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GOVERNMENT THAT WORKS

OPPORTUNITIES FOR CHANGE
The Report of the Township of Bloomfield Board of Education Budget Review Team

New Jerseyans deserve the best government that their tax dollars can buy. Governor Christie
Whitman is committed to making State government leaner, smarter, and more responsive, by
bringing a common sense approach to the way government does business. It means taxpayers
should get a dollar’ s worth of service for every dollar they send to government, whether it goes to
Trenton, their local town hall or school board.

Government on al levels must stop thinking that more money is the solution to their problems,
and start examining how they spend the money they have now. The State's taxpayers cannot
afford to keep sending money to their government. It is time for government to do something
different.

There is no doubt that local government costs -- and the property taxes that pay for them--have
been rising steadily over the last decade. Until now, the State has never worked with towns to
examine what is behind those rising costs. That is why the Local Government Budget Review
Program was created by Governor Whitman and State Treasurer Brian W. Clymer. Its mission is
simple: to help local governments find savings, without compromising the delivery of services to
the public.

The Local Government Budget Review Program fulfills a promise Governor Whitman made in her
first budget address, when she offered the State's help to local governments looking to cut costs.
This innovative approach combines the expertise of professionals from the Departments of
Treasury, Community Affairs and Education, with team leaders who are experienced local
government managers. In effect, it gives local governments a management review and consulting
service provided to them at no cost by the state.

To find those "cost drivers' in local government, the teams will review al aspects of the local
government operation, looking for ways to improve efficiency and reduce costs. The teams will
also document those State regulations or legislative mandates which place an unnecessary burden
on loca governments, and suggest which ones should be modified or eliminated. Finaly, the
teams will note where local governments are utilizing "Best Practices' -- innovative ideas that
deserve recognition and that other municipalities may want to emulate.

This intensive review and dialogue between local officials and the review team is designed to
produce significant insight into what factors are driving the costs of loca governments, and
provide the necessary tools to bring meaningful property tax relief to the State.
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THE REVIEW PROCESS

In order for a town, county or school district to participate in the Loca Government Budget
Review program, a majority of the elected officials must request the help of the Review Team
through a resolution. There is a practical reason for this. to participate, the governing body must
agree to make all personnel and records available to the Review Team, and agree to an open
public presentation and discussion of the Review Team' s findings and recommendations.

As part of the review of the Bloomfield Township Board of Education, team members
interviewed each elected official, as well as school employees, appointees, members of the public,
and contractors. The Review Team examined current collective bargaining agreements, audit
reports, annua financial statements, and independent reports and recommendations previously
developed for the community. The Review Team physically visited and observed the work
procedures and operations throughout the School District to observe employees in the
performance of their duties.

In general, the Review Team received the full cooperation and assistance of all employees and
elected officials. That cooperation and assistance was testament to the willingness on the part of
most to embrace recommendations for change. Those officials and employees who remain
skeptical of the need for change or improvement will present a significant challenge for those
committed to embracing the recommendations outlined in this report.

Where possible, the potential financial impact of an issue or recommendation is provided in this
report. The recommendations do not al have a direct or immediate impact on the budget or the
tax rate. These estimates have been developed in an effort to provide the community an
indication of the potential magnitude of each issue and the savings, productivity enhancement, or
cost to the community. We recognize that all of these recommendations cannot be accomplished
immediately and that some of the savings will occur only in the first year. Many of these
suggestions will require negotiations through the collective bargaining process. We believe that
these estimates are conservative and achievable.



LOCAL GOVERNMENT BUDGET REVIEW
EXECUTIVE SUMMARY
BLOOMFIELD TOWNSHIP BOARD OF EDUCATION

A. Administration
A greater coordination of clerical work and enhanced cross-training could potentially provide for
areduction in clerical staff of one employee at an approximate savings of $22,750.

B. Personne

Actua instructional/pupil contact time in Bloomfield is considerably less than State-wide
averages. An increase in this time would result in a productivity enhancement valued at
approximately $612,521.

An improved leave reporting system could result in a productivity enhancement valued at
approximately $3,430.

A reduction in payroll processing time by reducing the schedule to twice per month and including
all payments could result in a productivity enhancement valued at approximately $12,984.

C. Health Benefits
The Team suggests that the Dentist is not eligible for health benefit coverage as a non-contractual,
non-employee. This would save approximately $2,593.

D. Finance
Improved estimation of surplus amounts could provide a one-time revenue of approximately
$500,000.

Improved cash management procedures could lead to an estimated $6,000 in increased investment
income.

E. Special Education
A modest return of Bloomfield specia education students back to the District could yield an
estimated $338,280 in savings compared to out-of-district education costs.

An increase of specia education students from other districts could yield an estimated $184,000
in additional revenue.

F. Facilities
The competitive contracting of custodia services could yield an estimated $351,029 in savings
compared to in-house service costs.



G. Food Service
By including the cost of lunch aides in the food service costs and increasing meal costs to reflect
this higher cost, the District could realize an estimated $120,959 in additional revenue.

A reduction in the provision of special function meals could yield an estimated savings of
approximately $6,784.

Greater efforts in securing a more competitive food service contract could result in a decrease in
the management fee of approximately $8,336. A more competitive contract would also negate a
portion of the need to increase the per meal coststo meet expenses.

H. Transportation
A computerized bus routing system could assist the District in reducing the number of bus routes
and associated costs currently in place. This systemis estimated to cost $8,000.



COMPARISON OF BUDGET APPROPRIATIONS, STATE AID, AND LOCAL
TAX RATEWITH RECOMMENDED REDUCTIONSIN THE
BLOOMFIELD TOWNSHIP BOARD OF EDUCATION

Administration $22,750

Clerical Staff Reduction $22,750

Personnel $628,935

Instructional Time Productivity Enhancement $612,521

Improved Leave Reporting Productivity $3,430

Payroll Processing Productivity Enhancement $12,984

Health Benefits $2,593

Elimination of Dentist's Coverage $2,593

Finance $506,000
* Revenue Enhancement from Surplus $500,000

Increased | nvestment |ncome $6,000

Special Education $522,280

Increased In-District Placement $338,280

Increased Tuition $184,000

Facilities $351,029

Custodial Service Contracting $351,029

Food Service $136,079

Correction of Operating Deficit $120,959

Reduction in the # of Special Function Meals $6,784

Reduction in Management Fee $8,336

Transportation $(8,000)

Computerized Routing $(8,000)

* Denotes one-time revenue
TOTAL $2,161,666



Total Amount to be Raised for School Tax
Savingsasa % of School Tax

Total Budget (FY 95)
Savingsasa % of Budget

Total State Aid (FY 95)
Savingsasa % of State Aid

$31,693,922
7%

$40,094,423
5%

$5,185,881
42%



INTRODUCTION

Bloomfield is a community of approximately 45,000 residents, encompassing 5.32 square miles.
According to the 1990 census, 41% of the population is made up of high school or college
graduates, and the same percentage is involved in professional, technical and service occupations.

The community is essentially fully developed and is currently involved in major redevelopment
initiatives of several former industrial sites in an effort to bring about economic development
improvements to the town. From 1983 to 1994, the residential portion of the tax base has
increased aimost 10.5%, while the industrial and commercial portions have decreased roughly 8%.

Bloomfield isa K - 12 school district serving a student population in the 1994-1995 school year
of 5,199. This district operates a central high school, a central middle school, eight K - 6
elementary schools, and one specia education school (as of 1995-96). This school district is
faced with a considerable number of issues related to the rapidly changing socio-economic status
of the community and its impact on the student population. Thisis evidenced by a relatively high
rate of transience, an increasing need for pupil support services, particularly in the areas of basic
skills instruction and special education, and a considerable increase in the number of students
eligible for free or reduced lunches.

We suggest that the Bloomfield School District may be a district that somehow “falls between the
cracks’ in existing State aid calculations and is, therefore, the recipient of less aid than may truly
be appropriate. The community is not quite considered totally urban, yet it must respond to
considerable urban demands. It is not quite suburban, yet it is often held to those standards. It is
somewhat unigue in its socio-economic make-up when compared not only to districts in similar
groupings, but also when compared against its different student populations in the same
community.  Different sections of the community have vastly different socio-economic
characteristics, which makes it a bit unreasonable to categorize the entire community under one
set of characteristics. It is also the product of a rapidly changing community that is not reflected
accurately in census information because such information has not kept pace with these changes.
Though some may not admit to it, Bloomfield is facing significantly different issues and must deal
with increasingly complex socio-economic concerns than it did even three to five years ago.

