.

Table5-1. Staffing Level

Number of Full Time
Position Employees Equivalents
Transportation Supervisor 1.0 1.0
Bus Drivers 110 7.8
Bus Aides 20 14
Mechanic 1.0 1.0
Total 15.0 11.2

Source: BCSD transportation department
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Financial Data

The following table shows the actual transportation expenditures for the past three years. The
transportation expenditures for FY 1997-98 shown below include the cost of field trips and repairs
to other vehicles, which was approximately $31,166. These costs are not related to home-to-school
transportation and have been excluded in the operational analyses performed throughout this section.

Table5-2: Financial Table

Actual Actual Actual
FY 1996-97 FY 1997-98 FY 1998-99
Component Expenditures Expenditures Expenditures
Salaries $383,738 $377,669 $348,049
Benefits $11,670 $15,753 $25,651
Pur chased Services $19,541 $61,462 $44,382
Materials & Supplies $56,827 $69,233 $48,465
Miscellaneous $0 $0 $0
Subtotal $471,776 $524,117 $466,547
Capital $0 $52,569 $0
Total $471,776 $576,686 $466,547

Source: FY 1996-97, FY 1997-98 and FY 1998-99 4502

The transportation expenditures have fluctuated. Salaries reflect a 1.5 percent and an 8 percent
decline from FY 1996-97 through FY 1998-99. Benefits reflect a 35 percent and a 54 percent
increasefrom FY 1996-97 through the 1998-99 fiscal year. Thetreasurer of the BCSD attributesthis
inconsistency to a three-year early retirement buy-out and severance package which decreased
appropriations for salaries and increased appropriations for benefits. Expenditures for purchased
services and materials and supplies appear to be even more sporadic. In FY 1997-98, purchased
services increased 214 percent, while decreasing 27 percent in the 1998-99 fiscal year. Similarly,
materials and suppliesincreased 21 percent in FY 1997-98 and decreased 30 percent in the 1998-99
fiscal year. Thetreasurer of the BCSD attributes this inconsistency largely to the mis-classification
of expenditures. Inaddition, acontributing factor to inconsi stent expendituresfor purchased services
was the charging of transportation expenses from FY 1996-97 to the FY 1997-98 budget. Capital
expenditure was used to purchase a bus for regular needs transportation in FY 1997-98.
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Table 5-3 details some of the basic operating statistics for each of the peer districts.

Table5-3: Operational Statistics and Ratios

Sheffield-
FY 1997-98 Brooklyn Columbia Rocky River Sheffield Lake
Operational Statistics:
Eligible Students
- Regular students 9561 1,282 1,371 1,750
- Special needs 27 16 26 17
- Total 983 1,298 1,397 1,767
Expenditures
- Regular students $472,466 $340,656 $473,076 $472,466
- Special needs $83,772 $65,560 $89,571 $36,861
- Total $556,238 $406,216 $562,647 $509,327
State Reimbursements
- Regular students $129,488 $155,988 $112,059 $166,308
- Special needs $41,172 $56,443 $25,492 $13,912
- Bus purchase allowance $15,934 $27,380 $17,136 $40,157
- Other bus reimbursement $0 $0 $0 $0
- Total $186,594 $239,811 $154,687 $220,377
Miles Driven
- Regular students 152,460 150,840 106,020 156,240
- Special needs 29,995 52,200 6,120 12,960
- Total 182,455 203,040 112,140 169,200
Operational Ratios:
Regular Students: Yellow Bus
- Cost per Mile $2.99 $1.68 $3.27 $3.59
- Cost per Bus $50,642 $26,191 $32,246 $31,178
- Cost per Student $531 $266 $329 $320
- Students per Bus 95 99 98 97
- Cost per Student $494 $266 $334 $267
al methods
Special Needs Students:
- Cost per Student $3,103 $4,008 $3,445 $2,168
al methods
School Sites
- Public 4 4 3 6
- Non-public 2 8 5 6
Active Buses 11 15 16 19
Spare Buses 1 8 4 4
Square Milesin District 4.2 25.0 4.0 15.0

Source: FY 1997-98 T-1, T-2 and T-11 Forms; FY 1997-98 4502 Report

1BCSD filed inaccurate transportation reports with the Ohio Department of Education and could not provide the source of
documents used to compilerider-ship data. Therefore, student transportation counts are based on the average daily membership

(ADM) of regular needs students, grades K-8 and non-public T-Form estimates.

Transportation



Brooklyn City School District

Performance Audit

Table5-4: Peer District Staffing L evel Comparison

Thefollowing table provides the number of staff and full time equivalents (FTE) by position for each
of the peer districts.

Sheffield-

Staffing Brooklyn Columbia Rocky River Sheffield Lake

No. FTE No. | FTE No. FTE No. FTE

Super visor 1.0 1.0 1.0 1.0 1.0 1.0 1.0 1.0
Bus Driver 110 7.8 14.0 9.0 16.0 108 | 19.0 11.6
Bus Aid 20 14 0.0 .0 3.0 12 1.0 1.0
M echanic 1.0 1.0 1.0 1.0 20 20 20 1.0
Clerical .0 .0 1.0 0.5 1.0 1.0 .0 .0
Total 15.0 11.2 170 | 115 23.0 16.0 | 230 14.6

Source: School districts transportation departments
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Performance Measures

The following is a list of performance measures that were used to conduct the anaysis of the
transportation department:

Assessment of district’s transportation policies in relationship to state minimum standards

Adequacy of reporting operational information to secure state transportation aid

Cost effectiveness of pupil transportation services by type of transportation (regular and specia

needs transportation):

- Cost per mile, cost per bus and cost per student

- Bus capacity utilization

- Comparative bus driver wage rates and benefits

- Effectiveness of coordination between the special education department and the
transportation department to assure efficient transportation of special needs students

Effectiveness and efficiency of transportation routing

- Manua or computerized routing

- Useof municipal transportation services

- Assessment of district’s bell schedules to support tiered routing

Assessment of department staff and personnel matters

- Review of the collective bargaining agreement

- Analysis of absenteeism and leave usage

Assessment of bus fleet

- Review of busfleet and required capital investment

- Review of district’s practices regarding school bus replacement

Assessment of technology

- Review of routing, scheduling and planning software

- Review of fleet maintenance software

- Review of fuel usage and monitoring

Assessment of privatization

- Highlevel analysis of opportunities for privatization
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Findings/ Commendations/ Recommendations
Policy

F5.1 TheBCSD’sBoard of Education adopted a policy for providing transportation to include all
resident students in grade kindergarten. The transportation policy aso provides
transportation to students in grades one through four who live more than three-tenths of a
mile, grades five and six who live more than one mile, and grades 7-12 who live more than
two miles from the school in their designated attendance area. It is the district’s current
practice to provide transportation to all kindergartners and to students in grades 1 through
8 who live more than three-tenths of amile. The district does not currently transport any
public school students in grades 9 through 12. However, it has been the district’s practice
to provide payment in lieu of transportation to non-public students, grades 9-12. The
transportation policy aso extendsto resident studentswith physical or mental disabilitiesthat
make walking impossible or unsafe. Exceptions to the established areas are determined on
acase-by-case basis and made by the business manager in conjunction with the transportation
supervisor for the following reasons.

