
Get on the Bus...
Moving From Outsourced 

to District-Operated 
Transportation:  

Save Money and Improve 
Customer Service



More continue to look 
at moving away from 

contracted services to 
district-operated 

student transportation 

2023



WHO IS 
IN THE ROOM 



MOVING FROM CONTRACTED 
SERVICE TO DISTRICT OPERATED 

TRANSPORTATION MAY NOT FULLY 
ADDRESS BUS DRIVER SHORTAGES!  

But we will share 
what we did to help 
address this issue!



“Everyone’s in the same 
boat,” said Ron Ernenwein, 
president of School 
Transportation Association 
of Massachusetts (STAM). 
“There’s not a single 
member (of STAM) reporting 
they’re fully staffed.”

    August 18, 2023



What we will accomplish today!



Examine the lessons learned by one 

district to help other districts complete 

their own analysis - setting the context

What we will accomplish today!



What we will accomplish today!

Identify ways to help determine if a 

transition to district-operated 

transportation is right for your district



What we will accomplish today!

Your take-away:  An overview of all 

elements you need to consider to do 

your own district analysis & a blank 

spreadsheet to get you started.



Deputy Superintendent, Chief Operating 

Officer & Chief Financial Officer, 

Worcester Public Schools (MA)

Chair, Education Committee, ASBO 

International 

Brian E. Allen 

@Brian_E_Allen 

@Brian Allen 



John Hennessey
Director of Transportation 
Worcester Public Schools

2023 Distinguished Service Award
National Association of Pupil Transportation 

Michael Freeman
Assistant Director of Transportation 

Worcester Public Schools 



Recognitions

ASBO International  
2023 Pinnacle Award of Achievement



Recognitions

Massachusetts Association of School Business Officials 

2023 Donald Johnson Operational and Cost Efficiency 

Award Recipient 



WORCESTER PUBLIC SCHOOLS

Worcester, Massachusetts 

24,000 students | 50 schools and programs
Half of the students ride the school bus daily 
Level of Service (pre-Covid):

101 Full-Size Bus Routes (corner-to-corner)
 95 Mid-Size Bus Routes (curb-to-curb)
 21 Wheelchair Bus Routes (curb-to-curb)
Modified three-tier system

206,000 residents in 2021
2nd largest city in New England
113th largest city in nation 
39 miles west of Boston
39 miles east of Springfield
37 miles north of Providence, RI

http://www.google.com/url?sa=i&rct=j&q=map+of+worcester+in+massachusetts&source=images&cd=&cad=rja&docid=SqfEC2XNPIHW4M&tbnid=KltdKfHMUwzUsM:&ved=0CAUQjRw&url=http://commons.wikimedia.org/wiki/File:Worcester_ma_highlight.png&ei=S9F1UanTEseK0QHpgYGABQ&bvm=bv.45512109,d.dmQ&psig=AFQjCNEe-ipZaatIXlNKJNZTCaaCfb8ARQ&ust=1366762130203411


Starting Point… 
We had:
 Transportation Director

 One Router.  The district did 
routing for all buses
 
 The district operated 40 
mid-size special education routes



Phase 2
We added:
 Assistant Transportation
             Director

 One Additional Router.  
 
 14 full size bus routes

               1 bus mechanic
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The Start: 
Contract Term Vendor

2015-2020 11% increase

2010-2015 15.6% increase

2005-2010 6.1% increase



And then: 





From:  Simon Sinek’s Performance vs Trust.



Customer 
Service

Cost  

Your Analysis 

Control   
Driver 

Recruitment    

What’s most important to your 
district?



Things we heard….
“Schools shouldn’t be in 
the transportation 
business” 

Our response….

We are very successful in 
district-operated school 

nutrition, custodians, and 
building maintenance. 



“Vendors can get drivers 
from their other depots 
to address shortages” 

The drivers we hire stay in 
the district and aren’t 

shuffled around to support 
other districts.



“You can’t do it cheaper 
than a business” 

We don’t need to make a 
profit.   We put students 
ahead of shareholders.



