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Data sets examined and research mechanisms included:

1. District Submissions to SED of the Form ST-3 (5 years prior) with Revenue and Expense Variances

2. State Education Department (NYSED) website aid calculations as they are updated

3. School District’s  External Auditor Reports/Recommendations

4. Buses and Capital Projects Data: 

1. Bonds, Bond Anticipation Notes Use

2. Existing Debt Service Schedules

3. Ongoing and/or Emergency projects 

5. Foundation Aid  history and potential changes

6. Other Related State Aid –Expense Driven- including but not limited to-Excess Cost Aids, BOCES and 

Transportation Aid

7. Types of Reserves  used by the District

8. The degree to which the district possesses or uses Capital Reserves 

9. Fund Balance History and Future Opportunities or Threats

1. COVID related,  CRSSA and ARPA Federal Grant related, Operational

10. Examination of Tax Cap Calculations 

11. Potential Financial Events that have implications for the District’s Tax Cap calculations
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Data sets examined and research mechanisms included:

12. Statewide Reports of the Comptroller of the State of New York (OSC) as they relate to the district

13. Use of Funds (Appropriated Fund Balances, Unappropriated Fund Balances)

14. Projected Teachers Retirement System Rates and Employees Retirement System Rates

15. Projected Contractual Obligations of the district

16. Analysis of the impact on district budgets due to the loss of PILOT agreement payments

17. The District’s Tax Levy history

18. The District’s Revenue and Expenditure Variance history

19. Recent or Pending Statute, Regulation or Decisions of the Commissioner of Education that might have 

implications for the District’s Finances

20. Evidence of District-wide Long-Range Financial Planning

21. Interviews with the Director of Business and Finance

22. Discussions with the Superintendent of Schools
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Strategic Plans: What are they?
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Operational and Strategic Plans

Current reality

Operational

0

10

Desired Future

shorter term improvement -

maintenance

department/division

driven by resources

long term fundamental whole 

system change driven by 

vision and shared beliefs

T i m e
2023-24

Strategic

Quality

Efficiency

Effectiveness

Economy of Scale

©  R. G. Timbs, Inc.  2022

2019-20 2020-21 2021-22 2022-23 2024-25 2025-26 2026-27

5



6
©  R. G. Timbs, Inc.  2022



7

State Aid
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Example: The district plans on purchasing $8.2 million in Buses over the next 7 years.  They have traditionally Bonded for the buses.

The district could save the money ahead of time and pay cash.  No issuance costs for the Bonds, no Interest Payments for greater efficiency and cost savings.  

The same goes for investments in Vehicles (Stake rack trucks, pickup trucks, vans) Equipment (snowplows, sanders, lawn equipment, classroom furniture) 

Technology (Smart Boards , computers, other electronic devices) 
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The Bethlehem Central School District, outside Albany, was one of the first in the state to decide to add electric school buses to its fleet. The 

district bought five of them last May.

But Bethlehem is learning an old lesson: It's not easy being green. The buses have yet to be delivered.

"Our time has been pushed back, just due to supply chain issues," said Transportation Director Karim Johnson.

The move to electric vehicles of all kinds has been accelerating in recent years, driven by concerns about the climate and health effects of 

internal combustion engines – and the carbon dioxide they produce – and by the soaring price of gasoline.

The same is true for diesel buses, which also emit harmful emissions. Electric buses may be less expensive to run over the bus’ lifetime. That's 

why New York State is mandating that all school districts start purchasing zero emission buses in five years.

There are about 50,000 school buses in New York, and the state wants all the yellow buses on the road to be zero-emission by 2035.

…. Ramping up production is one key. Another is cost.

"Electric buses cost two to three times a normal bus," said Richard Timbs, executive director of the Statewide School Finance

Consortium.

It's something that Bethlehem knows well.

Bethlehem Central expected its buses to arrive by January, but the delivery date now is early June.

The list price of one of the 70-passenger buses in the Bethlehem district was $363,000, and the district received a grant from the New York 

State Energy Research and Development Authority for $200,000 for each bus, for a net cost to the district of $163,000, Johnson said.

A comparable diesel bus costs about $135,000 to $140,000, he said.