I Transportation will be provided in situations where the student suffers a medical
disability or temporary physical handicap which makeswalking impossible or unsafe.
I Accommodations will be provided where walking conditions to the student’ s school

are extremely hazardous and/or walking conditions are inadequate at the present time
due to construction or atemporary safety hazard.

State law requires school districts to provide transportation for resident students, gradesK -
8, who live more than 2.0 miles from their assigned school or who have physical or mental
disabilities that make walking impractical or unsafe. The transportation of high school
students or intra-district open enrollment is optional .

Other key provisions of the transportation policy include:
1 School bus safety program

Student conduct on school buses
1 Drug testing for drivers.

The district’s transportation policy also covers non-routine use of school buses and
transportation by private vehicles.
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F5.2 The following table shows how the transportation policy of BCSD compares to those of its

peer districts.
Table5-5: Transportation Policies
Sheffield-
Transportation Policy Brooklyn Columbia Rocky River Sheffield Lake
K No milelimit | Nomilelimit No mile limit 1 mile
1-2 3/10 mile No mile limit No mile limit 1mile
3-4 3/10mile | No milelimit 1 mile 1 mile
5 1 mile No mile limit 1 mile e
6 1 mile No mile limit 2 miles L mie
7-8 2 miles No mile limit 2 miles 1 mile
9-12 2 milest No mile limit No 1 mile
Intra-district open enrollment No Yes No Yes

Source:  District’s policies
!Note: BCSD's actual practice above differs from the stated board policy, where transportation is not provided for public
students in grades 9-12. However, non-public students in grades 9-12 are provided transportation by payment in lieu of
transportation.

F5.3 Whileitisthe BCSD’s policy to provide transportation to all resident students subject to a
two mile eligibility distance or less from the student’s school of attendance, it is not the
district’ spolicy to providetransportation dueto hazardous conditions. Hazardousconditions
withinthe district could include situations where a student would be required to crossa high-
traffic two-lane highway in order to reach school. The business manager stated that the
district has a procedure for ensuring students who are inéligible for transportation are
provided with a safe walking route. In these instances, BCSD, at atotal cost to the City of
Brooklyn, utilizes crossing guards or constructs walk routes where students would not have
to cross a high traffic street to reach school.

BCSD'’ stransportation practice differsfrom its stated board policy. Itisthedistrict’s stated
policy to provide transportation services for al students subject to a two mile digibility
distance or less from the student’ s school of attendance. However, it isthe district’s current
practice not to provide transportation to public students, grades9-12. In addition, the policy
of transporting al resident students exceeds the state minimum standard of two miles for
grades kindergarten through eight.

Py
[EEN

BCSD should provide for the transportation of students attending public schools and non-
public schools using the same criteria and in a manner consistent with the requirements of
state law and various determinations made by the Board of Education. BCSD should
consider changing the transportation policy to reflect the current practice of not providing
transportation to public students, grades 9-12, and to include non-public students, grades 9-
12. Whilethe district is reimbursed by the State of Ohio at 100 percent for payment in lieu
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F5.5

F5.6

of transportation, there remains an unquantifiable expense to the district in distributing
payments and tracking this service. Additionally, the district’'s practice of providing
transportation services to non-public students, grades 9-12 and not public students, grades
9-12 may be contestable.

BCSD should consider purchasing and implementing transportation routing software which
would allow it to run various scenariosto determine the impact of the current transportation
policy on the district’ s transportation costs. A combination of “what if” scenarios should be
run ranging from moving the district to state minimum standards, maintaining the current
policy and changing school opening and closing times to determine their effect on
transportation requirements. Currently, low fleet capacity utilization, short walking limitsin
grades 1 through 8, and restrictive opening and closing timesreduce the efficiency of thefleet.
If BCSD increased capacity utilization to that attained in South-Western City School District,
and reduced digibility by 100 students, it could eliminate two to three buses.

Financial Implication: If BCSD could reduceitsbusfleet by twoto three buses, it could save
an estimated $89,956 to $134,934. The district would also realize a cost avoidance of
$110,000 to $165,000 by not replacing these buses. However, any transportation reductions
should be examined thoroughly so that the district is not compromising the educational needs
or the safety of the students.

BCSD does not have an intra-district open enrollment policy because it has only one high
school (9-12), one middle school (6-8), one intermediate elementary school (1-5), and one
elementary school (K and Pre-K). BCSD does not allow for inter-district open enrollment.

The district utilizes various starting and ending times for its schools (T able 5-6). Since the
district does not provide transportation to resident public students in grades 9-12, the bell
schedulefor the high school isnot afactor. The bell schedulesfor the middle and elementary
schoolsinvolvesbasically two starting and ending times and, therefore, limits the maority of
the routes to one or two runs per vehicle.
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Table5-6: Bell Schedules

Start Time Dismissal Time
High School 8:10 am. 2:53 p.m.
Middle School 8:10 am. 3.05 p.m.
I ntermediate School 8:05am. 2.30 p.m.
Elementary School 8:35am. 2:55 p.m.

Source: BCSD’ s transportation department

F5.7 Table5-7illustrates how the peer districts compare with respect to bell schedulesthat affect

transportation routing.

Table5-7: Peer District Bell Schedule Comparison

Sheffield-
Brooklyn Columbia Rocky River Sheffield Lake
Number of Tiers 2Tier 2Tier 2 Tier 2 Tier

Sour ce: Transportation departments

F5.8 BCSD’stransportation department uses a combination of one to four runs per route with
the highest percentages of morning routes having two runs and the highest percentage of
evening routes having one run.

Table 5-8: Analysisof Bus Routes
FY 1997-98 AM Routes Percent of Total PM Routes Percent of Total

Onerun 2 22% 5 56%

Two runs 6 67% 3 33%

Threeruns 0 0% 1 11%

Four 1 11% 0 0%

Total 9 100% 9 100%

Sour ce: BCSD transportation department

F5.9 Table 5-9 shows the number of runs per route by peer district. All of the districts utilize a
two-tiered bus schedule, limiting them to two runs on the majority of routes. Of the peer
districts, BCSD’ stransportation department hasthe highest percentage of routeswith onerun.
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Table 5-9: Peer Analysisof Bus Routing Tiers

Sheffield-

Brooklyn Columbia Rocky River Sheffield Lake
FY 1997-98 | Percent of Total | Percent of Total | Percent of Total | Percent of Total
Onerun 38% 24% 4% 14%
Two runs 50% 68% 75% 31%
Threeruns 6% 8% 21% 19%
Four runs 6% 0% 0% 36%
Total 100% 100% 100% 100%

Sour ce: Peer district transportation departments

The BCSD' s transportation department does not utilize computerized routing software, but
amanual routing systemisused to design routesfrom historically devel oped cluster and corner
stops. Thebusinessmanager stated that amanual routing system has proved effective because
busroutes have not significantly changed over theyears. However, manually designing routes
does not alow for a database that can be reviewed for routing options, thereby, making it
difficult to maximize routes and determine with certainty the most effective and cost efficient
route plan. See F5.36 and R5.15 for further discussion on bus routing technology.

The BCSD may not be properly utilizing the capacity of the busesinitsfleet. Thedistrict's
transportation department operates one bus for every 95 students receiving regular
transportation services. |f the transportation department had acomputerized routing system,
it could run various scenarios that could possibly increase the number of students on a bus.
Inrelationtoitspeer districts, BCSD transportsthelowest number of studentsper district bus.
(Table5-3). See F5.17 and R5.5 for further discussion on bus capacity utilization.