The Comprehensive Educational Improvement and Financing Act of 1996 is designed to address
the needs of the non-urban poor and correct the inequities contained in the QEA, which adversely
impacted these districts and many suburban districts by focusing only on districts at the socio-
economic extremes. Under this act, the Bloomfield School District stands to gain considerably.
Based on Department of Education projections, Bloomfield will receive a significant increase in
State aid which will need to be phased in by the proposal’s stabilization process. The Digtrict is
projected to receive a 12.6 % increase in 1997-98 and similar increases over the first four to five
years of phase in. The programs offered for low income families will consider both district-wide
and individua circumstances, which will provide certain individual schools with additional
program aid, even though the District as a whole will not qualify.



Historically, the District has experienced a relatively minor turnover rate in teacher and support
personnel positions, but has experienced a very high turnover rate in upper management positions,
particularly that of the Superintendent. Based on interviews conducted by the Review Team, this
turnover has reportedly resulted in a lack of historical perspective and direction for the District,
compounded by an atmosphere of mistrust due not to any individual failings but, at least in part,
to inconsistent administrative styles. It appears, however, that the subordinate education
personnel have developed an ability to provide a quality level of education despite the absence of
consistent leadership. Administrative operations historically have not fared as well due to this
inconsistent management direction.

While we have made a variety of comments and recommendations in this report to assist the
Digtrict, we believe, based on our interviews, observations and analyses, that the District,
particularly in the past couple of years, is reasonably well managed and continues to focus on
providing quality educational servicesin the most cost efficient manner. Though we have focused
on the 1994-95 school year, there have been many improvements implemented since that time that
are noted in the applicable sections of thisreport. We commend the staff for their efforts.
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BEST PRACTICES

A very important part of the Local Government Budget Review report is the Best Practices
section. During the course of every review, each review team identifies procedures, programs and
practices which are noteworthy and deserving of recognition. Best practices are presented to
encourage replication in communities and schools throughout the state. By implementing these
practices, municipalities and school districts can benefit from the Local Government Budget
Review process and possibly save considerable expense on their own.

Just as we are not able to identify every area of potential cost savings, the Review Team cannot
Site every area of effective effort. The following are those best practices recognized by the Team
for their cost and/or service delivery effectiveness. It should be noted that not only are these
programs effective and beneficial to the students, but they are offered at a per pupil spending
amount which is below the “Thorough and Efficient” (T&E) amount recommended in the
Comprehensive Educational Improvement and Financing Act of 1996.

College Credit In The High School Program

Upon examination by college personnel, certain courses offered at the high school have been
found to be equivalent to those offered at the college. Through the cooperative efforts of the high
school and Bloomfield College, Bloomfield High School students taking any of several courses
can receive college credit for those courses. Following successful completion of these courses,
students are awarded Bloomfield College transcripts indicating such and, at the student’s request,
the transcripts are sent to the college(s) of his/her choice.

The instructor teaching the course has been named an adjunct faculty member of the college and
the course is supervised by both the high school and the college. High school students enrolled in
this “College Credit in the High School Program” are aso considered Bloomfield College
students. They are issued college identification cards and have full use of the college library.
They are also invited to various college academic and socia functions. Some high school students
taking part in this program have attended the Learning Support Workshop for lessons on speed-
reading and/or attended sessions in time management and study sKills.

For this program, now in its sixteenth year, each institution to which a student applies sets its own
policy for granting transfer credit from Bloomfield College. The application fee of the College is
waived, and the course tuition is reduced to $100. per course. An average of 15 students per year
take part in this program.

Parenting Workshops
This program is a series of five workshops following the Systematic Training for Effective
Parenting (STEP) method. It is open to al parents of students (K-12) in the District. These
workshops focus on such topics as.

communication and listening skills;

developing practical discipline methods;

techniques dealing with conflict resolution and growing independence;

11



career aspirations of parents for their children; and
methods to develop mutual respect, cooperation and self-esteem for all family members.

The guidance counselors are formally trained as facilitators. The program is offered twice per
year; once each semester. Participation usually averages about 40 parents of elementary school
children and 30 parents of secondary students.

Vocational Education & Special Training (V.E.S.T.)

The Vocational Education and Special Training (V.E.S.T.) Program is characterized by two
themes. employability and independence. The ultimate goal is “to develop necessary work sKkills
for successful employment and make these individuals contributing members of society.” The
program, housed in the middle schoal, is for special needs students, ages 13 to 21. Each student
has an |.E.P. (Individua Educationa Plan) developed according to hisher needs. V.E.S.T.
teachers are certified Special Education instructors with additional certificates in agricultural
occupations, Administration/Supervision, and Masters degrees in Career Industrial Education for
the Handicapped. Staffing consists of four classroom instructors, instructional aides and school
aides. The middle school guidance counselors also provide assistance as heeded.

V.E.ST. acts as a liaison between the school and the Divison of Vocational Rehabilitation
(DVR). An exit plan is developed between parents and staff whereby upon graduation provisions
are made for placement of all studentsinto the DVR for further special training and ultimately into
the job market.

Academic areas include: Reading, Language Arts, Vocational Reading, Math, Socia Studies &
Life Skills.  Supplemental offerings include: Vocal & Instrumental Music, Regular &
Adaptive/Corrective Physical Education, and Speech and Art Therapy. Vocationa instruction
includes Horticulture, Landscaping, Flower Arranging, Shrink Packaging, Computer Engraving,
Injection Molding, Button Making, Filing, Collating and Employment Orientation. Additional
services include vocational assessment and cooperative education.

Tech Prep Model (2 + 2)

A curriculum revision initiative, which is a part of the national “School-to-Work” Movement, has
been implemented to address the needs of students targeted for educational improvement. The
Essex County Health Careers Consortium (ECHCC) established by Bloomfield Public Schools has
been awarded a five-year, $440,000 grant by the New Jersey Department of Education’s School-
to-Work Initiative Department. The mgor goal is to “systematically change the way schools
prepare students for work.” A *“ School-to-Work” Committee, comprised of 22 high school
teachers has been working with employers of Bloomfield high school students.

The ECHCC, with Bloomfield as its lead agency, has applied for a competitive grant for $35,000
and an additional $150,000 grant to establish a fiber-optic, interactive television (ITV) classroom
a the high school. The ITV classsoom would link the Consortium members (Bloomfield, East
Orange, Glen Ridge and Montclair high schools), as well as the Essex County Technical Careers
Center, with the University of Medicine and Dentistry School of Related Health Professions,
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Bloomfield College and Essex County College. In addition, hospitals, health care agencies, and
selected hedlth care industry representatives would participate in long-distance learning through
various information technologies. Once established, use of the ITV is to be expanded to other
career areas for School-to-Work students (e.g., law enforcement, office systems technologies,
etc.).

It should be noted that Bloomfield’'s Health Career-to-Work design has been selected for
presentation at the National School Boards Association Convention in Orlando, Florida and the
National Association of School Administrators Convention in San Diego, California.

Volunteerism

There is a separate Home and School Organization for each school in the District and a central
one that represents the entire District and consists of members of the individual school groups.
These organizations have been avid supporters of the needs of the schools and have provided
considerable financial support, perhaps most evident in the purchase of equipment for the
Technology Activity Centers in each school. Financia support provided by these groups
frequently lessens the burden on the taxpayers to provide additional resourcesto the District. The
benefits provided by the Home and School organizations are clearly evident in each school and we
applaud their efforts.

Though only staffed with a half-time librarian, the elementary libraries till remain open or
accessible with teacher supervision all day. This is because each of the schools has between 15
and 20 volunteers who receive library skills orientation and work in the libraries - returning books
to shelves, offering assistance to students, etc. These efforts allow the schools to offer services
without the burden of staffing costs.

Individual School Highlights

The team was impressed by the special programs developed to meet the unique needs of the
students in each school. It is clear that considerable effort has been made by the principals and
staff at each school to target programsto assist the particular student body enrolled in that school.
These efforts are discussed further in alater section of this report.
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OPPORTUNITIES FOR CHANGE/
RECOMMENDATIONS

The purpose of this section of the report isto identify opportunities for change and to make
recommendations that will result in more efficient operations and financial savings or
enhancements for the school district and its taxpayers.

