Transforming School Transportation
Through Transformational Leadership

Building a Stable, Motivated, and People-Centered Workforce
Speaker- Jason Fredenburg, Director of Transportation @ Lincoln Consolidated Schools
Session Overview

The nationwide shortage of school bus drivers continues to challenge districts of all sizes. While
external factors such as labor competition, CDL requirements, and training demands contribute
to the issue, many of the most effective solutions begin internally—with leadership approach,
organizational culture, communication structures, and staff empowerment.

This session shares real, district-implemented strategies from Lincoln Consolidated Schools
that have helped stabilize staffing through a transformational leadership model emphasizing
trust, inspiration, collaboration, and shared purpose.

What Is Transformational Leadership?

Transformational leadership focuses on inspiring employees to believe in the mission, feel
valued as individuals, and actively contribute to the success of the organization.

In school transportation, this means moving from a compliance-driven mindset to a people-
centered culture where drivers and staff feel respected, supported, and connected.

Core Principles
e Trust: Consistent, fair, and transparent leadership
o Inspiration: Helping staff understand the “why” behind their work
o Individual Value: Recognizing each employee as a person, not just a position

o Collaboration: Viewing staff as partners in success

Recruitment Through a Transformational Lens

Traditional job postings alone are no longer enough. Transformational leadership expands
recruitment by building relationships and trust.

Effective Recruitment Strategies
o Relationship-based recruiting driven by staff satisfaction
e Word-of-mouth referrals from current employees
e Community outreach and presence
o Honest and transparent recruitment conversations

o Encouraging staff to bring in people they trust



Key Insight:
A positive culture recruits faster and more effectively than advertising alone.

Retention Through Culture and Investment
Lincoln Consolidated Schools Case Study

At Lincoln Consolidated Schools, retention has been strengthened by intentionally investing in
staff as people—not just employees.

Staff Investment Strategies
e (PR and First Aid training for all transportation staff
e CPI (Crisis Prevention / De-escalation) training
o Restorative practices training
e Infrastructure improvements to show staff they are valued
Connection and Recognition
o Employee of the Month program announced over the radio, including a song
o Birthday announcements with staff wishing each other well
e Monthly staff meetings to maintain connection
e Monthly staff potlucks to build community
Leadership Accessibility
e “Connection Days” where the Director meets staff for breakfast after morning runs
e Open, off-the-record conversations
e Voluntary attendance focused on listening and trust

Cultural Outcome:
Staff report feeling more like a family than coworkers.

Addressing Internal Barriers to Retention
Common internal challenges that drive turnover include:

e Unclear expectations

e Inconsistent communication

e Lack of professional growth

e Feeling unheard or undervalued
Transformational Solutions

e (lear expectations paired with support

o Consistent and fair supervision

o Transparent, two-way communication



e Opportunities for learning and growth
o Intentional relationship-building

Key Insight:
People rarely leave jobs — they leave environments.

Immediate Action Steps

Participants can begin implementing transformational practices by:
1. Increasing leadership visibility and approachability
2. Creating one intentional connection opportunity each month

3. Publicly recognizing staff contributions and milestones

Final Thought

When transportation staff feel valued, connected, and inspired, departments become more stable,
resilient, and successful. Transformational leadership turns staffing challenges into opportunities
for growth and long-term sustainability.
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