New York is getting charged up for electric buses     Barbara O'Brien Buffalo News, Apr 14, 2022, Updated Apr 14, 2022

https://buffalonews.com/users/profile/Barbara%20O%27Brien
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The district estimated it would cost about $37,000 less to operate an electric bus vs. a diesel bus over a dozen years, but since it 

doesn't have the buses yet, it does not have actual data on the cost of maintenance and electricity needed to charge the buses.

The state is including $500 million in the environmental bond act to help schools acquire the electric buses and charging 

stations. The bond act goes before voters in the state in November.

Congress also is providing $5 billion over five years to help fund zero-emission buses through its Clean School Bus program.

Kennedy said the state is funding the infrastructure, as well as investing in the workforce to make sure mechanics have the skills 

to work on the buses and will not be displaced by the new technology.

State law also allows districts to apply for a one-time extension of up to 24 months to comply with the 2027 deadline to purchase 

only electric buses.

…. Bus maintenance workers and drivers also must undergo training before working on or driving the buses, Johnson said.

"I think the turnover to electric, while environmentally it may be more sound, I think it's going to be real growth experience, real 

problematic for school districts," Timbs said.

New York is getting charged up for electric buses     Barbara O'Brien Buffalo News, Apr 14, 2022, Updated Apr 14, 2022

https://buffalonews.com/users/profile/Barbara%20O%27Brien
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New York schools have five years to begin electric bus conversion: All buses must be emission-free by 2035, 

according to state budget provision,  Times Union, Rachel Silberstein April 13, 2022

Tomorrow's K-12 students will be boarding electric buses to get to school, according to new state law.

A provision in the New York state budget enacted on Friday seeks to transform the school transportation sector on an ambitious timeline, 

requiring all school buses purchased after 2027 to run on electricity and replacing all 50,000 diesel-fueled buses in the state with electric 

vehicles by 2035.

Environmental advocates applauded the state's investment in clean transportation, but educational leaders and school official s warn that 

implementation will be financially and logistically challenging.

In the coming years, districts will have to install charging stations and potentially overhaul their electrical infrastructure and bus routes to 

support the new fleets.

And it's just the first in a series of state and federal mandates targeting school districts to help governments reach their environmental 

goals, according to Brian Cechnicki, executive director at the Association of School Business Officials, which has lobbied for more 

government funding and flexibility in the statute.

"There are going to be a lot of challenges for schools to make the switch in the environment of tax caps and reliance on state aid," 

Cechnicki said. "These are all things that we, as advocates and schools, will need to be mindful of ... remember, the more you have to 

spend in these areas, the less you have to spend on teachers and academic programming."

While there are numerous state and federal funding streams available to support green initiatives, each comes with its own se t of 

limitations, Cechnicki said.

New York's 2022-23 spending plan injects $500 million in the Clean Water, Clean Air, and Green Jobs Environmental Bond Act to support 

electric school buses and charging infrastructure. New York State Energy Research and Development Authority (NYSERDA) will provide 

technical assistance to school districts during the transition.

https://www.timesunion.com/author/rachel-silberstein/
https://www.timesunion.com/author/rachel-silberstein/
https://www.timesunion.com/news/article/State-Budget-brings-wins-losses-for-environment-17067509.php
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New York schools have five years to begin electric bus conversion: All buses must be emission-free by 2035, 

according to state budget provision,  Times Union, Rachel Silberstein April 13, 2022

The law does include some flexibility. For example, it enables the state Education Department to delay implementation if the 2027 deadline 

cannot be met without unreasonable cost or parts from overseas, education officials said Monday. School districts can also apply for a one-

time, two-year implementation waiver from the department.

Bethlehem Central School District last year became one of the first in the state to start the process of swapping out its diesel buses with 

battery-run vehicles. The district secured $1 million through the New York Truck Voucher Incentive Program (NYTVIP) to supplement the 

purchase of five electric buses.

Residents approved the purchase of five buses for the 2021-22 school year in May 2021, but supply chain issues caused manufacturing 

delays. Anticipated completion at the factory is slated for May 2022 with the buses delivered to Bethlehem in June 2022.

Also approved as part of the bus proposition was $200,000 for necessary infrastructure, including charging stations for the buses.