ADMINISTRATION

Staffing

The District is managed by a Superintendent whose staff includes an Assistant Superintendent,
Business Administrator, Assistant Business Administrator, and central office clerical staff. Within
the past ten years, the District has employed ten different Superintendents and four different
Assistant Superintendents. The Business Administrator’s position has been fairly stable, with the
only change made last year when a former Assistant Business Administrator returned to the
Digtrict to fill the Business Administrator’s position. The Assistant Business Administrator’s
position has been filled by three individuals within the past ten years.

The most recent organizational chart dated July 1, 1993, shows the following divison of
superwsuon responsibilities:
Superintendent - Assistant Superintendent, Business Administrator, Principals, and Director of
Personnel
Assistant Superintendent - Director of Special Education, Supervisors
Business Administrator - Assistant Business Administrator and Director of School Facilities

In light of the significant turnover rate of top management staff in the District, we suggest
that a planning committee be established to lend consistency to the direction of the School
District. This committee, we believe, should be made up of key management staff,
principals, teachers and parents. The goal of this committee would be to set and ensure
adherence to a clear direction in such areas as computerization, facility utilization and
long-range curriculum planning that would be followed through periods of top
management turnover.

There are several areas where opportunities exist for efficiency improvements regarding
organization, operations and workload/responsihilities for clerical staff, particularly at the centra
administration level.

There is minimal cross-training among the clerical staff to provide for backup, assistance
during peak periods, variation in functions, etc. Some of the overtime required (e.g., for
curriculum guide updates) would not be necessary if there were cross-training of staff to meet
these needs.

There are presently five confidential secretaries with clearly defined responsibilities and
reporting relationships.  Pooling of clerical staff does not exist. This seems to promote an
unnecessary imbalance of workload among this staff.
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Among the clerical staff, there appears to be confusion as to specific responsihilities, as well as
career paths and opportunities.

We suggest that the District review the functions performed by clerical employeesto ensure
a better alignment of clerical functions and responsibilities, coupled with the pooling of
resources. One clerical position could be eliminated realizing a potential savings to the
Didgtrict of at least $22,750 in salary and ben€fits.

Cost Savings. $22,750

DISTRICT COMPARISONS

The Bloomfield School District generally compares favorably to other districts with similar
demographics. Thisisevidenced, at least in part, by the statistics in the following table.

TABLE 1

BLOOMFIELD TOWNSHIP BOARD OF EDUCATION
STATISTICAL COMPARISON
BASED ON NJ SCHOOL REPORT CARDS

Bloomfield Nutley Union Bergenfield
Number of Schools - (1994-1995)
Elementary 8 5 7 5
Middle 1 1 2 1
High 1 1 1 1
Student Enrollment - (1994-1995) 5199 3779 7172 3232
Revenues - (1995-1996)
L ocal Taxes 79 % 87 % 76 % 87 %
State 13% 9% 16 % 12%
Federal 2% 1% 2% 1%
Other 6 % 3% 6 % -
Expenditures - (1995-1996)
Classroom Salaries & Benefits 52 % 51 % 48 % 55 %
Classroom Supplies & Textbooks 1% 3% 2% 1%
Other Classroom Costs - - - -
Total Support Services 7% 8 % 7% 9%
Total Administrative Expend 12 % 14 % 11 % 12 %
Total Oper./Maint. & Equip. 12% 10% 13% 11%
Total Transportation 4% 2% 4% 3%
Total Tuition 6 % 5% 8% 5%
Total Debt Service 1% 1% 2% 1%
Other 5% 6 % 5% 4%
Comparative Cost Per Pupil - (1994-1995) $6,936 $7,344  $6,657 $8,382
Total Cost Per Pupil - (1994-1995) $7,783 $8,079  $7,600 $8,812
Teacher Salaries & Benefits - (1995-1996) 60 % 57 % 58 % 61 %
Administrator Salaries & Benefits- (1995-1996) 11 % 13 % 11 % 12 %
Administrative Personnel - (1994-1995)
Number of Administrators 29.3 20.3 37.0 231
Students per Administrator 172.4:1 180.7:1 1836:1 134.2:1
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Faculty/Administrator Ratio - (1994-1995) 131:1 131:1 12.7:1 11.3:1

Median Salary - (1994-1995)

Faculty $49,100 $54,809 $46,564  $61,240
Administrators $76,465 $84,923 $78,275  $81,120
Median Y ears of Experience - (1994-1995)
Faculty 19 18 15 21
Administrators 25 29 26 27
Passing HSPT (asof Oct.,’94) - (1994-1995)
Reading 88.7 % 93.1% 83.8% 90.7 %
M athematics 87.5% 94.5% 88.1 % 92.6 %
Writing 90.9 % 98.6 % 85.6 % 96.6 %
All Sections 76.3 % 88.6 % 73.6 % 86.3 %
High School Graduation - (1995) 97.3% 102.1 % 99.7 % 90.8 %
Drop Out Rate - (1994-1995) 4.0% 2.0% - 3.0%
Post Graduation Plans - (Class of 1995)
4 yr. College/University 47 % 62 % 52 % 65 %
2yr. College 20 % 25% 25% 20 %
Other Post Secondary School 8 % 4% 12 % 7%
Military 1% 2% 1% -
Full-time Employment 5% 7% 10 % 8 %
Undecided 19% - - -

(Note: All school systems are Type 11, have DE district factor grouping and are located in Northern NJ)

PERSONNEL

Staff

According to the District’s Report of Certificated Staff, as of October 14, 1995 there were a total
of 439 certificated staff members. Thisincluded 71 in the District Office, 132 in the High School,
65 in the Middle School, and 162 in the eight elementary schools, and nine in the specid
education school.

Labor Agreements

There were five collective bargaining agreements in effect during the period of our review which
were analyzed. All but one were three year agreements. While there are a few additional cost
savings recommendations we would offer for consideration by the Board, we are favorably
impressed by the cost savings measures either already applicable to the period under review
(1994-95), or scheduled to be ingtituted in the succeeding year(s). It is clear that the
administration has given attention to the development of cost efficient provisions in labor
contracts given the current generally accepted labor negotiations climate.

The cost savings measures include:
Accrual and payment maximums on sick time;
Appropriate restrictions on use of personal time;
Reduced vacation time allotments for new hires;
Increased prescription plan deductibles;
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Provision of district-paid single only health coverage until tenured or specified length of
service,

Requirement for qualification for longevity at certain levels of at least ten years of service in
the Bloomfield School District;

Appropriate reimbursement maximums and accountability requirements for graduate tuition
reimbursements.

We understand that there are provisions in contracts to reward attendance which are considered
less costly than the actual use of sick or personal time. However, we are concerned with the
rollover of personal days into sick time if they are not used during the year and the payment for
minimal use of sick time during the year. Personal time and sick time are benefits that should only
be used for their intended purposes, when necessary. The Superintendent and Personnel Director
have been working to ensure that this time is used appropriately. Attendance incentive measures
often serve to reward employees for not abusing a benefit in a current year which then produces a
second more expensive benefit in the form of future payments of terminal leave. In the 1994-95
school year, the total terminal leave payment expense was $31,860.

We commend the District for its cost saving labor contract provisons and encourage future
negotiations to further these efforts. In addition, though we fully support the District’s
efforts at curbing inappropriate use of time, we recommend that the District reconsider its
reward system for non-use of sick and personal time as it may be a short-term savings at
the expense of the long-term, terminal leave costs. Though there are appropriate cost
control mechanisms in place for tuition reimbursement, we suggest that the maximum
payment which is tied to the state college graduate rate be specified as the least expensive
state college graduate rate in effect at the time of course enrollment. We suggest that the
District require documentation as to the benefit to the District for Sabbatical Leave
requests. Further, though the incidence of Sabbatical Leave isinfrequent, the Board may
wish to completely reconsider payment of salary during the leave, as many districts do not
pay for such leave, or reduce payment to a low percentage.

Instructional Time

According to the New Jersey School Report Cards, actual instruction time/pupil contact time in
Bloomfield is below the state-wide average. The average time in Bloomfield is five hours and 13
minutes and the state-wide average is five hours and 24 minutes. Based on an average teacher
sdary of $47,108 for 183 pupil days in the 1994-95 school year, the value of this time is
approximately $612,521 in lost productivity related to pupil contact time for Bloomfield teachers
compared to pupil contact time state-wide.

