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Compelling Evidence: 

95% of school districts are 

recovering at a rate less than $5 

per student yet the costs are 5-

10x that. 

 

And community use is growing 

rapidly . .  



2008 Cost Recovery Study 

• Analysis of 1,000+ school 
districts, colleges and private 
schools, including interviews 

• Focused on how educational 
professionals are coping with 

– Facility scheduling 

– Demand for community use of 
school facilities 

– Recovery of costs to support 
community use  

RECOVERING COSTS FOR THE 
COMMUNITY USE OF OUR SCHOOLS:  

 A White Paper Examining the Successful 
Implementation of Cost Recovery 

Programs in our Schools. 



Behind the scenes 

• What is the average time spent per event by each staff member in 
minutes? 
– School Administrator 

 

– District Coordinator 
 

– School Finance 

– Energy Manager 

– Other? 

 

5    Checking calendars to make sure area is available, 
getting approvals 

5    Coordinating with staff to support event, 
approving, getting other approvals 

10  Coordinating and creating invoices  
 

5    Doing EMS Overrides per event  
 

0  

25 Total Minutes Per Event or .42 Total Hours 
Per Event =(.51events/student) (8160 events) 
3,427 Total Hours Annually (events * hours) 

At $25/hour,  you have spent 
$85,675 out of the $80,000 you are 
currently invoicing  --  how much is 

considered as part of normal job 
responsibilities? 

Example is using a 16,000 student district 



• ANNUAL CUSTODIAL COST 

– Usually averages to 1 hour of custodial time over the year for 
each event (setup, breakdown, clean up, lock/unlock and other 
services)  

– This relates to around $25-$30 per hour (fully loaded costs, 
benefits, vacation, sick days, holiday and other imbedded costs)  

Behind the scenes 

8,160Total Events  
 

Equivalent to 8,160 Total Hours Per Year 

At $25/hour,  you have spent $204,000 
whereas you are currently invoicing  

$80,000--  how much of this is part of 
normal job responsibilities vs. what can 

be charged? 

Example is using a 16,000 student district 



Behind the scenes 

• ANNUAL ENERGY COST ASSOCIATED WITH EVENTS 

– Cost  for energy typically ranges from $120 to $300 
per student 

– Most districts say community usage increases utility 
cost 10% to 20%, if not more 

16,000 Students * $150 Energy Cost per 
Student = $2,400,000 in Total Energy 
Expenditures 

At 10% of energy costs,  you have spent 
$240,000 whereas you are currently 

invoicing  $80,000 

Example is using a 16,000 student district 



Behind the scenes 

• WEAR/TEAR/REPAIR DUE TO EVENTS 

– AS&U states on average some districts spend up to 
$500 per student for M&O on buildings every year 
(not including technology needs) 

– We’ll use $250 as a median and say that 2% of M&O 
goes to wear and tear due to facility events 

16,000 Total Students * $250 M&O Cost per 
Student = $4,000,000 Wear & Tear 
Expenditures 

At 2% of M&O costs going to events,  
you have spent $80,000 of the current 

invoices at $80,000 

Example is using a 16,000 student district 



Let’s total the potential costs 

– staff time (processing calendar updates, 
coordination, approvals and cost recovery) 

– energy costs 

– custodial 

– M&O  

TOTAL $609,675 
or 
($38/student) 

Example is using a 16,000 student district 

You invoiced for $80,000 for events 

$85,675 

 

$240,000 

$204,000 

$80,000 



The Potential costs 

• Let’s assume that some of this $609,675 is 
considered part of someone’s normal duties or are 
normal costs for the district --- even if we reduce by 
2/3: you still need to recover $203,225  
($13/student)  

• Also: 
– Food Services were not included 

– IT and wear/tear on technology and audio-visual 
equipment was not accounted 

– Security? 



Usage of Facilities is a High Priority 



AASA Fuel and Energy Snapshot Survey  



0 50 100 150 200 250 300 350 400 450 500

Implementing other energy conservation measures

Cutting back on student field trips

Cutting back on heating and air conditioning use

Consolidating bus routes

Limiting staff business travel

Eliminating/modifying support personnel positions

Cutting back on purchasing supplies

Delaying non-essential facility upgrades and repairs

Eliminating/modifying instructional personnel positions

Eliminating/modifying administrative personnel positions

Changing fuel purchasing practices

Eliminating/modifying extracurricular offerings

Eliminating bus routes

Eliminating bus stops close to school sites

Eliminating/modifying athletic offerings

Cutting back on purchasing textbooks

Implementing hiring freezes

Negotiating with transportation companies

Eliminating/modifying academic offerings

Establishing “tripping” relationships with city or regional bus systems to … 

Moving to a four-day school week

Converting buses to run on natural gas

Number of Respondents 

Q2. What is your school system DOING to minimize the impact of 
rising fuel and energy costs in the 2008-09 school year?   