The district will have another bus purchase proposition on the ballot this May. Assuming the measure passes, the district wil l order one 

more electric bus for the 2022-23 school year.

https://www.timesunion.com/author/rachel-silberstein/
https://www.timesunion.com/author/rachel-silberstein/
https://www.timesunion.com/news/article/Bethlehem-kids-might-be-among-first-in-New-York-16035190.php
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NYSCOSS PDF presentation: https://www.nyscoss.org/nyscossdocs/Advocacy2122/2204_Enacted_Budget_Webinar.pptx

Waiver determinations will be made based on district’s efforts to procure buses and charging infrastructure necessary 
to operate a zero-emission fleet and other factors such as issues with employee training.

If a waiver is granted, the district will receive technical assistance from NYSERDA. (New York State Energy Research 
and Development Authority)

Labor Protections: The law contains numerous labor protections…. Schools may want to take additional steps when hiring 
bus mechanics moving forward to ensure appropriate skill set.

Reduction in non-overtime hours, reduction in pay, or reduction in employment benefits of currently employed 
individuals are prohibited

Impairment of existing CBA rights are prohibited

Transfer of existing duties or functions are prohibited

Transfer of any future duties or functions of current employees are prohibited

Workforce Development Report: Prior to procurement of buses, the school/contractor must complete a workforce 
development report. 

Funding:

Purchases, leasing, construction, or installation of charging infrastructure shall be aidable and subject to prevailing wage laws

Environmental Bond Act: Law provides than not less than $500 million shall be available for zero-emissions buses. Goes before 
the voters in November.

Amortization of zero-emission buses can occur over 12 years.

NYSERDA: Required to develop a “roadmap” regarding zero-emission buses in the next year and update it every three years.

NYSERDA also to issue report on availability of zero-emission school buses and charging infrastructure by December 31, 2026.

https://www.timesunion.com/author/rachel-silberstein/
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Electric Bus Purchase Scenario: AS if Oswego City School District started buying Electric Buses this year…

https://www.timesunion.com/author/rachel-silberstein/
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Scenario 1
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Assumptions 

Revenues:

Tax increase 0% and 0% Thereafter

State Aid Major Foundation Aid Increase for next two years, then significant reduction in rate of increase thereafter

Variable Transportation Aid

Building Aid follows Debt Service Schedule*

Federal Aid remains Stable

MAJOR PILOT Revenue EXHAUSTED Beginning in 2025-26

Expenditures:

Follow contractual Obligations

No notable changes in staff patterns

Stable ERS and TRS increased costs*
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Scenario 2

©  R. G. Timbs, Inc.  2022

Assumptions 

Revenues:

Tax increase 0% and 1.9% Thereafter

State Aid Major Foundation Aid Increase for next two years, then significant reduction in rate of increase thereafter

Variable Transportation Aid

Building Aid follows Debt Service Schedule*

Federal Aid remains Stable

MAJOR PILOT Revenue EXHAUSTED Beginning in 2025-26

Expenditures:

Follow contractual Obligations

No notable changes in staff patterns

Stable ERS and TRS increased costs*
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Scenario 3
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Assumptions 

Revenues:

Tax increase 0% Until 2024-26, then Tax Increase to Create Reserve Amount Similar to 2021-22

State Aid Major Foundation Aid Increase for next two years, then significant reduction in rate of increase thereafter

Variable Transportation Aid

Building Aid follows Debt Service Schedule*

Federal Aid remains Stable

MAJOR PILOT Revenue EXHAUSTED Beginning in 2025-26

Expenditures:

Follow contractual Obligations

No notable changes in staff patterns

Stable ERS and TRS increased costs*
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Tax Cap Example Hypothetical from FY 2018-19 to 2019-20
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Tax Cap Example

Source: Office of the State Comptroller: 

https://view.officeapps.live.com/op/view.aspx?src=https%3A%2F%2Fwww.osc.state.ny.us%2Ffiles%2Flocal-government%2Fdata%2Fexcel%2F2021-school-districts.xlsx&wdOrigin=BROWSELINK