We recommend that future labor negotiation efforts seek to increase the pupil contact time
in the Bloomfield School District to comparable state-wide averages. The value of this
productivity measureisestimated to be approximately $612,521.

Productivity Enhancement: $612,521

Other Cost Saving M easures
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The District has adso instituted a number of other cost saving practices regarding the
administration of its personnel. It was reported to the team that the District rarely hires above the
first few steps of the salary scale, which minimizes costs. The District has also changed its in-
service meeting time to include curriculum development activities instead of having that done
during the summer at a separate cost. Though district officials and teachers would prefer to have
smaller class sizes, in some cases, class sizes are higher than preferred in an effort to minimize
staff costs and facility requirements.

We are very supportive of the cost saving measuresimplemented by the District.

Payroll

The payroll function is handled by 1.5 FTE's - one of the two staff members handles
personnel/human resources work about 50% of the time. This staff utilizes the AS400 computer
system for payroll processing, however, the individual schools submitting payroll information to
this office use in-house database systems. This not only creates a duplication of effort in payroll
data entry for employees located in the individual schools, but also promotes inconsistency in the
way in which leave is recorded. For instance, attendance records for the 1994-95 school year
revedl that there are no less than 64 different leave classifications for roughly seven basic types of
leave: sick, personal, vacation, bereavement, professiona, jury duty, and workers compensation.
The differences in the breakdown of these seven basic types of leave creates the volume and
inconsistency of leave classifications.

Payroll processes checks four times per month - twice for regular payroll and twice for overtime,
adjustment, stipend, and substitute payments. This separate payroll process is reportedly done at
the request of employees wishing to separate their regular pay from any additional pay.

We suggest that the District implement a payroll system that will eliminate inconsistent
leave classifications and better coordinate the leave reporting function between the central
office and the individual schools. This will eliminate inconsistencies in the systems,
decrease the volume of leave classifications and reduce the time spent by central office
payroll staff re-entering leave data into the AS400 minicomputer system. A conservative
estimate of the time that could be saved is 15%, which would trandate into a productivity
savings of approximately $3,430 in costsrelated to staff time involved.

Productivity Enhancement: $3,430

Further, though we recognize the desire on the part of the employees to separate their
regular pay from their additional pay, we believe it is in the District’s best interests to
reduce the payroll processing time whenever possible, in this case, to just two times per
month total, and suggest that this might save approximately 40% of staff time, or $12,984
in staff productivity costs. Supplemental pay could be handled along with the regular
payroll.

Productivity Enhancement: $12,984

HEALTH BENEFITS
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Coverage

Health benefit coverage is provided by the Board through Blue Cross and Blue Shield of New
Jersey. It is provided to al regular employees, except lunch aides and office aides. Instructional
aides receive coverage if they work at least 50% of their contracted hours. School physicians do
not receive coverage, however, the school dentist does, at a cost of $2,593.32 per year (based on
rates in effect in February, 1996). Retirees reimburse the District for coverage.

We believe that as a non-contractual, non-employee, the Dentist should no longer be
eligible for health benefit coverage from the District. This would save the District
approximately $2,593 annually.

Cogt Savings: $2,593

Consultant

Coverage is secured through the District’s broker. The District estimates that this consultant has
saved more than $1 million in premiums over an 18 month period by re-evaluating the District’s
experience and working with Blue Cross and Blue Shield to lower the premiums to reflect that
lower experience. Thereis no contract for this consulting service and no authorizing resolution in
place for the 1994-95 school year. The only description of service required is in a resolution
passed at the May 10, 1993 School Board meeting. This description identifies the services to be
provided as “consultant for the employee benefit program in the areas of cost control, benefits
review, premium reviews and clams control for ... basic hospitalization, medical/surgical,
prescription and major medical programs ... a a compensation of one percent of premium paid.”
This does not make sense as written, as there would be no incentive for the consultant to work
towards lower premiums if his compensation is based on a percentage of that premium. Further
query by the Review Team revealed that the consultant is not, in fact, paid directly by the School
Board at the rate of one percent of premium paid, but rather by the insurance company.

While the Team isvery supportive of the savings that the consultant has been able to bring
to the District, we are concerned about the lack of adequate documentation of the service
parameters and requirements. We suggest that the District ensure that there is a current
authorizing resolution and contract in effect for the health benefits consultant. The
contract should stipulate such items as services required, District recourse for the
consultant’s failure to provide such services, an accurate description of the payment
method for such services, the contract duration, and any other items the Board deems
necessary to protect the public’sinterest.

We further suggest that the District pursue the recommendation made in the Shared
Services section of thisreport regarding the provision of health related services.

Cost Saving M easures

New labor contract provisions described in the earlier section of this report and changes to the
benefit offerings, such as the addition of a Heath Maintenance Organization, the addition of a
Preferred Provider Organization to the dental plan and entry into a special network for
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prescription are projected to save the District approximately $400,000 in the 1996-97 school year,
alone.

We are very supportive of the cost saving measuresimplemented by the District.
FINANCE

Overview

Changes in the District’s overall revenues and expenditures between the 1993-94 and 1994-95
school years (Appendix Table 1) were minimal. Revenues for the 1994-95 school year totaled
$39.5 million. This represented an increase of only $48,694 or one tenth of one percent over
1993-94. However, significant changes did occur within different revenue sources. The local tax
levy increased by $1.6 million or 5.3%. This increase was largely the result of a significant
decrease in the 1994-95 school year in “ Miscellaneous Revenue’ of $1.4 million due to a one-time
$1 million health insurance refund which had been received in the 1993-94 school year. Similarly,
tuition, investment interest and federal funds revenue increased by $113,218, $39,620 and
$34,991 respectively, but these were offset by a reduction of $309,632 in State revenue.

A similar scenario occurred regarding expenditures. Expenditures totaled $40.0 million in 1994-
95, an increase of only $400,654, or 1.0% over 1993-94. This minor change, however, resulted
from significant changes within the expenditure total. Tota Salary and Instruction costs
increased by $.5 million, or 2.6%. Larger increases occurred in undistributed costs which
increased by $.9 million or 4.5% over 1994. On the other hand, capital expenditures decreased by
nearly $1 million, due to the completion of a capital project in the Demarest School in 1994.

Surplus

It is important to understand two elements upon which surplus estimates are based. One element
is deciding on what amount of surplus should be in the budget. The other element is the District’s
ability to accurately estimate surplus amounts, thereby ensuring that the surplus amounts agreed
to in the budget for the current and proposed budget years are realized as closely as possible.

The Digtrict’s ability to accurately estimate surplus is a function of its success in controlling its
income and expenses. Surpluses or deficits in the budget result from the interaction of revenues
and expenses in that year. Therefore, surplus estimates are actually estimates of the final result of
that interaction.

There are critical aspects of school district revenues, expenditures, and current year surplus that
enable school districts to accurately estimate surpluses. In terms of revenues, when a district
prepares the budget it knows fairly precisely the amount of revenue it will receive for the
upcoming year. Ninety-eight percent of Bloomfield's revenue comes from the local tax levy and
State aid. In the 1993-94 budget, it estimated $36,843,833 from these two sources and received
exactly that amount. In the 1994-95 budget, it estimated $36,879,803 and received $36,884,439,
or $4,636 more than it budgeted. We saw the same ability to accurately assess revenues in the
other district we analyzed for comparison purposes.
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Almost 80% of Bloomfield's expenses are for salaries and benefits. Except during contract
renewal periods, salary amounts for al positions in the next budget year are known either through
labor agreements or particular position amounts and, therefore, the amount needed can be
accounted for fairly precisely. Moreover, these estimates are often higher than that which is
ultimately needed because of employee terminations, retirements and resignations. In addition,
salary is not paid during the time it takes to fill a vacated position. The non-salary portion of the
budget, the remaining 20%, is somewhat more variable, but many of these costs can be accurately
predicted if work is done through contracted service or purchase agreements with specific prices
Or ranges.

Annua budgets are resolved in February or March. This is when the District estimates
anticipated surplus in the current year. At that point the District has had eight or nine months
experience to estimate expenditures and revenues for the last three months of the year. Again,
these estimates should be quite accurate.

The above information indicates that the District can accurately estimate current year surplus in
order to make an appropriation in the proposed budget year. The variable decision, however, is
the amount of funds that should be left as unreserved, undesignated fund balance. This amount
varies according to the number and extent of items in the budget where costs are variable. In
education, some of the more variable items are special education costs, enroliment changes,
transportation costs, costs related to facility improvements in older buildings that may not have
been planned for, and any employee contract costs related to negotiations in progress.