School system is DOING this School system is CONSIDERING this

AASA Fuel and Energy Snapshot Survey  



Approximately 98% of Districts 
Lose Money on Community Use  

What are the obstacles to invoicing and recovering 
community use costs 

(How you responded) 
• 185   No knowledge of how much to charge 
• 172    No automated scheduling solution 
• 145    No knowledge of how to get faculty/staff to embrace new  
                system/process 
• 137    Not sure where control of the process belongs 
• 126    No process in place 
• 110    Don’t know how to introduce a new process system-wide  
•   61    No knowledge of how to invoice 
•   54    No school board support 

 
 

 



Approximately 98% of Districts 
Lose Money on Community Use  

• How well are you recovering costs for community 
use of your campus? 
(How you responded) 

– 25%  Not scratching the surface 

– 57%  Recovering some of our costs 

– 15%  Recovering most to all of our costs 

–   3%  Recovering more than our costs, allowing us to 
        fund other programs 

 



 
Common Problems That Occur in the 

Scheduling Process 

(How you responded) 

• 247  Time wasted trying to manage the process  

             and each event 

• 251  No one knows the cost of an event 

• 183  No reports are available for board and staff 

• 158  Coordination problems among schools 

• 146  Custodian was not notified 

• 152  Heating/cooling systems are not overridden 



2008 Cost Recovery Study: 
What we learned 

• Paper, spreadsheets, calendars and email are 
not efficient in 90+% of educational facilities 
– Multiple schools 

– Multiple buildings/venues 

– Multiple setups/services 

– Multiple events 

– Multiple calendars 

– Multiple requestors 

– Multiple approvers 

– Multiple notices/follow-ups 



2008 Cost Recovery Study: 
What we learned 

• Too many parties and processes are involved 
for communication, task assignments and cost 
recovery 

 • Custodial 
• Maintenance 
• Technology and Audio Visual 
• Food Services 
• Athletics 
• Multiple Site Contacts 
• District Office 
• School Office 
• Community 



2008 Cost Recovery Study: 
What we learned 

• All districts that have a successful facility use program 
have an automated process 

• A facility scheduling solution should: 
– Enable coordinators to view facility use calendars, check availability  

– Automatically route usage requests to approval managers 

– Automatically create invoices based on fee tables 

– Automatically email event service providers regarding event setup 

– Track contact information for groups using facilities, including permits, 
contracts, and insurance policies   

– Generates reports on: 

  • Area/room usage 

  • Services used  

  • Actual facility usage costs 

  • Invoice/payment status 

  • Organizations on-site 
  



Facility Use and Cost Recovery Champion   
Orange County Public Schools 

 Business Challenges 

 

•   Improve inefficient scheduling process 

• Develop a global view of facility schedules 

• Track facility usage and fixed costs 

• Eliminate double booking 

• Revise inconsistent fee schedules and reduce 
uncollected fees 

• Reduce District’s liability risks 

• Improve internal and external 
communication 



Results 

• Developed a system to view all district wide events on a single 
centrally located calendar in real time 

• Established a consistent, fair process for managing facility 
usage requests 

• Improved response time for facility usage requests from days 
to within minutes 

• Provided a standardized method to verify and document 
“certificates of insurance” 

• Provided a standardized method to document completed 
“facility use agreements” 

 



Financial Relevance 

 
• Louisiana K12 has about 655,000 students 
 
• Research documents the potential to generate at least 
$15 per student through well managed community use 
 
• Potential revenue to LA Districts of $9,825,000 
 
• What is the value of $9.8M? 
 
   Cost of approximately 220 teachers! 

 
 

 
 

 



Best practices in facility 
scheduling:  

Expanding your facility 
scheduling program to 

include cost recovery for 
community use 



Steps to a Successful Cost Recovery Program 
1. Create a team/define a process 
2. Get executive buy-in 
3. Identify a centralized owner 
4. Deploy an automated scheduling system 
5. Centralize/de-centralize tasks 
6. Classify user types 
7. Develop tiered fee structure 
8. Create a facility use policy 
9. Create invoice guidelines 
10. Create a communication plan 
11. Start small and gain buy-in  
 

Source: Recovering Costs for the Community Use of Our Schools 

© Copyright 2008 SchoolDude.com, Inc. All rights reserved. 



