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Historical Transportation Expenditures

Total Transportation

Year AVG Enrollment . AVG Exp/Student
Expenditure

2020-21 15,674 | $ 14,837,935 | $ 947
2021-22 15,008 | $ 17,265,914 | $ 1,150
2022-23 14,574 | $ 16,605,818 | $ 1,139
2023-24 13,682 | $ 18,173,262 | $ 1,328
2024-25 12,866 | $ 14,485,892 | $ 1,126

Per student transportation cost is decreasing after Empowerment Zone
Dissolution and expected to go back to Pre-Zone normal gradually



Historical Transportation Expenditures

Approximately

106 Bus Drivers

45 Bus Paraprofessionals
10 Routers & Dispatchers

2024-25 Transportation Expenditure
Breakdown by Categories

Expenditure Category Total Spent Expenditue % 9 Administrator & Support Staff
I Salary & Wages 3 6,378,209 44_0%] 8 Bus Mechanics + Foreman
| Employee Benefits | $ 2,712,382 18.7% ) | * SCallCenterAgents I
Contracted Services S 1,058,407 7.3%
Contracted Drivers | $ 1,620,794 11.2% — 16 Contract Drivers
Fuel S 909,505 6.3%
Vehicle Insurances S 633,319 4.4%
Supplies S 552,478 3.8%
Bus Purchase S 417,032 2.9%
Utility S 84,012 0.6%
Repair & Maintenance | S 74,446 0.5%
Other/Misc S 45,308 0.3%
Totals $ 14,485,892 100%




2025-26 Transportation Summary

12,786
Students

9,156 Regular +

416 SPED

Transportation Eligible
Students

127 Routes

106 Corporation Drivers
+ 16 Contracted Drivers

Unpicked routes will be absorbed into after bidding



Root Cause Analysis:

* What’s the Problem
with Transportation?

e What Are the
Solutions?



SBCSC Transportation — Problem Analysis

Problem
Students leave
because of below par

What Causes Below Par Transportation Services?

Core Problem Areas

Route Design Issues

Route Design - Coordination Issue between Schools & Routers

Routing

Bus Driver Retention Rate Low

Insufficient Training

Bus Driver Attendance Issues

Bus Driver performance issues

Lack of employee motivation

Dissatisfaction about Pay

Insufficient Bus Drivers

Retention problem from trainee programs

Bus Driver/Employee
Dissatisfaction, Lack of
Motivation & Subsequent
Performance Issues

Bus Repair problems Bus Mechanic/Repair
Transportat’on Bus Driver dlssa.t|.sfact|on about management Management/
. Inefficient management . . .
Services Lack of stakeholder buy-in in decision making Administration
Outsourced/Contract Driver expenditure too high Outsourcing

Route bidding process issues

Route Bidding Process

Call center inefficiency

Sub-Par customer service reviews

Dispatching process issues

Lack of customer service mentality

Customer Service




SBCSC Transportation — Problem Analysis

Core Problem Areas Solutions/Actions Taken since July 2025 Recommended Future Actions
Routi e Data driven re-routing for 2025-26 SY * Routing Software upgrade
S * Routers met and interviewed *  Work with schools to optimize coordination

* Taking steps to rebuild mutual trust between administration and union/employees

. * Bus driver/employee retention and perfect attendance special stipend ($1,000 +
Bus Driver/Employee $2,500)

Dissatisfaction, Lack of Motivation|> Developed perfect attendance policy for bus employees

& Subsequent Performance Issues |’ Involving driver/employees in decision making process, with regular meetings
e List of "habitual offenders" identified
* Budget approved to update training materials & resources

Start next negotiation earlier, possibly in March 2026
More performance driven compensatory incentives

e Assign "mentor" drivers group of "improving", "habitual
offender" drivers, with incentives

* Invest more on driver and bus personnel training

* Make Training program more attractive to retain trainees

¢ Multiple sessions with mechanics held ¢ Hire and train the new mechanic
. . Mechanic pay rates adjusted to be market competitive * Manage fleet effectively to reduce maintenance issues
Bus Mechanic/Repair e pay - : C I v .
* Allocation of 1 mechanic increased * Initiate performance review of mechanics based on
* Decision made for old buses to be discarded guantitative real repair data
Management/ 0 B e EeEEd ¢ Comprehensive r'eV|ew of all admlnls'trétlve jobs
ini i e Bus drivers and employees being involved in decision makin © EROMEER RIS PRSI HIE e
Administration ploy & J ¢ Quarterly meetings to be held with all employee groups
O * Strategy has been formulated - SBCSC needs to build internal capacity to end * Possibly absorb interested contracted drivers, to achieve a
g reliance on contracted drivers win-win situation
¢ Achieve better efficiency next year
Route Bidding Process ¢ Learning from lessons from this year * Prioritize corporation drivers
¢ Only bid to outside if routes remain unpicked
* Decision to discard ~30 very old (12+ yr), Problematic Max Force Buses . L.
Fleet Management * Decision to Maintain a good fleet with a reasonable buffer (120 drivers + 20%) Luf RN ESHEIEIERS
* Dispatching process update
¢ Maintain electronic log of all calls and analyze data to
. . e i ice; isfacti .
ETE Sl . lssues identified improve customer service; Customer satisfaction surveys