The Board has ended the last two budget years, 1994-95 and 1995-96, with $1,039,679 and
$547,667, respectively, in the unreserved, undesignated fund balance caused by the difference
between the Didtrict's estimates and the actual surplus amounts as shown in the audit. There are
two main reasons for this.

First, the Didtrict inaccurately estimated expenses in those budget years. Appendix Table 2
indicates that in both years, Instruction Expenses were overestimated by an average of 1.6%, or
$286,757. Undistributed expenses were overestimated by an average of 5.1%, or $1,008,877,
and capital expenditures were overestimated by 36.6%, or $332,231.

The second reason why a higher than expected unreserved, undesignated fund balance occurred
was that the District inaccurately estimated the amount of surplus it would have at the end of the
1994-95 and 1995-96 budget years. As shown in Appendix Table 3 these inaccurate estimations
resulted in differences between surplus estimates and actua surplus amounts of $1,039,679 for
1994-95 and $547,667 for 1995-96. Based on the original surplus amounts the District approved
to begin the succeeding budget years with, these difference amounts could have been applied
towards further tax relief, spent on much needed capital improvements, or left as surplus, but
more accurately portrayed. While both the estimated and actual surplus amounts represent as
percentages of the total budget amounts which are certainly within the "appropriate” range of
surplus amounts, the extent of the understated surplus amounts is considerable. This does not
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alow for atrue portrayal of the District's financia status at the time these budgets are approved
and brought before the voters. It is obvious, however, that the District has improved significantly
upon its estimates in the 1995-96 budget year and we have every reason to expect that this
situation will continual to improve once the new procedures and systems recently implemented
and discussed below have an opportunity to take effect.

It is clear from our analysis that the District has determined that it can adequately protect itself
financially from unexpected and/or emergent situations through continued budgeting of an
unreserved, undesignated fund balance of roughly 2%. This 2% is based on their own
estimations, which we have discussed above. In actuality, however, they are actually closer to
having 3% to 4% of unreserved, undesignated fund balance available due to the discrepancy
between the District’s estimates and the actua surplus figures as determined in the audit. |If the
accuracy of the Digtrict’s estimation of surplus was improved it could still set aside a 2%
unreserved, undesignated fund balance, but it would be a higher dollar amount because it would
be based on the higher actual surplus amount.

We prepared a similar revenue and expense analysis for a similar Essex County school district that
did a better job estimating anticipated surplus. The District is similar in terms of the variable cost
factors noted earlier, such as specia education considerations and facility age. The average
proportions of the last budgets in Bloomfield and the comparison district for special education are
8.2% and 5.2%, respectively. In terms of the age of the buildings, Bloomfield's average is 76.5
years old, and the comparison district’s is 74.7 years old. According to the State Department of
Education records, the comparison district is aso similar to Bloomfield in terms of compliance
with financial standards. In 1993-94 and 1994-95, it estimated the unreserved, undesignated fund
balance at 1% and the actua amount as defined in the audit was aso 1%. This example
demonstrates that more precise surplus estimates can be achieved.

The current Bloomfield Business Administrator was not in the District when the two budgets we
analyzed were developed. He has implemented new systems and procedures to improve the
estimation of surplus, such as new software which provides more timely and accurate salary
amounts, new procedures to avoid committing funds in any account that does not have an
adequate balance, and the provison of more accurate monitoring of open purchase order
encumbrance amounts. With these new systems and procedures, it would be redlistic for the
Digtrict to meet its 2% unreserved, undesignated fund balance estimate.

As was stated earlier, a review of the 1994-95 and 1995-96 budget years indicates the District’s
unreserved, undesignated fund balance amounts were $1,039,679 and $547,667, respectively. We
believe the District can and should improve upon the estimation of anticipated surplus. Providing
a more accurate estimate in the 1994-95 budget year (the year specifically under review) could
have provided the District with over $1 million in additional funds to put toward tax relief.

The actual improvements in surplus estimates cannot occur until the 1997-98 school year. At that
time, the 1995-96 audit will be complete, and the effectiveness of the new systems and procedures
to monitor expenditures will be known. This should enable the District to better meet its original,
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more precisely figured, surplus estimates. Even with improved surplus estimations, the acceptable
level of unreserved, undesignated fund balance will still be a discretionary issue for the Board to
resolve.

The information and discussions gathered for this analysis lead us to conclude that the
District could have reduced itstax levy, provided greater funding for capital improvements,
or more accurately depicted its total surplus by more than $1 million based on the
unreserved, undesignated fund balance amount in the 1994-95 school year. Even if only
half of that amount were applied towards tax relief, the District would have realized an
additional $500,000 in revenue. Realistically, improved surplus estimates in the 1995-96
and 1996-97 budget years may vary thisamount considerably.

Revenue Enhancement: $500,000 (one time)

Cash M anagement

This report focuses on the school year 1994-1995. Unfortunately, we believe that the District’s
cash management practices during that period, as well as prior to that period, were in need of
considerable improvement. However, the current Business Administrator has dramatically
improved the District’s cash management practices. We have noted these improvements, where
applicable.

The District maintains both short and long term funds. In 1994-1995, the School District
maintained an average balance of $4.5 million in operating funds and $2.2 million in long term
Certificates of Deposit (CDs).

In the period reviewed, the Business Administrator did not seek competitive rates or services
from various banks for the District’s banking business. Indeed, the District has been with the
same bank for over 20 years. We believe this lack of competition is a major reason for the
Digtrict’s previous poor cash management practices as outlined below.

The District maintained operating balances well in excess of the amount required to pay for bank
services. Bank records indicate that the District could have increased its yearly interest earnings
by approximately $200,000 if it had properly managed these balances.

The District’s records on Certificates of Deposits were available for only seven months of the
1994-1995 school year. An analysis of the interest earned indicates that the District could have
gained approximately $6,000 more in yearly interest earnings if it would have invested in the
State’ s Cash Management Fund or other higher interest bearing accounts.

In October, 1995 the school board implemented dramatically improved cash management
practices. These improvements include a sweep account and on-line monitoring of bank balances
which has enabled larger amounts to be invested into longer term (and higher interest rate)
instruments. We estimate that these changes will begin earning the School District approximately
$200,000 more in interest earnings, even without utilization of our recommendation to consider
using the State's Cash Management Fund.

23



We suggest that the District solicit competitive banking services in order to ensure a
market rate for its business and investments. The District could conceivably do even better
in its long term rate, since currently, the District’s bank rate is dightly lower (40 basis
points) than the State's Cash Management Fund. If the School District would invest its
long term funds in the State Cash Management Fund, or another fund paying smilar
interest, another $6,000 in interest could be earned.

Revenue Enhancement: $6,000 from increased earning potential

Purchasing/Supply Storage

Supply purchases are centralized, but storage isnot. There are three district-wide orders per year.
Each building and/or office stores its own supplies. Since inventories are not maintained, many
supplies reportedly end up not being used and sit idle in closets.

Educational Data Services, Inc. serves as a contracting agent which provides some purchasing
services. They receive Bloomfield's supply requests and bid them, aong with other districts' to
obtain bulk purchasing rates. The Bloomfield Business Office then enters the data into the
computer and mails vouchers to the companies with copies to the schools. Supplies are shipped
directly to individual schools. In exchange for purchasing supplies in this manner, the District
gets a discount price, which in some cases is 42% off the list price. Educational Data Services,
Inc. receives $11,000 as an administrative fee.

We suggest that a study be conducted as to the feasibility and benefits of maintaining a
centralized warehouse for storage of all district supplies and for maintaining district-wide
supply inventories. Consderation should be given to using facilities which are presently
being either underutilized or not used at all; e.g. part of the Forest Glen School.

BUSINESS FUNCTION COMPUTERIZATION

Staffing
The District’s data processing function is coordinated on a haf-time basis by the Assistant
Business Administrator who has worked in the District for approximately four years.

In addition to the Assistant Business Administrator, the equivalent of about five other people
work in data processing. One person does data entry review and input in the Business Office.
The middle school and the high school each have one full-time person, and there is one technician
who works in both schools. Secretaries in each of the grade schools are involved in data
processing work, which includes filling out forms, reviewing output reports, etc. The Assistant
Business Administrator estimates about 10% of one secretary’s time in each of the ten schools is
required for data processing.

