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Integrated Information 
Technology Solution

• Acquiring and using an integrated information 
technology solution in WCSD was a key piece to 
improve efficiency.

• Before the efficiency project began WCSD was 
using two systems and potentially going to install 
a third separate system
– VersaTrans for Routing & Planning (existing)

– Easy Bus for Maintenance (existing)

– GPS for bus tracking (multiple options)
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Integrated Information 
Technology Solution

• The district has been acquiring software, along 
with the skills to use it, throughout the execution 
of the efficiency program.
– The following timeline shows the incremental 

implementation of the different solutions from VersaTrans.
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Integrated Information 
Technology Solution

VersaTrans Routing & Planning 
– flexible, easy-to-use school bus routing and district planning software. 

Allows for the construction of routes and assignment of students to 
stops.

VersaTrans Fleetvision 
– a management software that streamlines time-consuming administrative 

task associated with school bus maintenance 
VersaTrans OnScreen

– an automatic vehicle location (AVL) system that allows immediate 
access to real-time route information

VersaTrans My Stop 
– Allows parents, guardians and students know exactly where their school 

bus is and what time it will show up at their stop — all from a smart 
phone or similar mobile device
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Overbooking: A strategy to 
improve route efficiency

• When determining how well the bus fleet is being utilized, 
examining capacity is essential.

• There are two basic reasons that contribute to buses 
operating with few students:
1. A route has a low number of students assigned or 
2. The students assigned to a route are not riding the bus.

• To improve efficiency, buses need to be overbooked. By 
constantly monitoring ridership per school, the buses’ 
overbooked capacity allows for a greater number of students 
to be assigned to a route. Hence, a lower number of buses 
are needed.

– Prior to efficiency work, WCSD was already doing some 
overbooking
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Overbooking: A strategy to 
improve route efficiency

• Ex: For a bus capacity of 48, a 50% ridership implies 
an overbooked capacity of 71 students.

• There are restrictions when implementing 
overbooking:
– Increased total and individual travel time
– Accounting for big items: big bags, musical 

instruments
• Important: Monitoring ridership allows for safe 

overbooking for public school and effective routing 
for private schools. 
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Other strategies to improve 
route efficiency

• Route planning – creation and maintenance  of routes –
needs to be done by the school district in order to ensure 
efficiency and the optimal service level.

• Using a mixed ride model can reduce the number of buses 
required when students do not live within the  school  
boundary  or  when  the  number  of  students  per  school  is  
significantly  lower  than  the capacity of the bus.

• Historical data Real Time GPS tracking is valuable for 
reviewing a particular route’s starting time, actual speed, idle 
times and arrival time to the school.

• Potential cooperative busing operation between neighboring 
school districts. However, existing New York State law does 
not allow such arrangements. This would constitute
“piggybacking”.
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Strategies to improve bus 
maintenance

• The most frequent maintenance job was for 
preventative maintenance (PM).

• The current WCSD maintenance interval policy 
is to perform PM every 45 days or 1,500 miles, 
whichever comes first. 

• Therefore, one area targeted for efficiency was 
school bus PM, and determining whether any 
PM tasks were undertaken before hitting the 
interval. 
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Strategies to improve bus 
maintenance

• The original analysis looked only at the elapsed 
days between PM based on the “past 
experience” of the maintenance group. 

• In this analysis, that assumption was challenged 
by examining both the mile accumulation as well 
as elapsed days.
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Strategies to improve bus 
maintenance
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Strategies to improve bus 
maintenance
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Days Miles
WCSD 45 1500

Vendor A 60 5000
Vendor B 90 N/A

Days Miles
WCSD 50 3500

Vendor A 60 5000
Vendor B 90 N/A

Current Bus Maintenance 
Interval by provider

Proposed Bus Maintenance Interval 
by provider

This slight increase in both the days and miles is still below 
both vendor intervals and within the vehicle manufacturer’s 
recommendations. Based on this comparison, we do not 
believe this will result in any increased safety risks.



Strategies to improve bus 
maintenance
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Other strategies to improve bus 
maintenance

Standardization and Tracking of Work Activities

– Developed standards  on how to categorize maintenance work and 
record the amount of time required for each activity. It is now 
possible to conduct a sound analysis. 

Maintenance Plan

– Developed and documented specific guidelines for the maintenance 
department. The intent of the plan can be updated periodically to 
reflect changes in maintenance policies, systems, equipment, and 
program improvements

Leader Standard Work

− Developed written and visual instructions for the Transportation 
Supervisor to help ensure activities are carried out the same way 
every time for the entire year. 
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Efficiency Savings

• Cost savings for Special Ed include:
– Bus costs
– Monitor/aid costs
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Item Reduction Annual Savings
Full size bus 5 240,777$            
Special Ed bus* 15 1,005,210$        
Mechanic 1 75,000$              

1,320,987$        
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