2021 State 

Average 

~$17.86

https://view.officeapps.live.com/op/view.aspx?src=https%3A%2F%2Fwww.osc.state.ny.us%2Ffiles%2Flocal-government%2Fdata%2Fexcel%2F2021-school-districts.xlsx&wdOrigin=BROWSELINK
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Tax Cap Example

Source: Office of the State Comptroller: 

https://view.officeapps.live.com/op/view.aspx?src=https%3A%2F%2Fwww.osc.state.ny.us%2Ffiles%2Flocal-government%2Fdata%2Fexcel%2F2021-school-districts.xlsx&wdOrigin=BROWSELINK

2021 State 

Average 

~$17.86

Or $2,679 for 

a Home with 

$150,000 Full 

Value

https://view.officeapps.live.com/op/view.aspx?src=https%3A%2F%2Fwww.osc.state.ny.us%2Ffiles%2Flocal-government%2Fdata%2Fexcel%2F2021-school-districts.xlsx&wdOrigin=BROWSELINK
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Scenario 1

Scenario 2
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Revenues:

Tax increase 0% and 1.9% Thereafter

State Aid Major Foundation Aid Increase for next two years, then significant reduction in rate of increase thereafter

Variable Transportation Aid

Building Aid follows Debt Service Schedule*

Federal Aid remains Stable

MAJOR PILOT Revenue EXHAUSTED Beginning in 2025-26

Expenditures:

Follow contractual Obligations

No notable changes in staff patterns

Stable ERS and TRS increased costs*

Revenues:

Tax increase 0% and 0% Thereafter

State Aid Major Foundation Aid Increase for next two years, then significant reduction in rate of increase thereafter

Variable Transportation Aid

Building Aid follows Debt Service Schedule*

Federal Aid remains Stable

MAJOR PILOT Revenue EXHAUSTED Beginning in 2025-26

Expenditures:

Follow contractual Obligations

No notable changes in staff patterns

Stable ERS and TRS increased costs*

Revenues:

Tax increase 0% Until 2024-26, then Tax Increase to Create Reserve Amount Similar to 2021-22

State Aid Major Foundation Aid Increase for next two years, then significant reduction in rate of increase thereafter

Variable Transportation Aid

Building Aid follows Debt Service Schedule*

Federal Aid remains Stable

MAJOR PILOT Revenue EXHAUSTED Beginning in 2025-26

Expenditures:

Follow contractual Obligations

No notable changes in staff patterns

Stable ERS and TRS increased costs*

Scenario 3
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General Comments

1. The District is in Fine Operational Financial Condition Right Now. However, the District will begin to 

experience significant fiscal stress beginning in 2025-26 if the District’s major PILOT agreement is not 

sustained and capital needs of the District are not considered.

2. There are ways the District could operate with less impact on the annual General Fund Budget. There is 

limited evidence of Long-Range Financial Analysis and Planning related to: 

a) Equipment and Classroom furniture Needs and Timeline

b) Technology Needs and Timeline

c) Vehicle Needs and Timeline

d) Bus Purchasing Methods and Timeline

e) The real potential for the loss of significant PILOT(s) payments
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General Comments

3. There are long term threats to the district’s financial stability, particularly in Revenues:

a) If the district Loses the PILOT(s), there will be SEVERE damage to the District’s Ability to Operate 

(In 2021-22 the PILOT(s) represented 28% of all district Revenues)

b) If the district Loses the PILOT(s), there will be SEVERE consequences for the Tax Cap calculation

c) Beware of State Fiscal Funding Cliff 2024-25

d) The New Federal Funding Grant (CRSSA and ARPA) streams will have a Fiscal Cliff 2024-25, 2025-

26, 2026-27.

e) State Aid: Foundation Aid will increase over 10% until Save Harmless Status and then the rate of 

increase will Diminish; expense driven aid continues in current law, but they are all partial 

reimbursements for District expenses. 

f) Tax Cap Limitations will occur as the Districts Debt service decreases over the next 6 years. (Note 

that building aid is a sizable portion of the tax cap calculation will diminish after 3 years).