The District spends approximately $175,000 per year in computer related equipment, supplies,
and salaries for the Assistant Business Administrator and one full-time data entry person in the
Business Office. This does not include salary expenses for the other personnel.
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Given the scope of work related to the data processing function, it appears to the Review
Team that the District may benefit from a review of the staffing of the data processing
function. For the most part, computer work seems to have been taken on by individuals
who already had or were able to learn the necessary skills, but were responsible for other
tasks. This does not necessarily allow for adequate attention to trouble-shooting and
training needs. As an integral part of the recommended data processing plan mentioned
below, we believe that more attention could be paid to the appropriate staffing required for
coordination of the data processing function.

Hardwar e/Software
The District uses DOS-based systems to meet almost all of its business function data processing
needs. Recently, the District added a MAC-based system for senior management.

There are four elements to the DOS-based system. The maor one is the district-wide
minicomputer that runs both student data and business applications. The minicomputer was
purchased two years ago at a cost of $250,000, including software, training and two years of
maintenance. According to the Assistant Business Administrator, who serves as the data
processing coordinator, the minicomputer has unified the various data functions that previously
operated separately. For example, instead of school notices being mailed for each child, family
labels are used so only one notice is sent per family. The new minicomputer enabled elementary
and middle schools to have direct access to student data such as attendance, grades and schedules.
The high school and middle school counselors have direct access to student data which is useful in
counseling students or meeting with parents. There is now also district-wide use of E-mail.
Backup tapes are made every evening and off-site storage occurs regularly.

It is important to note that the minicomputer is about 30%-50% larger than the District currently
needs, or is projected to need. It was originally purchased with the idea of sharing it with the
municipality, however, the municipality decided to purchase its own system after the District
already made the purchase.

Another component of the data processing system is persona computer (PC) based word-
processing. Last year, the District upgraded to a commercialy available Windows product.
There are 50 licensed locations within the Digtrict at an annual cost of $100 each.

PC-based databases are also used throughout the District to track staff attendance. A
commercialy available product is used. There are 12 sites licensed at an annual cost of $130
each.

The fourth component is a PC-based program to manage the District’s building maintenance
function. It is used to produce and track work orders and charge maintenance staff time to
specific projects and job functions. The hardware and software were purchased approximately
one year ago for $4,000.
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A new addition to meeting the District’s data processing system is a MAC-based system for
senior management. The District purchased PCs, with emulation cards, and a printer for 17 top
management staff, including the Superintendent, the Business Administrator, Assistant Business
Administrator, four supervisors, and ten Principals. Three of these management staff have both
the DOS and MAC systems.

The cost to purchase the MAC equipment was about $4,000 each for a total of $78,000. No
licensing fees are paid currently, however, future licensing costs will be $120 each.

Planning And M anagement

In our opinion, though the main pieces are in place, the District has not made a consistent
commitment to planned, effectively managed data processing. The District lacks clear goals or a
formalized plan for its data processing function. Also, a determination should be made as to the
ability of a data processing coordinator to effectively handle this function on a half-time basis.

Effective data processing planning, management and usage is critical in a district this size because
of the extent and varied nature of its data processing needs, the availability of new technology,
and the need to use resources efficiently. For example, in addition to business data such as
budgets, payroll, and purchasing, the Superintendent, principals and supervisors need access to
such data as teacher evaluations, school calendars and schedules, and student, teacher and support
staff attendance. Some functions have data processing needs which may cut across all areas,
while other functions may be more unique, such as grants and specia education. Recently, the
District completed an “end user survey” that could be a starting point for developing a plan to
address digtrict-wide, as well as individual departmental or program needs.

A management plan would provide direction for the District and establish clear priorities to enable
the Digtrict to be more effective and efficient in using and allocating its computer resources.
Severa examplesillustrate this need:

First, the Team notes severa areas in this report where operating functions could be improved
with automation. These areas include payroll data entry, school nurse recordkeeping and
computerized routing of school bus transportation.

Second, though some effort has been made by the Assistant Business Administrator to sell
space to other users, the Digtrict has no defined strategy for use of the excess space on its
minicomputer.

The third example involves the MAC-based system. The MACs were reportedly purchased to
provide greater flexibility to management staff than is reportedly available usng AS400
software. The District is currently investigating other software for the AS400 that should
solve the access and inconsistency difficulties currently experienced by district staff. A
concern expressed, however, is that some of the work done by management on the MAC
computer is often re-done by secretarial staff on a DOS computer because it is not
coordinated between the two systems. This creates an unnecessary redundancy of effort.
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We recommend that the District systematically assess its data processing needs, including
staff resources required to properly manage this function. Formalized plans to meet these
needs would provide consistency over time despite any changesin top management.

Though we believe that appropriate changes in software for the AS400 could have solved
many of the problems experienced without the need for a MAC-based system, the goal now
should be on providing adequate training to all appropriate staff on the skills needed to
coordinate the MAC- and DOS-based systems. It does not appear to the Team that this
coordination is effectively occurring.

INSURANCE

Coverages

The School District maintains various types of insurance, including property insurance, boiler and
machinery coverage, umbrellaliability, workers compensation, public officials bonding and sports
insurance at a cost of approximately $600,000 per year in insurance premiums. Slightly more than
one-haf (52%) of the premium cost provides insurance for property, boiler and machinery and
umbrella liability coverage. Another major portion (43%) of the premium goes for workers
compensation coverage, and the premium for sports insurance accounts for 5% of the premium
dollar.

Our review of the 1994-95 school year indicates that the District’s insurance premium could be
reduced significantly if it kept a current property inventory on which to base its insurance
coverage and used competition to lower costs. The Digtrict initiated a study to update its
property inventory before our review began, but we suggested that this updated information be
used to more accurately determine appropriate premiums.

The School District was overinsured by at least $47 million. This occurred because the District
had not accurately updated its property inventory since 1982. Instead, it smply increased
coverage each year by 5 - 10%. The Didtrict initiated a new inventory in 1995 and found it was
significantly overinsured. In addition, the District had excessive boiler and machinery coverage
which the team identified. This too was also recently corrected. Asaresult of these changes, the
District’s annual premium will be reduced by more than $54,000. Initial estimates made prior to
our review of these coverages were for a $30,000 dollar reduction, or approximately $24,000 less
than will now be realized by the District.

The Business Administrator has aready implemented our recommendation to introduce
competition into the process and it has decreased student insurance premiums by $17,000, or 48%
less than was originally proposed by the company without the introduction of competition.

The District should routinely update its property inventory so that the insured value

accurately reflects current replacement costs and should continue using competitive
proposals to select insurance companies. These proposals should clearly state insurance
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requirements and ensure that vendors meet appropriate professonal and financial
standards.

Broker Services
The District uses an insurance broker to negotiate with and select insurance companies to provide
district coverage. However, thereis no formal contract in place for such services.

We commend the Didtrict for its recent premium reduction efforts, but suggest that the
District ensure that thereis a current authorizing resolution and contract in effect for the
consultant. The contract should stipulate such items as services required, the contract
duration, and any other itemsthe Board deems necessary to protect the public’sinterest.

LEGAL

General

There is no contract for legal services in place, however, there is a resolution authorizing
appointment of the Board Attorney for the School Year 1995-96. There was no such resolution
for the 1994-95 school year. The resolution states the duration of the service period, the amount
to be paid in terms of an annual retainer and hourly rates for “legal matters’ and “negotiations
matters.” There is, however, no description of the types of items that will be covered under the
retainers, “legal matters,” or “negotiations matters.” There is aso no mention of the method of
payment, District recourse for falure by the firm to provide such services, or a “not to exceed’
amount for services.

In the 1994-95 school year, legal services were provided in a number of areas, including labor
negotiations, policy development, and salary scale development. While there is certainly good
reason to secure legal consultation for certain stages of these matters, it is not necessary to have
legal professionals involved in every stage from development to implementation. The District
employs competent and able professional staff, capable of developing policies and salary scales
without legal assistance until, perhaps, the fina review stage of policy development. As of the
1995-96 school year, the District has reportedly begun to rely on its in-house professional staff to
agreater extent for these matters.

The District should ensure that there is a current authorizing resolution and contract in
effect for the legal firm. The contract should stipulate such items as services required,
district recourse for the firm’s failure to provide such services, an accurate description of
the payment method and amount for such services, the contract duration, and any other
itemsthe Board deems necessary to protect the public’sinterest.