* Call Center employee training
* Employee Training on student management and customer
service




SBCSC Transportation — Problem Analysis

Ultimate Goals to Achieve: 2026-27 SY

[1 Have the highest paid bus drivers, routers, mechanics in the region

[1 Have the internal capacity rebuilt and possibly reduce reliance on contracted services

[1 Have at least 120 bus drivers to start with

[1 Have an optimized bus fleet

[1 Implemented performance incentive programs

[1 At least 50% improvement in driver performances (i.e: attendance, punctuality, accidents etc.)

[1 Reduce administrative cost and improve operational efficiency

[1 Improve Customer Satisfaction level




SBCSC Transportation — Problem Analysis

What Causes Below Par Transportation
Services?

Core Problem Areas

Soutions fActions Takensince July 2025

Recommended Future Actions

Ultimate Goak to Achieve:
026-27 SY

Route Design Issues

Data driven re-routing for 2025-265Y

Routing Software upgrade

Problem

Students feave
because of below
par Transportation
Services

Route Design - Coordination Issue Routing Routsys metand interviewed Work with sc hools to optimize coord ination
between Schools & Routers
BusDriver Retention Rate Low
Insuffident Training
S @t next negotiation eadier, possibly in
Bus Taking st ps to e huikl mutua | trust hetween ad minstiation f13rch 2026 -
v umionyemployees Implement more pefornaixe driven
" Driver/Employee i [
Bus Driver Attendan ce Issues . /_E p/‘ ¢ B e d rive /e mployee retention and perfectattendare special :onjpe:\sawry:l‘l:e!‘\twes "
Dissatisjactior, Istipe nd {51,000 + $2,500) Assign "mznto rivers gioup of

Bus Driver performen ce issues

Lack of Motivation
& Subsequent

Developed perfectattendance policy for bus employees
Ivolving driver/e mployees in decision making process, with
regubr mzetings

“improving”, "ha bituwal offe rde v d rive s,
withince ntives
Invest more ondriverand bus personnel

— Performance  |istof "habitwaloffenders" Kentified training -
Lack of employee motivation Issues Budget approved 1o update training naterials & esouces |3 ke DriverTaining progmm more
Dissetisfaction about Pay attiactive to e t@in trainees
Insufficient BusDrivers
Retention problem from trainee
programs
Hi) d tigin th hani
M ultiple sessions with mzchanis held M'::"e ':e':'e«:(ﬁ/:"';'f; r:d":ie
BusRepair problems Bus rMechani pay 1ates ad justad to be wa rketcompe titive repaif/ma ntenonee beoes
Mechanic/Repair |Pliocation ofl mechanic inczased Initate perforn@ixe evie w of mechanks
DecEion mad e forold buses to he discarded e N
based on quantitative weal repairdata
Bus Driver dissatisfaction sbout Comprehensive revie w of allad ministia tive
johs and optimize
management ) =
efiGent men ot Manragement/ Bus d rive rsurvey cond ucted Pefonmarke eview process for
s em: — Administration |BEdivers and employees heing involed indecision naking [adminstiators
Lack of stakeholder buy-in in dedsion Cumrterly meetings to be hekl withall
making e mployee groups
Outsour ced/Contract Driver expenditure out . IStrategy has heen formulated - SECSC neads to build intamal  |Possikly absorh interested contractad
too high atso urcing lcapacity to end reliance oncontiacted drivers d vivers, to ac hieve a win-win situation
Ac hizve bettereffkizncy nextyear
_— R Route Bidding R . Pricyitze corporationdrivers
Route bidding process issues Leaming friom lessons from this year - . N
Process only bid to outside if routes ren@in
unpi ked by SECSC drivers
Dealay in getting new buses DecEion to discard ~ 30very ok {12+ yi), Problematik Max
Fleet Foice Buses . s
Old Fleet Management Dec Eion to Maintaina good fleet with a easonable buffer Implementation of decision in phases

Too meny buses in fleet to menage

{120 drivers + 2096)

Call center inefficiency

Sub-Par customer service reviews

Dispatching process issues

Ladk of customer service mentality

Custormer Service

Issues identified

Dispatc hing process update
Maintin e kctionic g ofallcallsand

ana lyze d ata to improve customer s= v ke
call center employee tiaining

Employee Tiaining on stude nt manage mznt
and customersewvice

Have the highest paid bus
drivers, routers,
mechanics in the region
Have at least 120 bus
driversto start with

Have an optimized bus
fleet

Implemented
performance incentive
programs

At least S0% improvement
in driver performances
Reduce administrative cost
and improve operational
efficiency

Improve Customer
Satisfaction level




THANKYOU!

Questions?