Sate Funding

F5.12

School districts must file annual forms with the Ohio Department of Education (ODE)
regarding their transportation services. These forms are used by ODE to determine the
reimbursement thedistrictswill receiverelated to their regular and specia needstransportation
programs.

The state funding for transportation is passed through to the district in the state foundation
payments twice a month. The state bases the amount of the current year funding on the prior
year’ sinformation until the T-1 Formiscompleted in October. The amount of funding isthen
adjusted the following January. For FY 1997-98, the district’ sfunding was generated by cost
per mile for Type | transportation on board-owned buses and dollars per pupil for Type IV

Transportation
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payments to parents in lieu of transportation. The district received $129,488 for the
transportation of regular education students. This state funding represents approximately 28
percent of the district’ s transportation costs related to regular education students.

The T-Formssubmitted by BCSD for FY 1997-98 contained inaccurate data. A reconciliation
of the T-Forms revealed that the district identified total eligible students and not the total
number of students actually riding district busesonthe T-1 Form. In determining the average
number of studentsthat are being transported on district buses, the transportation department
did not use October Survey formsand could not state with certainty the actual average number
of students transported on district buses. Therefore, an actual regular needs student
transportation count could not be verified. In addition, BCSD identified capital expenditures
for the purchase of anew buswhichisnot related to home-to-school transportation onthe T-2
Form. Thedistrict also identified two specia needs students under both TypeV regular needs
transportation on the T-1 and T-2 Forms and special needs transportation on the T-11 Form.

Py)
w

The BCSD submitted the T- Formswith incorrect datato the Ohio Department of Education.
The district should submit corrected FY 1998-99 T- Forms to the ODE. In addition, the
district should develop procedures to ensure that accurate reports are prepared. Included in
the preparation of these reports should be representatives from the transportati on department,
treasurer’s office and superintendent’s office whose signatures on these forms certify the
accuracy of the data reported. In addition there should be areview process by a person that
is independent of the data gathering process to ensure the policy was followed and accurate
amounts are reported to the Ohio Department of Education. BCSD should contact ODE to
receive the necessary assistance and training in meeting these objectives.

The accuracy of these reports is necessary to ensure the district receives the maximum
allotment of funding without overstating amountsand possibly incurring aliability for thefunds
they receive based on the overstatement of the numbers. In addition, the ability to capture
accuratedistrict operational dataisvital in devel oping comparative statisticsused by ODE, the
district and the community stakeholders.

Financial Implication: BCSD identified two students under both Type V regular needs
transportation and special needs transportation; therefore, the district reported an excess
expenditure of $17,775 on the T-2 Form for regular needs transportation. Because BCSD’s
transportation allowance is based on the cost per mile, the inaccurate data would not have
affected the district’s regular needs transportation allowance from the state. In addition,
BCSD identified capital expenditures for the purchase of a bus on the T-2 Form for $52,569.
Because bus purchases are capital expenditures and not an operating expenditures, the district
should not list this expenditure on the T-2 Form.
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Although not directly used for reimbursement purposes, the information is important for
devel oping comparative statistics and trends on both a statewide and local level. 1n addition,
ODE usesthe information to ensure school districts have not been reimbursed morethan their
actual expenditures for regular needs transportation.

General Operations

F5.13 The following table illustrates the increase in actual transportation costs.

Table5-10: Actual Expenditures

FY '96-97 FY ‘97-98 Dollar Percent | FY ‘98-99 Dollar Per cent
Actual Actual Increase Increase Actual Increase | Increase
Total Cost | $471,776 $524,859 $52,343 11% $466,547 ($58,890) (11%)

Source: FYs1996-97, 1997-1998 and 1998-1999 4502 Reports

F5.14

The treasurer attributes the inconsistency in expenditures largely to the mis-classification of
expenditures. Inaddition, another contributing factor wasthe charging of purchased services
from FY 1996-97 to the FY 1997-98 budget.

Approximately 983 regular education public and non-public students are dligible for
transportationwithintheBCSD boundaries. Non-public studentsare studentswholivewithin
BCSD boundaries but attend private or parochial schools. The overall cost to transport a
BCSD regular education student, for all methods of transportation, is $494 based on FY
1997-98 actual expenditures.

As with most school districts, the cost for BCSD to transport special needs students is
dramatically higher than the cost to serveregular education students. An estimated 27 special
needs studentswere eligiblefor transportation. The cost per special needs student during FY
1997-98 was $3,103 or $2,675 more than the cost to serve regular education students. The
following factors contribute to the higher cost for special needs student transportation:

I The number of special needs students requiring transportation and the location of the
special education classes to which students are assigned.
I Theuse of aides on the special needsroutes. Aides are assigned to these routesto help
thedriver load/unload students, to maintain order on the busesand to attend to the special
needs of the students. The billing rate for bus monitors averages $9.85 per hour.
Special needs students may require door-to-door service not available to regular
education students. Thetimerequiredtoload/unload specia needsstudentsishigher than
regular students. Both of these factors directly impact the length of time for the route.
Specia equipment is needed to transport special needs students. Some buses purchased
for special needs programs require special features (lifts, restraints, etc.) which makes
these buses more expensive to purchase and maintain.

Transportation
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I The number of specid needs students per bus is usualy lower than for regular
transportation routes. Thisisdue mainly to thelocation of the students, the di splacement
of regular seats, the need for special equipment, the riding time considerations and the
individual attention needed by students on these routes.

Thefollowing table detail sthe number of studentsand cost per student for regular and specia

needs students.
Table5-11: Transportation Cost
Eligible Students FY 1997-98 Costs Cost per Student
Regular Education 956 $472,466 $531
Special Needs 27 $83,772 $3,103
Total 983 $556,238

Source: FY 1997-98 T-1, T-2, T-11 Forms, and BCSD transportation department

F5.15 Performance of transportation services can be measured by various means. The following
table presents selected operating ratios for BCSD and other peer districts for regular
education students.
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Table 5-12: Regular Education Operational Ratio Peer Comparison

Regular Education Sheffield- Peer
FY 1997-98 Brooklyn | Columbia | Rocky River | Sheffield Lake | Average
District Buses:
Operational Data:
Active Buses 9 13 14 18 14
Average Driver Wage $15.72 $11.97 $15.50 $13.40 $14.15
Operational Ratios:
Cost per Mile $2.99 $1.68 $3.27 $3.59 $2.88
Cost per Bus $50,642 $26,191 $32,246 $31,178 | $35,064
Cost per Student $531 $266 $329 $320 $362
Students per Bus 95 99 98 97 97
Number of Students 859 1,282 1,371 1750 1,316
Contracted Yellow Buses:
Cost per Student N/A N/A $663 N/A $663
Number of Students N/A N/A 4 N/A 4
Public Transportation:
Cost per Student N/A N/A N/A N/A N/A
Number of Students N/A N/A N/A N/A N/A
Payment In Lieu of
Transportation:
Cost per Student $172 $172 $172 $172 $172
Number of Students 97 1 9 19 31
Board owned other than school
bus:
Cost per Student N/A N/A $1,199 N/A $1,199
Number of Students N/A N/A 1 N/A 1
Contractor owned other than
school bus:
Cost per Student N/A N/A $492 N/A $492
Number of Students N/A N/A 33 N/A 33
All Modes of Transportation:
Cost per student $494 $266 $334 $267 $340
Number of Students 956 1,283 1,418 1,769 1,357