Regardless of the firm used, the District should also review its actual need for legal
consultation in the development of policies and salary scales. We suggest that the District
may be able to save on legal costs by more adequately utilizing its in-house professional
staff for such development, thereby saving its use of legal consultantsfor review of policies.
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Cost

The cost of legal services is often a matter of debate for all public officials. The Bloomfield
School District is no different. The Review Team heard many concerns expressed during the
course of our interviews and fieldwork. The Review Team compared Bloomfield's legal costs to
those of nearby districts with similar DFG and size characteristics. Undoubtedly, Bloomfield's
legal costs are considerably higher than those reviewed; at $183,300 for the last two school years
as compared to a low of $4,612 and a high of $89,515 for the 1993-94 school year and a low of
$9,161 and a high of $103,629 for the 1994-95 school year in other districts. The reason cited
most frequently by Board officials for the cost of legal services was the cost of special education
litigation.

The Business Administrator was asked to analyze the legal hills beginning in December, 1994, to
identify the areas of greatest cost. The analysis was not decisive, however, because it was begun
by the previous Business Administrator and continued by the current Business Administrator,
each of whom had his own methods for categorizing costs. The current Business Administrator
has prepared an analysis for the 1995-96 school year. 1n addition, the initial analysis only covered
a nine month period and not afull year. The Review Team reviewed this analysis and found that,
indeed, special education related charges accounted for a significant portion of the total billsin at
least four of the nine months analyzed. However, even for these months, special education
charges did not account for over 50% of the bills except in two cases. The average of the other
bills was approximately 15% for special education related matters. While we recognize that there
are many variables that may affect the cost of legal services in any given year, and that an analysis
of the remaining months may have provided greater evidence of the legal costs related to special
education matters, it is not apparent that specia education litigation is the greatest contributor to
the cost of legal services in the Bloomfield School District. The analysis of the 1995-96 school
year attributed just over 13% of the legal coststo special education related matters.

The Team recommends, particularly in light of the considerable debate that surrounds the
cost of legal services, two actions for the District to more accurately determine the
appropriate level of legal costs for the District. First, a thorough analysis of legal bills
should be done on a consistent basis for at least one additional school year. This analysis
should categorize the costs by at least four criteria: special education, general personnel
matters, labor negotiations, and general business matters. Thiswill givethe District atruer
picture of the basis behind the cost of legal services. Second, we suggest that the District
prepare a detailed Request for Proposals for legal services to determine the “ market price”
for these services. Though the quality of legal services is of greater importance than the
codt, there is till a “market” of qualified, competent legal firms that could be contacted
and asked to provide proposals for servicesto Bloomfield.

SPECIAL EDUCATION

General
The Bloomfield School System had, in its Specia Education (SE) Program, 865 classfied
students (including 210 students who are classified for Speech only). Excluding Speech, of the
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remaining 655 students, 581 were educated within the District (137 in self-contained classes, and
the remaining 444 in resource rooms.) The other 74 SE students were sent out-of-district to both
public and private educational centers. The distribution of out-of-district studentsis as follows:

49 to private day schools
7 to the Bergen County Special Services School District
(BCSSSD)
to regional day schools
to out-of-district public school districts
to aday training center
to State facilities

O, WO

Students are sent out-of-district, usually due to the extent or nature of the disability and/or the
fact that parents are “partners’ by law in the placement process and request such placement. The
Local Government Budget Review Team recognizes and supports the concept of parent
involvement in al aspects of the education of their children and in the provisions of due process.
However, the current system too easly results in high cost placements due to the difference
between the parents choice and District’s choice for school placement of their specia education
classified child. Often, the parents school of choice is a private school with much higher costs
than the Digtrict’s classes or other public school classes that service the child’'s particular
educational handicap. These sites are in many cases more remote than comparable public classes
resulting in greater transportation costs as well.

Comparison of Bloomfield to the other similar districts used throughout our review, namely
Nutley, Union and Bergenfield, shows that there has been greater growth in special education
classifications in Bloomfield from 1990 - 1995, though not necessarily by a considerable amount.
For instance, the Bloomfield School District has experienced a 2.5% growth in classifications
during this period, while the Nutley and Bergenfield school districts have experienced a 1.5%
growth and Union has experienced a .2% growth. The total percentage of classfications is
somewhat greater in Bloomfield (15.67%), than in Nutley (12.4%), Union (14.5%) or Bergenfield
(13.5%).

Cost
The average overal cost-per-pupil for out-of-district SE students is $30,524. The in-district
overall cost-per-pupil (Pre-K to 12) is $7,783.

TABLE 2

COST-PER-PUPIL
OUT-OF-DISTRICT SPECIAL EDUCATION STUDENTS

Schooal Number of Tuition  Transportation Total Cost
Type Students Per Pupil  Per Pupil Per Pupil
PRIVATE 49 $29,484 $4,344 $33,828
BCSSSD 7 $17,511 $4,344 $21,855
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REGIONAL

DAY 6 $28,000 $4,344 $32,344
PUBLIC

DAY 3 $18,000 $4,344 $22,344
TRAINING 1 $32,000 $4,344 $36,344
STATE

FACILITY 8 $18,849 None $18,849

As shown above in Table #2, the cost-per-pupil for the seven students enrolled in the Bergen
County Specia Services School District (BCSSSD) is $17,511 and the average cost-per-pupil for
the three students enrolled in other public school districts is $18,000. These amounts are
significantly lower than out-of-district SE students placed elsewhere, but still higher than the
overall Bloomfield cost-per-pupil ($7,783).

The 49 private school placements make up the greatest number of out-of-district special
education students. They are currently enrolled in 22 different schools in ten counties, and
include 11 separate classifications. Five of these classifications are currently accommodated in the
Digtrict’s self-contained classrooms. Forty of these private out-of-district specia education
students fall under these five classifications.

Some effort is being made at this time to provide in-district placement of SE students. Yearly
assessments are made of the SE population. In fact, the District’s decision to re-open Forest
Glen, aformer elementary school, as a special education secondary school is expected to save the
District $331,484 in the 1996-97 school year. This savings represents the difference between the
cost had the school not been available and Bloomfield students were to be sent out-of-district and
no tuition being received from other districts ($914,301), and the net cost of providing this
education in-district ($582,817).

Through contracting conducted by the Essex County Educational Services Commission (ECESC)
Bloomfield shares busing services with other area districts for al of its out-of-district SE student
transportation services. In-district Special Education transportation services are provided by
Bloomfield.

The Bloomfield School District maintains 19 self-contained SE classes, including two half-day
pre-school handicapped (PSH) classes. They are distributed among eight school sites and provide
instruction for 137 SE students. Mainstreaming of the SE students into regular classrooms is
done when and where appropriate. In fact, the most recent State monitoring report cited this
district as providing SE students with a “least restricting” learning environment as well as a “full
continuum of services.”

There are 26 SE students from other districts attending classes in the Bloomfield School District
on atuition basis. The average tuition is $11,500.
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TABLE 3

TUITION STUDENTSATTENDING
BLOOMFIELD TOWNSHIP SCHOOL DISTRICT (1994-95)

Type AgeRange # of Students Tuition Total Revenue
EMR 14-21 25 $11,500 $287,500
EMR 9 1 $11,500 $ 11,500
Totals 26 $299,000

Total tuition received over the past three years is as follows. $319,915 in 1993-94, $433,133 in
1994-95, and $513,000 in 1995-96. Tuition calculations based on actual audited costs at the end
of each year have reduced the tuition amount from $13,000 to $11,500. This will result in a
portion of the revenue received in the last two years being returned to the sending districts.

In an effort to help the Bloomfield School District identify ways to control costs for self-contained
SE classes, the Review Team compared the allowable classroom capacity per type of impairment
with actual classroom capacity in the district. As shown in Table #4 below, the Review Team
found that a maximum of 64 additional SE students could be educated within the District without
hiring any additional teachers or aides.