General Comments

4. There are long term threats to the district’s financial stability, particularly in Fund Balances:

a) The District’s history of significant year end fund balances is on the decline and will further decline 

as budgeted revenues and expenditure contain little to no room for any annual unforeseen decrease in 

state aid unforeseen, unbudgeted expenses, and inflationary pressures. 

b) The loss of fund balance deprives the District the opportunity to build Reserves for possible financial 

revenue downturns or expense spikes. Capital Reserves are a way to avoid large budget increases to 

cover foreseeable costs in such items ads vehicles, buses, technology, equipment, and classroom 

furniture.

5. Expense threats include:

a) General Inflation for utilities, fuel, buses, vehicles, equipment, supplies and materials and their 

general availability including technology.

b) The escalation of costs of labor contracts and the availability and competition for labor and the 

benefits contained in labor contracts or required by law.

c) Potential escalations in pension costs (ERS and TRS).

d) The escalation in the cost of Capital Construction.

e) The escalation of costs associated with Students with Special Needs

f) The escalation of Transportation related items such as fuel, the cost of buses and additional routes.
27
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General Comments

6. There is a concern for the Long-Range Financial Health of the district.

a) With proper analysis and planning greater efficiencies and economies of scale can be achieved.

i. For instance, over $8 million in bus purchases planned within 7 years. The District has 

historically bonded. At least for a period, anticipated fund balance amounts will enable the 

District to purchase buses in cash. This would  eliminate the cost of issuance for Bonds and the 

interest charged on the Bonds.

b) With greater analysis and planning a strategic approach can be in place to minimize expense threats 

on the general fund budget and residents.

i. For Instance, if or when the District experiences a significant loss of PILOT funds, pre-saved 

reserves could temporarily fill the revenue gap or at least mitigate it to allow the District the 

“ramp into” a portion or notion of a tax levy remedy. However, recovery from such a loss my 

have a corrosive effect on the operational and educational operations of the district.

ii. Capital needs require an intelligently designed Capital Construction project that will affect 

revenues, expenditures, and the capacity to accomplish District Capital Construction needs.



29

RECOMMENDATIONS

Strategically and Operationally Examine Long Range Budget Implications… 

1. Maintain a stable the budget by tracking expenses:

a) Re-Examine 2021-22 budget for sustainability and other issues (Carry Over/Reallocations).

b) Budget process is always difficult due to the number of assumptions (Extrapolate cost 

estimates). Update estimates as possible for both Revenues and Expenses.

c) Attempts for cost reductions should be examined (those away from student programs first) to 

mitigate escalation of expenses.

d) Reevaluate purchases and staff need. Examine the possibility of attrition and breakage.

e) Monitor Long-term Expenditures to the financial plan and limitations on Revenues 

i. If the district Loses the PILOT, there will be SEVERE damage to the District’s Ability 

to Operate (In 2021-22 the PILOT represented 28% of all district Revenues)

f) Develop a Long-Range thoughtful plan to prepare for possible State Fiscal Funding Cliff 

2024-25 and beyond

©  R. G. Timbs, Inc.  2022
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2. Annually reevaluate Reserve and Fund Balance amounts for sustainability and liabilities. When and if 

possible:

b) Monitor ERS and TRS Reserve to cover potential escalations in cost as labor contract escalate

c) Further build and Use new Capital Reserves to ensure Building Integrity and Eliminate Tax impact 

of Capital Construction

d) Further build and Use new Capital Reserves to ensure Eliminate Tax impact of these periodic 

expenditures (Vehicles, Equipment, Technology for instance)

3. The Longevity of the New Federal Grants could be problematic.

b) Exhibit caution with use of new Federal Funding streams (Fiscal Cliff 2024-25, 2025-26, 2026-27)

c) Use a combination of Supplement and Supplant as practicable.

4. State Aid: Foundation Aid will increase ~26% until Save Harmless Status in the 2023-24 school year, 

and then the rate of increase will Diminish significantly; expense driven aid continues in current law. 

However, Building Aid will diminish in over-time.

5. Monitor the Tax Cap… note growing use of Appropriated Fund Balance and be aware of Super Majority 

Tax Levy Limit implications.
©  R. G. Timbs, Inc.  2022

RECOMMENDATIONS

Strategically and Operationally Examine Long Range Budget Implications… 
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Long Range Financial Analysis- Questions?
Data Driven Strategic Fiscal Planning
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