Source: BCSD’sFY 1997-98 T-1 and T-2 Forms

Regular needs operational ratioswithin the BCSD transportation department do not compare
favorably with those of its peer districts. The district has the highest cost per student on
district buses of $531, as compared to Columbia, Rocky River and Sheffield-Sheffield Lake
City School Districts at $266, $329 and $320 respectively. The cost per bus of $50,642 in
BCSD was aso the highest among the peer districts with Columbia, Rocky River and

Transportation
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Sheffidld-Sheffield Lake at $26,191, $32,246 and $31,178 respectively (Table5-12). Some
of the contributing factorsthat explain BCSD’ s higher operating costs are the transportation
department not taking advantage of automated routing software for regular education busing
(R5.4 and R5.15) and alow student capacity per district bus, coupled with a high number of
transportation routes scheduled with one and two runs per route (R5.5). Comparatively,
Rocky River City School District operates a high number of routes with two and three runs.
(Table 5-9). The high amount of overtime usage (R5.9) and a high percentage of sick leave
for bus driversin the transportation department (R5.11) a so contribute to the district’ s high
operating costs.

Thedistrict does not use routing software to design busroutes. Instead, routes and stopsare
manualy adjusted from the previous school year routes, with the majority of students
assigned to historically established cluster or corner stops. However, due to unfavorable
school bell times and the inability to use optimization in designing routes, BCSD is not
currently designing bus routes at the optimal efficiency level that can be achieved using
automated routing software.

Thedistrict should thoroughly examinethe possibility of implementing any optionsand tools
that could incrementally increase bus capacity levels for regular education students
transported on district-owned yellow buses. Additional efficienciesmay not be possibleusing
the current manual process.

If BCSD utilized transportation routing software, the district could decrease transportation
costs through more efficient route design and bus capacity utilization. The use of the
availableroute optimization software during the annual route design processwould alow the
department to test multiple route and school bell scenarios that could identify optimally
efficient student per bus levels. The testing of various route and bell schedules could allow
for more efficient route design which would help the district limit driver idle time and comply
with board digibility criteria. The result of these efforts could allow the district to realize
additional efficiencies in terms of transportation costs. Options available to help ease the
transition and learning curve include training from the vendor or entering into an annual
contract with the vendor for the performance of all route design and optimization duties. See
F5.36 and R5.5 for further discussion on bus routing technology.

Table 5-12 shows that the BCSD school district operates one bus for every 95 students
receiving transportation. Based onthedistrict’ scurrent buscapacity utilization of 95 students
per bus, the district is not operating its transportation department at full capacity. Bus
capacity utilizationisdefined at 85 percent of the manufacturer’ s seating capacity for the bus.
Based on the information provided on the T-1 Form, the BCSD’ s bus capacity utilization is
operating at 81 percent. However, due to inaccurate reporting on the T-1 Form, it is
estimated that regul ar needs student transportation countsarelower than reported, which may
affect bus capacity estimates (F5.12).
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R5.5 Thedistrict’slow bus capacity utilization contributesto its high operating ratios of $531 per
student. The district should examine its bus capacity utilization to determine maximum
transportation efficiency. To attain abusutilization capacity of 85 percent, thedistrict should
be transporting 100 students per bus. However, even small incrementa increases in the
number of students per bus could reduce transportation costs.

Table5-13 identifiesthe implications of selected incremental increasesin bus capacity levels
from the current level of 95 students per bus (48 total students per bus among two runs per
route) which represents 81 percent of the manufacturer’s seating capacity. Although
increases in bus capacity utilization to 85 percent of the manufacturer’ s capacity may appear
optimistic, achieving levels realized in other districts, as footnoted in Table 5-13, would
potentially allow the district to realize significant costs savings.

Table 5-13 Regular Needs Student Per Bus Capacity Utilization Analysis

Students per Bus | Number of Buses Required | Potential Buses Reduced* Potential Cost Savings*
952 9 N/A N/A
100 8 1 $44,978
105 7 2 $89,956
110 6 3 $134,934
1153 5 4 $179,912

Note: The district needs to average students per bus to reach 85 percent of the manufacturer’ s seating capacity.

!Based on 859 regular education students transported on district yellow buses.

2Current students per bus average capacity is approximately 48 students per bus as BCSD basically operates two runs per routein
the morning and one run per route in the afternoon.

SWhile Mansfield City School District and Warren City School District average 102 and 103 students respectively, Hamilton City
School District Euclid City School District, and Southwestern City School District averages 110,117 and 130 students per bus.
“Based on BCSD cost per bus of $44,978 for district-owned regular yellow school bus transportation. The calculation for the cost

per bus s different than in Table 5-3 because administrative and overhead costs have been deducted.

Financial Implication: The savings associated with areduction in the size of the busfleet are
reflected in R5.2.
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F5.18 Thefollowing tableillustrates the specia needs transportation operational ratios of the peer
districts. The emphasisof the comparison is on the cost of transportation per student by the

various methods used to transport special needs students.

Table 5-14. Special Needs Oper ational Ratios Peer Comparison

Special Needs Education Sheffield-
FY 1997-98 Brooklyn Columbia Rocky Sheffield Peer
River Lake Average

District Buses:

Operational Data:

Average Driver Wage $15.72 $11.97 $15.50 $13.40 $14.15

Average Bus Monitor Wage $9.85 N/A $10.27 $8.41 $9.51
Operational Ratios:

Cost per Mile $1.51 $1.25 $8.30 $2.66 $3.43

Cost per Student $3,103 $4,098 $3,445 $2,168 $3,203

Number of Students 23 16 26 12 19
Contracted Yelow Buses:

Cost per Student N/A N/A N/A N/A N/A

Number of Students N/A N/A N/A N/A N/A
District Owned Other
Vehicles:

Cost per Student $8,888 N/A $6,730 $475 $5,364

Number of Students 2 N/A 2 5 3
Contracted Other Vehicles:

Cost per Student N/A N/A $2,407 N/A $2,407

Number of Students N/A N/A 14 N/A 14
Parent/Guardian Contract:

Cost per Student N/A N/A N/A N/A N/A

Number of Students N/A N/A N/A N/A N/A
Public Transportation:

Cost per Students N/A N/A N/A N/A N/A

Number of Students N/A N/A N/A N/A N/A
Taxi:

Cost per Student $10,334 N/A $2,524 N/A $6,429

Number of Students 2 N/A 2 N/A 2
All Modes of Transportation:

Cost per Student $3,103 $4,098 $3,445 $2,168 $3,203

Number of Students 27 16 44 17 26

Source: BCSD’s T-11 Form and transportation department records

The BCSD’ stransportation department transports specia needs studentson district operated
other vehiclesat ahigh cost of $8,888 per student. Thedistrict’sspecial needstransportation
cost of $10,334 per student for taxi servicesisaso high. Rocky River City School Digtrict,
for example, has a cost of $2,524 per student for taxi services. Some of the contributing
factorsthat explain BCSD’ s high operating costs for special needs busing on district owned
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vehiclesarethe salary rates of the senior busdriverswho bid on specia needsroutes, coupled
with the extended school year of 210 days (Table 5-14). Other contributing factorsinclude
the high amount of overtime, averaging 11 days or $2,010 a year per employee (R5.9), and
the high number of sick days taken, averaging 9.9 days per employee (R5.11). Some of the
contributing factorsthat explain BCSD’ shigh operating costsfor specia needsbusing by taxi
services are the district’ s lack of review standards on the cost effectiveness of other means
of trangportation (R5.6) and the district’s non-use of parental contracts (R5.7).

py)
o

BCSD should explore more cost effective methods of delivering its special needs
transportation services. Other digtricts in the greater Cleveland area are able to provide
contracted special needs transportation at significantly lower costs. Euclid City School
District spends $1,026 per student and Cleveland Heights-University Heights City School
District spends $3,954 per student for contracted speciad needs transportation services.
Toledo and Akron City School Districts spend an average of $630 per student for parental
contracts to transport special needs students.