TABLE 4
BLOOMFIELD PUBLIC SCHOOLS SELF-CONTAINED CLASSROOMS

Class  School Age Aide  Number of Class Available
Type Range Students Capacity Space
PSH Oak View 35 yes(2) 10 11 1
PSH Oak View 35 yes(2) 10 11 1
NI Demarest 59 yes 8 11 3
NI Berkeley 6- 8 yes 6 11 5
NI Berkeley 8-10 yes 10 11 1
NI Demarest 8-10 yes 9 11 2
NI Berkeley 8-12 yes 10 11 1
NI Demarest 9-12 yes 8 11 3
NI Watsessing 9-12 yes 10 11 1
EMR Oak View 5-9 yes 6 16 10
EMR Middle 12-16 yes 14 16 2
EM  Middle 15-18 yes 16 16 0
EM  Middle 18-21 yes 11 16 5
ED Forest Glen yes 8 11 3
ED Forest Glen yes 8 11 3
ED Forest Glen yes 6 11 5
ED Forest Glen yes 6 11 5
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MHO Fairview 5-9 yes 5 11 6

MH  Carteret 7-11 yes 4 11 7
Total 64

The Review Team recognizes that differences in age grouping or other legitimate
circumstances may preclude the District from filling every SE classroom to capacity or that
gpecial Stuations may exist as a result of analysis completed by the Child Study Teams
(CST’s) or parental involvement. The team also realizes that “ allowable capacity” means
“maximum” number of students, not “ recommended” number of students. However, it is
imperative that the District continue to carefully scrutinize this matter every year and be
certain that resources within the District are utilized to the fullest extent possible before
commitments are made to outside educational centers resulting in major tuition and
transportation expenses. We are also supportive of the District taking a strong stance on
its ability to educate its special education population in-district when faced with parental
pressure to educate this population elsewhere at a much greater cost. If only one-quarter
of the 40 SE students currently sent out-of-district in private placements with
classifications smilar to those already accommodated in-district were brought back in-
district, savingsfor the Bloomfield School District could total about $338,280.

Cogt Savings: $338,280

Should there be any future construction of educational facilities in the Bloomfield School
District, it should include plans for returning as many out-of-district SE students back to
in-district self-contained classes asis deemed reasonable.

In addition, the District may wish to consider filling appropriate classroom spaces with
Special Education students from other districts on a tuition basis. At the average tuition
rate of $11,500, and assuming a conservative estimate of 25% of the 64 available spaces
being filled in this manner, the District could realize approximately $184,000 in additional
revenue.

Revenue Enhancement: $184,000

Child Study Teams (CST’s)

There are five child study teams (CST’s) in the Bloomfield School District. Each team consists of
a psychologist, a social worker, and a Learning Disabilities Teacher-Consultant. There are
presently 2.5 secretaries to service al five CST’s. One team handles the high school, one handles
the middle school and Brookdale Elementary School, and the other three teams handle Forest
Glen and the remaining elementary schools.

There is an Intervention Resource Committee whose goal is to divert children from classification
through the development of intervention programs. A significant amount of time is spent by CST
members attempting to avoid unnecessary classfication of students by "documentation
intervention." This term refers to CST members observing student performance and behavior in
the classroom and suggesting alternative teaching techniques, instead of making automatic
classifications.
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CST Evaluation Logs for the 1994-95 school year reflect approximately 860 annual Individual
Education Plans (IEP's) along with total case management functions, such as work-ups, learning
assessments, psychologicals and social assessments. Table 5 shows referral and classification
information for the 1993-94 and 1994-95 school years.

TABLE 5- REFERRAL & CLASSIFICATION STATISTICS
1993-94 1994-95

Referradsto CST's 121 114
Classifications 97 110
Re-evaluations 231 223
De-classifications 2 0
Transience

The transience rate in this school system is significantly high (22.5 %) as compared to most other
digtricts in the State. Many students entering the system each year are either classified or are
found to have special needs which often lead to classification. Therefore, it is prudent to maintain
some room for growth in the Special Education classes where and when possible.

In an average year, the number of incoming SE students (approximately 90) is, for the most part,
close to the number of SE students leaving the school system. Even though this transience does
not pose significant additional costs to the Digtrict, the volume of work required of CST’s is
significantly affected. Though the caseloads remain pretty much the same, the composition of
these loads is constantly changing.

There is aso a high degree of transience within the LEP (Limited English Proficiency) population
in the Bloomfield District. For example, in the 1993-94 school year, the ESL student population
went from 173 to 210. In the 1994-95 school year, the number decreased to 177.

BASIC SKILLS

It is clear that over the past several years Basic Skills (BSIP) staffing has not kept up with the
growing number of Basic Skills students. In the past five years, there has been a 200% increase in
the total number of Basic Skills students. The number of students per teacher has gone from 38
to 100 during this time period due to the lack of an increase in staffing. Presently there are 516
students receiving Basic Skills instruction in reading, 377 in writing and 516 in mathematics.
Staffing for the entire district consists of 12 teachers, 1.5 administrators and one clerical. Next
year there will be only one administrator, as the .5 administrator will return to the classroom to
provide basic skills instruction.

The increase in the number of BSIP students has resulted in the reduction of instruction time for
the students and the increase in class sizes from two - three students to six - seven students. The
District plans, however, to hire four new instructiona aides for the 1996-97 year. This will
provide some in-class assistance for students and some pull-out instruction for individua and
small group attention.



BSIP services to non-public schools are provided by third party contract with the Essex County
Educational Services Commission. There are other opportunities for the provison of these
services, both for non-public and public schools.

The District could competitively contract for these services from a State approved clinic or
agency and/or the ECESC could provide these services to the public schools, as well. We
recommend that the District at least explore these other possibilities for the provision of
these Basic Skills program services to determine whether or not there may be some cost
savings available through these means.

ENGLISH ASA SECOND LANGUAGE (ESL) PROGRAM/
BILINGUAL EDUCATION

As of March, 1996, the Bloomfield School District had 177 studentsin its “pull-out” English asa
Second Language Program: 40% speaking Spanish, 18% Russian, 7% Gujarati, 6% Polish, 5%
Korean and 24% other (consisting of ten or more different languages.) There are no self-
contained bilingual classes. The ESL students attended the following schools:

Berkeley Elementary - 34 students
Brookdale Elementary- 11 students
Carteret Elementary - 21 students
Oak View Elementary - 38 students

Bloomfield Middle School- 22 students
Bloomfield High School- 51 students

During the 1994-95 and 1995-96 school years, there was no ESL instruction in the Demarest,
Fairview and Watsessing Elementary Schools, nor the Forest Glen School. ESL students who
would normally attend these schools were bused to one of those elementary schools where ESL
instruction was offered. In the case of Forest Glen, students were bused to the high school for
one to two periods of ESL instruction per day.

Beginning in September, 1996, however, all elementary ESL students will be instructed in their
respective “neighborhood” schools. This will redlize a savings to the School Digtrict of
approximately $60,000, which is the amount presently being spent to bus 35 of the ESL students
daily.

The school system employs five full-time ESL instructors with no instructional aides. Each of
these teachers instructs between 25 and 35 students for varying time periods during the course of
the school day. An ESL student receives between 40 minutes and 80 minutes of ESL instruction
daily, depending on individual need. The middle school has one full-time ESL teacher for 22
students. The high school has one full-time ESL teacher and another full-time ESL teacher who
spends two periods per day to address the needs of 51 ESL students.
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There are no “ESL” Basic Skills or “ESL” Specia Education teachers in this district. ESL
students who are classified under Special Education categories or qualify for Basic Skills
instruction receive instruction which is the product of the joint efforts of the appropriate teachers;
i.e., Basic Skills, Special Education and ESL.

Testing is used for enrollment of students into the ESL Program and it usually takes between one
and 1.5 years for students to “test out” of the program, though State statute permits participation
in the program for up to three years. Graduating from Bloomfield’'s ESL program into regular
classroom instruction can require any combination of several factors. passing one of two English
Proficiency Tests; namely the Maculitus Standardized Test or the Language Assessment Battery
(LAB), receiving passing grades, maintaining certain functional levels; e.g., passing standardized
testsin English, or reaching the required reading level in English, and teachers judgment.

The Bloomfield School District seems to be cognizant of and receptive to the needs of studentsin
the ESL Program and provides adequate financial support to the program.

As opposed to a “pull-out” ESL program, N.J.S.A. 18:35-18 mandates that a separate hilingual
program be provided when there are twenty or more students who speak the same language in the
District. There are approximately 70 Spanish speaking students, 34 of whom range in age from
six to nine in this school district. Accordingly, a bilingual class for Grades 1/2 should be created
and housed in one of the elementary schools for these students. This would require busing
services, perhaps picking up students at the “neighborhood school” they would normally be
assigned to, b