“You’ll never make this 
work” 

Ok! We agree to disagree! 
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School Committee Vote Taken on 

AUGUST 26, 2021

295 DAYS TO 

FULL DISTRICT-
OPERATED 

TRANSPORTATION



In 295Days….

Find a location*

Buy 165 Buses

Hire Bus Drivers 
& Monitors

June 17, 2022 
First Day of 

Summer School



Places we Visited and Studied

Erie, PA

Shelton, CT

Savannah-Chatham

Ritenour School District

Richardson ISD
Dallas
Pflugerville ISD

Francis Howell School District

Minneapolis Public Schools
Eden Prairie Schools
Edina Public Schools 















Initial Project Delayed by 2 years!
First RFP Issued May 23, 2019  
Final Contract Signed May 10, 2021  











Cost of Asphalt for Parking Lot











million in annual savings





60 Drivers Trained 
through MassHire 

Program



Invested Portion of Savings in Customer Service 

& Training  

6 Full Time Safety & 
Training Staff

3 FT and 5 PT 
Dispatchers & 
Customer Service 
Staff  
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Invested a portion of the savings in new 

safety features for the buses

First Light Safety Illuminated School Bus Sign 
and Stop Arm 



Invested a portion of the savings in new 

safety features for the buses

Collision Mitigation System



Invested a portion of the savings in new 

safety features for the buses



Invested a portion of the savings in new 

safety features for the buses

Child check system Crossing arm in front of the 
bus

Drop down chains

Additional entry handrail Matte black front hood to 
reduce glare

Loose tire nut indicators 

Relocated front door 
open/close button

4 camera video system Wi-Fi Camera Download (no 
need to pull memory stick 

from bus) 





One Year Later
August 19, 2023



Athletic & Field Trip Savings 

reduction in the cost of Athletic 
& Field Trip transportation costs

75%



Savings 

Added $600,000 to 
Instructional Supplies & 

Materials 



76% reduction 
in complaints 
from schools 

and parents in 
the first year

In Year 1:  



Getting Started



Space Needed



Fueling 



Maintenance



Staffing 



Customer Service 
& Dispatch 



Supervisors, 
Trainers, & 

Support 



District 
Administration & 

School 
Committee 

Support 



Analysis you need to do! 



Analysis you need to do! 
Bus Drivers
- How Many?  
- Substitutes/Spares 
- Hourly Rate
- Hours/Days Worked
- Holidays, PTO
- Summer, Training, OT
- Benefits 



Analysis you need to do! 
Bus Monitors/Aides
- How Many?
- Substitutes/Spares
- Hourly Rate
- Hours/Days Worked
- Holidays, PTO
- ESY, Training, OT
- Benefits



Analysis you need to do! 

Support Staff
- Supervisors
- Safety/Trainers
- Dispatchers, 

Office Staff
- Training Materials



Analysis you need to do! 

Mechanics
- Number
- Hours Hourly Rate
- Hours/Days Worked3
- Tools & Equipment



Analysis you need to do! 
Buses
- Purchase/Lease
- Maintenance

- Tires
- Batteries
- Lights
- Oil 

- Insurance



Analysis you need to do! 

Location
- Parking 
- Office Space, Driver 

Space
- Furniture, Computers, 

Printers
- Utilities & Internet
- Custodial and 

Maintenance & Trash 



Analysis you need to do! 

Fuel
- Type 
- Location 
- Cost
- Equipment  
- Maintenance 



Analysis you need to do! 

Vehicle Replacement Schedule 



District Operated Transportation Analysis 
Starting Guide



District Operated Transportation Analysis 
Starting Guide



District Operated Transportation Analysis 
Starting Guide



District Operated Transportation Analysis 
Starting Guide



Do you want to do the analysis?
You will be 
asked to make a 
copy of the 
Transportation 
Self Op Cost 
Guide Google 
Sheet

https://docs.google.com/spreadsheets/d/1pEshD_tayPdKzMgziRARlPyyAJf250ND/copy
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