Financial Implication: The district currently transports two special needs students on
contracted other vehicles at acost of $10,334 per student. If the district was able to reduce
its costs for contracted special needs transportation services to those in Cleveland Heights-
University Heights, it could realize an annual savings of approximately $12,760.

F5.19 BCSD identifies specia education students as required by federa and state laws and follows
the steps outlined in “ Whose IDEA is This?: A Resource Guide for Parents’ published by
the Ohio Department of Education. Once it is determined that a child has a disability, an
individualized education program (IEP) iswritten for the child. ThelEPincludesa statement
of specific specia education and related services, including transportation. The | EPindicates
if speciaized busing serviceis required and the type of service needed.

Not all special education studentsrequire specialized transportation. Those studentswho can
be accommodated through the regular transportation program are classified asregular riders.
Only those special education students requiring specia transportation services are classified
as special needsriders. Therefore, the number of special education studentsfound elsewhere
in this report may exceed the number of specia needs students used in the transportation
section. Ohio Administrative Code Section, 3301-51-10(C)(2) states that “ School district
transportation personnel shall be consulted in the preparation of the Individualized Education
Program (IEP) when transportation isrequired asarelated service and when children’ sneeds
are such that information to ensure the safe transportation and well-being of the child is
necessary to improve such transportation.”

F5.20 The department of pupil services works with the special needs programs located within the
various schoolswhere studentsaretransported. Personnel inthe department of pupil services
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state that the district does not determine attendance times at schools for specia needs
students. However, if a student requires a specia start and/or end time, an accommodation
ismade. Thedepartment of pupil services, the staff in each school, the special needs student
and the student’ sguardian areinvolved in the development of the |EP. When adetermination
ismadethat astudent requires special transportation, the appropriate paperwork isforwarded
from the department of pupil servicesto the department of transportation for the delivery of
transportation services.

Transportation personnel should be included in the |EP process for students who require
specia transportation services. Thisinvolvement would allow individua swho areexperienced
with transporting students with special needsto givetheir input inthe |[EP. BCSD’ s cost per
student on district buses for regular transportation is $452, as compared to specia needs
transportation which is $3,103. Since the cost of regular transportation is less than the cost
of special needs transportation, the district would benefit by ensuring all students requiring
specia needs trangportation actually need the additiona service.
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F5.21 The following table presents statistics relating to non-public riders in the peer districts.

Table 5-15: Non-public Student Transportation Peer Comparison
Sheffield-
FY 1997-98 Brooklyn Columbia | Rocky River | Sheffield Lake

Non-public Students Eligibleto Ride 205 123 367 285
Non-public Students on District Buses 108 122 358 266

% On District Buses 53% 99% 98% 93%

Cost per Student $531 $266 $329 $320
Non-public Students on Contracted Buses N/A N/A N/A N/A

% On Contracted Buses N/A N/A N/A N/A

Cost per Student N/A N/A N/A N/A
Paid “In Lieu of Being Transported” 97 1 9 19

% Paid “In Lieu of Being Transported” 47% 1% 2% 7%

Cost per Student $172 $172 $172 $172
Non-public Students on Public N/A N/A N/A N/A
Transportation

% On Public Transportation N/A N/A N/A N/A

Cost per Student N/A N/A N/A N/A
Average Cost Per Student $494 $266 $334 $267

Source: Transportation departments T-1 and T-2 Forms
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F5.22 Table 5-16 details dtatistics relating to non-public students and cost per student by
transportation method for the BCSD. BCSD utilizes parents to transport students to non-
public schools in lieu of transportation on district buses. Parents were paid $172 per child
during school year 1997-98 to transport their children. The state advances school districts
100 percent of this annually determined amount based on data reported on the T-1 Form.

Table5-16: Cost of Transportation for Non-public Students
Eligible Total Cost per
Non-public Students Students Cost Student
Bused by BCSD 108 $48,816 $531
Paid “In Lieu of Being Transported” 97 $16,684 $172
Total 205 $65,500

Source: FY 1997-98 T-1 Forms, T-2 Forms and transportation department records

Personnel

F5.23 Table 5-17 presents an analysis of key contractual issues among the peer districts that have
the potential to affect the cost effectiveness of providing transportation services.

Table5-17 Comparisons of Transportation Staff Contractual | ssues

Sheffield -
Brooklyn Columbia Rocky River Sheffield Lake
Number of Guaranteed Hours:
BusDrivers Hoursassigned | Hoursassigned | Two hoursam. | Four hours a day
and two hours
p.m.
Monitor JAides Same as bus Same as bus Same as bus Same as bus
drivers drivers drivers drivers
Substitutes No No No No
I n-service days daily rate daily rate two hr min daily rate
Pre-trip, fueling and cleaning | 15 min 30 min 30 min 15min
Overtime 7.5 hours/day not stated 40 hours/wk 8 hours/day
37.5hours/week 40 hours/week
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Sheffield -
Brooklyn Columbia Rocky River Sheffield Lake
Route Bidding:
Annual By seniority By seniority By seniority By seniority
Vacancy By seniority, By seniority, no | By seniority, no | By seniority, no
no limit limit limit limit
Benefits:
Sick Leave 15 days 15 days 15 days 15 days
After 5 years max accum 245 | max accum 245 | unlimited accum
32% payout days days
After 15 years
30% max 50
days
Attendance I ncentive None Yes $18.75a 150 sick leave Perfect attend,
month for 8 hr. | daysaccum one day’s pay
Then pro-rated 130 sick leave
days accum
Perfect attend, One extra One extra
then pro-rated personal day personal day
Number of Guaranteed Hours:
Vacation Must work No Oneday for each | No
summer runs to month worked.
qualify Must work at
least six months.
Max 10 days
Personal L eave 3 days 3 days 3 days 3 days
Probation Period 120 days None 180 days 75 days
Evaluation Process and annually none stated none stated twice annually
Frequency
Ability to Sub-contract Yes Yes Yes No

F5.24 The transportation department is managed by a transportation supervisor. The department
also has one full-time mechanic, eleven bus drivers and two bus monitors, all reporting to the
transportation supervisor. The transportation supervisor reports to the business manager.