Resources 

 
Facility Usage & Cost Recovery Online Resource Center: 
www.schooldude.com/resources/facility-use   

 
• White paper on “Recovering Costs for the Community Use of Our 

Schools“ 
• Form samples: 

– Bill rate/fee table sheets 
– Facility use agreement and application forms 
– Classification of users 
– Facility Use Policy 
– System improvement team presentations 
– Facility use process sheet 

• Best practices 
• Success story videos and documents  

 
 
 
 

 

 

 

http://info.schooldude.com/Cost_Recovery/
http://www.schooldude.com/resources/facility-use
http://www.schooldude.com/resources/facility-use
http://www.schooldude.com/resources/facility-use
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Adopt the characteristics of 
successful districts 

 

• The districts most successful with community use have 
these common elements: 

– A single coordinator and point of contact for the 
district communicates with principals and the 
community on community use. 

– Community use groups are separated into categories 
to be treated appropriately for charging. 

– An events calendar is available on the website for 
community and district employees to see. 



SchoolDude University 2009 

Adopt the characteristics of 
successful districts 

 

• The districts most successful with community use have 
these common elements: 

– A detailed facility use policy describes the conditions 
for use. 

– A request for use form is available online to request 
usage. That form, once approved and signed, becomes 
the contract for usage. 

– A detailed fee table is available for users to estimate 
cost of usage. 

 



Make facility use information easy 
to find 

• Have a tab for “Community” on the school district 

website homepage 
• Take the user to a “Facility Rental” page: 

a.Point of contact (name, department, title, phone 

number, email address, mailing address) 

b.Description of the community use program 

c.Links to take them to: 

i.Facility use policy  

ii.Request for use form 

iii.Rate sheet with group type categories 

 

SchoolDude University 2009 



Automate the Process 

• Management of Community Use is complex and 
requires an automated system.  

• Implement facility scheduling and invoicing 
software that:  

– Allows internal and external requestors/viewers 

– Automates the approval process 

– Detects expired insurance 

– Automates the invoicing function  

 SchoolDude University 2009 



Define the relationship between the district and 
the schools 

• Make sure principals, teachers, and school 
staffs understand the importance of cost 
recovery to the district budget.  

• A communication from the superintendent 
and/or school board to endorse cost recovery 
helps achieve buy-in for the program. 

 

SchoolDude University 2009 



Create a way to change rates 

• Define a board-approved automated fee 
escalation policy 

• Communicate the policy and fee changes to 
the public on the district website. 

 

SchoolDude University 2009 



Create your school district Facility 
Use Policy  

 • Who May Use the Facilities 

• Process to Obtain a Facility Use Reservation  

• Cancellations 

• Liability and Insurance 

• Payment 

• Prohibited Use 

• On-Site Rules 

 
SchoolDude University 2009 



Classification of Users  

 
• Typically 3 categories with Category 1 given 

the highest priority and Category 3 given 
the lowest priority.  

• Generally: 

– Category 1 is only charged for after-hours use 
of District personnel.  

– Category 2 receives a discount 

– Category 3 is charged the full rate 

SchoolDude University 2009 



Classification of Users  

 

• Category 1 Community Education 
Programs/School Support Groups 

• Community Education programs provide 
student enrichment and support. 

• Users could include: Parent-Teacher Associations, 

Parent Advisory Groups, Sports Boosters, Special Olympics, 
and local Scout organizations. 

SchoolDude University 2009 



Classification of Users  

 
• Category 2 Community Use Non-Profit Groups 

• Organized groups who provide local, civic, 
educational, religious or cultural activities  

• At least X% of the members of the group shall 
be residents of the District.  

• Users could include: Jaycees, Chamber of Commerce, 

Habitat for Humanity, Community Theatre, Little League, 
government polling sites, and United Methodist Church. 

 

SchoolDude University 2009 



Classification of Users  

 
• Category 3 Private Citizen Use/Non-Profit 

Groups/Commercial Users 

• Users are defined as groups of community 
residents. A group may conduct  meetings 
related to their business, but may not 
generate revenue from the activity.    

• Users could include: private citizens, private 

schools, adult athletic clubs, neighborhood associations, 
and driving schools. 

 
SchoolDude University 2009 



Questions? 

 

Kimberly Wool 

Southeast Regional Manager 

SchoolDude.com 

877-868-8015 

kim@schooldude.com 