The BCSD transportation employees are represented by the Ohio Education Association
(OEA) and the National Education Association (NEA). The contract between the board of
education and the OEA and the NEA continues through June 30, 2000.
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All transportation personnel receive sick leave, persona leave and holiday pay. Busdrivers
and bus aides are considered full-time employees and receive the following leave benefits:

I Sick leaveisaccumulated at arate of one and one-fourth days per month
1 Three personal days
1 Eleven holidays

Bus drivers and bus monitors receive overtime a a rate of one and one-half times the
employee sregular rate of pay for hoursin excess of 37.5 hours per week and hoursin excess
of 7.5 hours per day.

BCSD should take steps to better control overtime payments to transportation personnel.
One option would beto negotiate contract language that would allow overtime payment only
when an employees weekly hours exceed 37.5.

Financial Implications: In FY 1997-98, BCSD’s transportation department spent an
estimated $24,118 in overtime, averaging approximately 11 days or $2,010 a year per
employee for 12 bus drivers. If BCSD could reduce overtime use by 10 to 15 percent, the
district could realize salary and benefit savings of $2,800 to $4,200.

BCSD’ s transportation employees averaged 9.9 days of sick leave in FY 1997-1998. The
agreement with OEA/NEA requires an employeeto provide aphysician’smedical certificate
and areturnto dutiesreleaseformif absent for more than ten consecutivework days. Further
analysis on leave usage is covered in the human resour ces section of this report.

BCSD does not provide transportation employees with attendance incentive programs to
deter absenteei sm and motivate employeesto cometo work. With an absenteerate averaging
9.9 sick days for transportation employees, the BCSD should consider implementing an
attendance incentive program.

The Mansfield City School District; for example, operates an effective program to improve
employee attendance and had the lowest absent rate (5.3 daysayear per employee) of the 21
urban school districts receiving the state mandated performance audit. For FY 1998-99, the
incentive included employeesreceiving one-half day off with pay for perfect attendance from
the start of the school year through January 17", and one full day off with pay for perfect
attendance for the entire year

Regularly scheduled bus runs to be bid for the upcoming school year are posted one week
prior to the scheduled bid date. Bid runs are awarded to the employee holding the highest
seniority. Busdriversretain the bid run for the entire year unless a run becomes vacant. In
the event a run becomes vacant or a new run is established after the school year has begun,
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the run shall is posted for bid and the most senior driver isawarded therun. Asaresult, his
or her run becomes available for bid.

R5.10 BCSD should limit the number of runsto be bid uponin an effort to restrict the domino effect
and keep bus drivers on their assigned routes. This procedure aso allows bus drivers to
become familiar with the route, students and school personnel, while students and school
personnel become familiar with the bus driver.

Bus Fleet

F5.29 Thetransportation department operates 12 buseswith no spares. Operating statisticsthat are
commonly used to review the age and condition of the busfleet are based on the average bus
age and the average mileage by model year. The BCSD’ shusfleet hasan averageageof 11.1
years.

There are no state guidelines for bus replacement. A general consensus among the
Department of Education, private bus contractors and transportation departments is that
buses should be replaced at 12 years of age or 200,000 miles for diesel buses and 150,000
miles for gasoline buses. However, regardless of age or mileage, as long as a bus can pass
inspection, the district may continue to use the bus for transportation. In FY 1998-99, the
BCSD’sbusfleet of 12 passed inspection by the Ohio Highway Patrol. BCSD currently has
eight buses in its fleet that exceed the parameter for replacement due to age. Of the eight
buses, two exceed the replacement guidelines due to mileage.
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F5.30 Table5-18 providesthe number of busesby model year, seat capacity and an average mileage
for the model year.

Table 5-18 Bus Fleet Analysis

Number of Buses by Seat Capacity Current
Model Average Mileage
Year 22 36 66 72 84 | Total EY 1998-99
1977 1 1 105,478
1979 1 1 139,720
1983 2 2 113,172
1984 1 1 135,950
1985 3 3 160,129
1991 2 2 135,787
1992 1 1 63,901
1997 1 1 13,446
Total 2 4 3 1 2 12

Source: BCSD'’ s transportation department

Table5-19 illustrates that the district would need to spend approximately $450,000 to upgrade the
bus fleet in order to be consistent with general replacement guidelines.

Table 5-19 Bus Replacement Plan

Regular Bus Lift/Handicapped Bus Total
Estimated Estimated Estimated
Replacement Replacement Replacement
Current Bus Condition $55,000 $60,000 Cost
200,000+ miles N/A N/A SN/A
12+ years 6 2 $450,000
Total 6 2 $450,000

Sour ce: Transportation department

F5.31 Busreplacement is funded in part by the state and the balance by the school district. Each
school district isreviewed independently by ODE using a complex formulato determine the
regular bus purchase alowance. The BCSD does not currently have a bus replacement
schedule; however, it isthe practice of the district to purchase a bus when enough money is
accumulated in the transportation budget from the state’ s bus purchase allowance.
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Maintaining an effective and pro-active preventive maintenance program could potentially
extend the useful life of district buses and help the district avoid a strict interpretation of
replacement guidelines. However, the district should prepare aformal bus replacement plan.
Included in this plan should be the number of busesto be replaced each fiscal year along with
the average age at the time of replacement and the estimated cost of replacement. Further,
the district should investigate and analyze the various potential funding methods for the bus
purchases. The funding method(s) selected should be included in the bus replacement plan.

InFY 1997-98, thedistrict purchased one 71-passenger regular needs school busfor $52,569.
The bus was purchased through the Ohio Schools Council Cooperative Purchase of School
Bus Chassis and Bodies.

The transportation department utilized a purchasing cooperative which maximized their
purchasing power. The cost to join the cooperative for bus purchases was $550. This fee
enabled the district to minimize its overhead costs for a bid because the fee included legal
advertising, bid preparation, bid printing, bid distribution and bid tabulations.

It is dso commendable that the district’s business manager takes an active role in the
cooperative' s bus purchasing committee. His participation makes him knowledgeable about
the marketplace.

The BCSD's trangportation department employees one full-time mechanic to service the
district’s 12 buses and 2 other board owned vehicles. Thetable below illustrates operational
dataincluding the number of mechanicsand servicemen employed to servicedistrict busesand
other vehicles as compared with its peer districts.

Table5-20: Mechanic Staffing L evels by Peer District

Rocky Sheffield- Peer
Operational Data Brooklyn | Columbia River Sheffield Lake | Average
Number of M echanics /Servicemen 1.0 1.0 20 20 15
Buses per M echanics/Servicemen 12.0 23.0 10.0 115 14.0
All Vehicles per Mechanic/Servicemen 14.0 26.0 16.5 155 18.0
Avg. Mechanic’sHourly Wage Rate $22.45 $12.20 $14.78 $14.56 $15.99

Source: School districts' transportation departments

F5.34 The BCSD employs one mechanic to service 12 buses and two other vehicles in its
The district’s transportation department employs fewer
mechanicsthanitspeer districts. BCSD hasthelowest all vehiclesratio of 14.0, ascompared

transportation department.
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to its peer average of 18.0. In addition, BCSD has the highest average mechanic wage rate
($22.45) of its peer districts.

R5.12 TheBCSD hasarelatively small busfleet (F5.34). A smaller busfleet affordsthe department
the ability to save on administrative costs. However, the district’s average mechanic wage
rate of $22.45 is the highest of its peer districts and is a contributing factor to high
transportation costs.

Financial Implication: BCSD should consider hiring a substitute mechanic to work the
overtime hours that were worked by the district mechanic in FY 1998-99. If a substitute
mechanic was hired at the peer average rate of $15.99 per hour, based on the amount of
overtime worked by the mechanic (225 hours) at an average hourly overtime rate of $33.67
($22.45 x 1.5), the district could save $3,978 annually in transportation costs.

F5.35 BCSD’s trangportation department purchases its fuel from aretail service station, BP Oil,
which islocated within the district. Drivers are responsible for fueling their assigned buses
by using the department’s credit card. The transportation supervisor monitors and records
fuel information and submits fuel receiptsto the office of the treasurer once amonth. While
BCSD usesavendor who hasthe ability to identify each purchase and deduct the federa fuel
tax from the retail price, the district does not take advantage of this option.
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The district should file an IRS Form 843 to request a refund on the federal excise taxes of
$0.244 per gallon on 26,554 gallons of fuel that were purchased in FY 1997-98. In addition,
the district should take advantage of utilizing BP Qil to deduct the federal fuel tax from the
retail price of fuel, from which it is exempt.

Financial Implication: If BCSD filed for arefund, it could recapture an estimated $6,479
that was paid in federal excise taxes.
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Technology

F5.36 TheBCSD currently doesnot utilize computerized routing software. Busroutesare manually
designed from historically developed cluster or corner bus stops. Table 5-21 provides an
assessment of the technology utilized in the BCSD’ s transportation department.

Table5-21: Transportation Department Technology Assessment

Transportation System Functionality Functionality Functionality
Available? Used?

Routing, Scheduling and Planning

Maintain geographical maps that can be edited by district staff No N/A

Create boundaries (school limits, walk limits) that can be edited by

district staff No N/A

Interface with the student information system to allow

downloading/uploading of student data No N/A

Create and schedule bus routes No N/A

Optimize routes to allow for the minimization of the number of

buses and run times and the maximization of bus capacity No N/A

Allow customization of data fields and route development so that

specia needs and hazardous conditions can be taken into

consideration No N/A

Has real-time on-line query capability to allow users to quickly

access needed information No N/A

Perform “what if” scenarios with different variables (bell times, tiers,

bus capacities, policy changes) to assist with transportation planning

and analyses No N/A

Generate standard and custom reports (management, driver

schedules, route directions, financial) No N/A

Fleet Maintenance

Maintain history of maintenance activities for individual vehicles No N/A

Interface with fuel usage/monitoring system No N/A

Schedule preventive maintenance activities No N/A
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Functionality Functionality
Transportation System Functionality Available? Used?
Classify and prioritize work orders and generate outstanding work No N/A
order listing to enable backlog analyses
Track status of work orders to allow for evaluation of labor No N/A
productivity
Maintain perpetual inventory of parts (quantities, unit cost, location) | No N/A
Track parts movement to help identify surplus, obsolete, and slow- No N/A
moving items
Generate standard and custom reports No N/A
Fuel usage/monitoring
Interface with fleet maintenance software No N/A
Contains security features and controls to prevent unauthorized
access to fuel pumps (fuel card/key, identification numbers) No N/A
Allow monitoring of fuel tanks to ensure fuel quality and detect No N/A
leaks
Generate management reports No N/A

R5.14 Thedistrict should consider the use of technology to better manageitsresourcesand increase
the efficiency and effectiveness of its transportation department as follows:

I The district should consider using transportation routing software. Transportation
software uses technology to consider and eval uate more alternatives for scheduling than
can be accomplished manually. The efficiencies that are gained through the use of
transportation routing software include the use of interactive updating capabilities of the
student data base and the running of “what if” scenarios. Several dternative setsof runs
and/or routes can be easily produced and evaluated to help transportation management
select the best case scenario consistent with district policies in an informed, uniform
manner. The effective use of route optimization softwareiswidely used to achieve route
capacity and run time efficiencies, resulting in reduced busfleet needs. The softwareaso
allows for the generation of awide range of standard and custom reports.

I Another software consideration is boundary planning/enroliment analysis. This software
can accurately tally and locate students living within any area specified by the district and
can simulate various school boundary changes which could assist in the closing/opening
of schools. Other software could include a custom report writer which would alow the
user to generate a wide variety of reports in minutes instead of hours or days. Besides
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the transportation department, the custom report writer could be used by administrators,
principas and attendance personnel providing a valuable tool for management analysis
and decision making.

In addition, the district should consider the purchase of fleet maintenance software that
would alow the district to more efficiently and effectively manage its bus fleet. The
incorporation of such software would alow the district to maintain equipment histories,
schedule preventive maintenance programs, generate work order reports and monitor
expense data, productivity and inventory levels.

Financial Implication: One routing software vendor, Education Logistics, Inc., promotes
that the effective use of its school bus transportation routing optimization software can
typically produce savingsin the range of 10 to 25 percent of thetotal fleet size. Based on FY
1997-98 operating information (Table 5-3), if BCSD’s transportation department would
effectively utilize routing software, the district could reduce its fleet by one to three buses.
SeeR5.2for ananalysisof potential cost savingsresulting from increased busfleet efficiency.
In addition to the savings resulting from a reduced number of buses, the district can
continually improve onits cost efficiencies by monitoring the routes and schedules during the
year. The effective use of technology in the transportation operation should also alow for
more efficient and effective allocation of the limited administrative staffing resources.

In recent performance audits, pricing for transportation routing software was acquired. Itis
estimated that the transportation routing softwarewill cost approximately $15,000. Also, the
district should plan on alowing an estimated $5,000 for implementation.

With the potential savings that could be generated through the effective use of routing
software, the payback is estimated at |ess than one year. Canton City School District, which
uses Edulog software, and the Parma City School District, which uses VersaT rans software,

can provide quality references on the effective use of automated routing/scheduling.
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Privatization

In performing a high level of potential privatization opportunities within the transportation
department, the major transportation functionsand activitieswere eval uated with respect to anumber
of criteriawhich areimportant considerationsin assessing privatization opportunities. Thefollowing
table details the assessment criteria and provides a description of the key issues.

Table5-22: Privatization Opportunities Assessment Criteria

Assessment Criteria

Description / Key Issues

Sufficient Volume?

Is the volume of work associated with function/activity sufficient to justify internal
performance? Does the function/activity require a sufficient “critical mass’ of resourcesto
enable operations?

Prohibitive control
requirements?

Are the management, oversight and control requirements associated with external
performance of the functions excessive?
- Would management time requirements increase as aresult of externa
performance of the function/activity?
- Would standardization of work methods and service levels be difficult to achieve?

Complexity?

Is the function/activity too complex to be performed by external resources?
- Arethetechnical skill requirements of the activity excessive?
- Arethe workload requirements associated with the function/activity difficult to
predict?
- Does performance of the function/activity involve coordination requirements
among multiple BCSD departments?

Influenced by
regulatory/compliance
environment?

Is the performance of the function/activity regulated?
- Areregulatory issues complex?
- Arenon-compliance liabilities significant?
- Aredocumentation and reporting requirements significant?

Significant capital
investment?

Are significant capital investments required in association with the internal performance of
the function/activity?

Procurable services?

Are high quality, external service providers available to perform the function/activity?
- Do anumber of aternative service providers exist?
- Isthe performance of the functiong/activity unique?
- Arehigh quality resources available?

Significant operating cost?

Will the potential benefits of utilizing external resources likely offset/exceed the potential
costs?

Quality?

Is there a high probability that external performance of the function/activity would reduce
quality and service levels?

- Would customers complaints likely increase?

- Would responsiveness decline?

- Would the quality of workmanship decrease?

Based on our assessment, it appears that student transportation has a moderate to high potential for
privatizetion. However, as discussed throughout this report, there are a number of areas which
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require detailed evaluation and change in the systems, processes and organization of the
transportation department. Consequently, a true evaluation and comparison of the BCSD’s
transportation department to private vendors cannot be performed until these issues are addressed.

Table5-23: Initial Privatization Assessment

Regular Special Needs
Transportation Transportation
Assessment Criteria Services Services
Sufficient Volume No No
Prohibitive Control Requirements Yes Yes
Complexity No No
Regulatory Influence No No
Capital Investments Yes Yes
Procurable Services Yes Yes
Operating Costs Yes Yes
Quality No No
Potential Privatization Opportunity Moderate Moderate

While the opportunity for privatization exists, the following two considerations that should be
addressed prior to pursuing privatization:

I Significant improvements can likely be realized internally without outsourcing.
I Assessing outsourcing from only a cost perspective would ignore important subjective costs
associated with privatization such as loss of control and potential lack of responsiveness.

Contracting operations could relieve BCSD of administrative tasks such as driver management,
payroll processing and maintaining the transportation department. Contracted services can bring
added flexibility to school district operations. Changes in staff levels, enrollment and school
schedules can all impact service levels which can be met by contractors on an as needed basis. In
contrast, thedistrict may haveto over-staff itsdepartment in order to meet periodic surgesin demand
for busing which would contribute to higher than necessary overall costs.

There are many options available for the provison of pupil transportation and BCSD may
competitively contract for al or some of its busing. BCSD may own, lease, share or sell capital
assets. In addition, BCSD may competitively contract for maintenance, management, operations or
a combination of services.
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Privatization can take at least two forms. One form would include BCSD signing a short-term
contract with a private vendor to provide transportation services and would reserve the right to
change vendors after a specified time. For this option, BCSD would retain ownership of its assets.
The other form would include the district selling its buses to a private contractor. The contractor(s)
would then |ease the assets back to the district and provide staff for maintenance and upkeep. The
district could also rent its transportation facilities to the contractor.

Postponing consideration of privatization opportunities until cost savings improvements have been
identified and implemented, at a minimum, ensures maximum cost savings generated by privatizing,
and may preclude the need to privatize altogether. Initialy, privatization when compared to current
operations may appear to offer an opportunity for cost savings. However, private vendors have a
financia incentiveto achieve cost savingsat alevel somewhat below thedistrict’ scurrent operations,
but not necessarily at the lowest cost.

By further improving internal operations, BCSD would have an opportunity to realistically assess
the advantages and disadvantages of privatization. Once adistrict has reduced its current operating
costs, it isin a better position to negotiate with vendors to determine whether more efficient and
lower cost operations can be provided.

To assess the total cost of contractor services, contract administration costs should be included.
Contract administration costs would include procurement, contract negotiations, contract award, the
processing of amendments and change orders, the resol ution of disputes, the processing of contractor
invoices, and contract monitoring and evaluation. In addition, a true cost of transportation should
be caculated to include the value of land, facilities, maintenance of the facilities, utilities and
insurance.
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Financial | mplications Summary

Thefollowing table represents asummary of annual cost savings, cost avoidance, additional revenue
and implementation costs. This table represents the savings that BCSD could potentialy realize
without utilizing a private contractor. For the purposes of this table, only recommendations with
quantifiable financial impacts are listed.

Summary of Financial Implicationsfor Transportation

Annual Cost Implementation
Recommendations Cost Savings Avoidance Cost
R5.2 Implement routing softwareto
improve routing efficiency $89,956 - $134,934 | $110,000 - $165,000
R5.6 Explore less costly options for
contracted special needs student
transportation $12,760
R5.8 Reduce overtime for busdrivers $2,800-$4,200
R5.12 Reduce mechanic overtime by
hiring a part-time mechanic $3,978
R5.13 Utilize vendor to deduct federal
excisetax for fuel purchases $6,479
R5.14 Pur chase and implement routing
software $20,000
Total $115,973 - $162,351 | $110,000 - $165,000 $20,000

Actua versus estimated annual cost savings could vary greatly depending on the total number of
buses reduced due to changes in transportation policies and efficiencies in routing. The estimated
cost for bus replacement addressed in Table 5-19 is not included in the above table. The capita
outlay required for the bus replacement plan is estimated at $450,000.
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Conclusion Statement

The Brooklyn City School District’s (BCSD) transportation department is currently operating at a
high cost with respect to the transportation of regular and specia needs students. Significant factors
that explain the district’s high operating costs are the district’s lack of automated routing software
to design routes and utilize bus capacity more efficiently, the high amount of sick leave used, the
overtime paid to transportation personnel, and the lack of review standards on the cost effectiveness
of other means of transportation for special needs students. Additionally, the filing of inaccurately
prepared transportation reports with the Ohio Department of Education and the inability to secure
supporting documentation for reported data has hindered the department’s ability to ensure
accountability and measure performance.

In order to realize significant reductions in operating costs, there are several options BCSD should
consider. BCSD should consider purchasing automated routing software to test various route and
bdl schedule modules to ensure that bus capacities are optimally designed and drivers are utilized at
the most effective levels. In addition, the district should consider implementing incentive programs
to reduce sick leave usage and should decrease the amount of overtime paid to transportation
personnel, whichtotaled $31,689in FY 1997-98. Thedistrict should also exploremore cost effective
methods of delivering its special needs transportation services by actively seeking price quotations
from specia needs transportation providers, in addition to evaluating the feasibility of providing this
service internaly.

The transportation department should develop procedures to ensure that accurate reports are
prepared when determining the number of studentstransported on district buses. The actual average
number of students being transported on district buses, as opposed to the total number of eligible
students, should be reported on state forms. In addition, representatives from the transportation
department, treasurer’s office and superintendent’s office who sign these forms should take
responsibility for certifying the accuracy of the data reported.

BCSD’ s transportation policy allows for the transportation of all resident students in kindergarten.
The policy aso providesfor the transportation of studentsin grades 1-4 who reside more than three-
tenths of amile, grades 5-6 who reside more than one mile and grades 7-12 who reside more than
two miles from the school in their designated attendance area. |If the district was able to reduce its
transportation fleet by up to three buses by increasing capacity utilization, improving routing, and
moving closer to state minimum standards, it could reducetransportation costs. However, thedistrict
should always ensure that operational changes do not compromise the educational needs and safety
of students.

Ananaysisto determineif thedistrict isaviable candidate for privatization indicatesthat amoderate
potential for privatization exists. However, postponing consideration of privatization until improved
operating efficiencies are achieved, ensures maximum cost savings are generated by privatizing and
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gives the district the opportunity to realistically assess the advantages and disadvantages of
privatization. Further increases in transportation department efficiency could serve to reduce the
viability of privatization even more. Finally, any efficiencies gained in the transportation department
would result in a higher percentage of funding available for general education.
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