
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

       

 

 

 

FILLMORE CENTRAL AND EXETER MILLIGAN 

PUBLIC SCHOOLS 

FEASIBILITY STUDY 

SPRING 2021 

 

 

  
  

 

 

PREPARED BY: Carl Dietz / Matt Fisher 

First National Capital Markets, Public Finance 



1 | P a g e  
 

Contents  

INTRODUCTION .................................................................................................................................... 2 

SCOPE OF WORK ................................................................................................................................... 3 

OVERVIEW OF DISTRICTS .................................................................................................................. 4 

CENSUS & HOUSING INFORMATION ............................................................................................... 6 

ENROLLMENT ....................................................................................................................................... 9 

CURRICULUM ...................................................................................................................................... 15 

STANDARDIZED TESTING INFORMATION ................................................................................... 21 

STAFFING INFORMATION................................................................................................................. 26 

FACILITIES ........................................................................................................................................... 33 

TRANSPORTATION ............................................................................................................................. 39 

FINANCES ............................................................................................................................................. 40 

AFR COMPARABILITY DATA ........................................................................................................... 49 

OPERATION AND MAINTENANCE OF BUILDINGS ..................................................................... 54 

EXECUTIVE SUMMARY .................................................................................................................... 56 

KEY FINDINGS ................................................................................................................................. 56 

CONCLUSION ....................................................................................................................................... 60 



2 | P a g e  
 

 

INTRODUCTION 

First National Capital Markets, Inc. (“FNCM”) has prepared this feasibility study to provide a 

comprehensive source of data to be used in considering various operational structures for the 

Fillmore Central Public School District and the Exeter-Milligan Public School District.  Within 

each of these districts, the administration and board of education face the difficult task of 

deciding how to best allocate taxpayer funds while also creating the best educational 

opportunities for students.   

Currently, the Fillmore Central district operates three attendance sites to accommodate their 

preschool through twelfth grade students, which include a Prekindergarten through fourth grade 

building at 225 North 17th Street in Geneva, a middle school for grades five through eight is 

operated at 950 F Street in Fairmont, and secondary education for ninth through twelfth grade 

takes place at Fillmore Central High School which is located at 1410 L Street in Geneva.   

The Exeter-Milligan district operates three buildings located on two campuses.  Preschool 

through second grade students attend classes at the elementary site on the Exeter campus located 

at 318 South River Avenue.  Students in grades three through six are educated in the elementary 

building at 502 9th Street in Milligan.  All students return to the Exeter campus for their seventh 

through twelfth grade education. 

The intent of this study is to provide information to help Boards of Education for each district 

and their administration make long-term plans regarding the optimal future structure of the 

districts.  A key consideration is whether the districts should continue operating as independent 

districts, or if there is a mutually beneficial structure that could enhance the education provided 

and create operational efficiencies through consolidation.  The study provides financial data 

through examinations of the districts’ financial profile, peer group information from similarly 

sized districts, and projected expenses and revenues.  The study also investigates curricular 

impact and staffing needs.  Additionally, current enrollment, as well as projections for future 

enrollment, in each district is analyzed and included in this study.  

The collection of data is intended to help boards of education and administrative teams in each 

district make informed decisions that will provide lasting benefits for their students and patrons.  

Although a vast amount of information on several scenarios is provided in this study, other 

possible directions for action likely exist as well.  The information and data collected in the study 

is intended to help in considering options which may not be addressed directly in the findings. 
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SCOPE OF WORK 

 

Each of the districts will be analyzed independently to gain an understanding of operational costs 

in the district’s current structure and to project expected costs of continuing to operate without 

modification.  Data is then presented to project how the districts might operate in a revised 

model.  The following areas will be investigated. 

A. Census data on district demographics 

The study will investigate the current population and housing trends in each of the 

villages within each district.  Census data will be used to project the impact on 

future enrollment and future local funding for the districts. 

B. Enrollment trends and projections 

Historical data will be analyzed to help predict future enrollment in the districts.  

Comparative analytics will be used to help distinguish areas of growth versus 

areas of decline.  A combined enrollment structure will also be used to predict 

staffing needs. 

C. Staffing information 

Staffing needs in the current structure will be reviewed with consideration to how 

staff can be best utilized, which will be compared to how staffing needs would 

change in a combined district structure. 

D. Current Facilities 

The operational costs of each facility will be analyzed with respect to efficiency.  

Additionally, a projection of future capital expenditures needed for each building 

will be developed. 

E. Future facility options 

The existing facilities that are available in the districts would appropriately 

accommodate the combined student enrollment.  However, to maximize 

efficiencies and to generate thought about future operational structure and facility 

needs, consideration is also provided for new facility development.    

F. Financial trends and costs analysis  

An in-depth review of the current and historical financial position of each district 

is used to evaluation current performance and project future finances.  

Consideration will be given to adequate financial reserves along with costs and 

financial vehicles to be used for capital improvements. 
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OVERVIEW OF DISTRICTS 

 

This section of the report is designed to provide a brief overview of the districts involved in the 

study.  Information here is typically drawn from annual reports shared by the district with their 

patrons.   

Fillmore Central 

Fillmore Central Schools has three campus sites, a K-4 elementary located in Geneva, a 5-8 

middle school campus in Fairmont, and a 9-12 High School located in Geneva. The entire district 

is located in Fillmore County and covers an area of approximately 245 square miles. The 

Fillmore Central School District began in the 2000-2001 school year and formed with the merger 

of the Geneva and Fairmont school districts. Later, parts of the Grafton, Ohiowa, and Strang 

school districts also joined Fillmore Central. 

MISSION STATEMENT:  Fillmore Central Public Schools mission is to provide all students the 

opportunity and support to achieve excellence, develop responsibility, and become life-long 

learners. 

The Fillmore Central Public Schools teaching staff has the responsibility of teaching, 

supervising, and evaluating students. There are approximately 47.0 FTE (Full Time Equivalents) 

teachers at the district.  Support staff includes secretaries, para-professionals, maintenance 

personnel, bus drivers, and food service personnel. There is currently a total of 42 support staff 

positions.   

Fillmore Central provides before school and after school transportation to all rural students.  The 

district also provides a morning and afternoon shuttle to the middle school in Fairmont.  Tyke 

(ages 3-4) transportation is also provided for students with verified disabilities to the pre-school.  

Services for Special Education, Speech Therapy, Physical Therapy, Diagnosis and Evaluation, 

Occupational Therapy, Mental Therapy and School Nurse are provided either through Fillmore 

Central Schools, ESU 6, Fillmore County Hospital, or by private contract.  The SUCCESS 

program, operated through ESU 6, is housed at Fillmore Central. The program provides services 

for students with special needs that cannot be met in the typical classroom environment.  

The TYKE program, for students below age 5, is housed within the Fillmore Central Elementary 

School. The TYKE program employed 2 teachers and 3 para-professionals and served 50 

students. The program also served 7 home-based below age 3 students.  

Enrollment at Fillmore Central for 2020-2021 is: PK (52), K-4 (200), 5-8 (180), and 9-12 (178) 

for a total enrollment of 610.  A total of 89 resident students option out to other districts, and 30 

students option into the Fillmore Central district.  
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Exeter - Milligan 

In May of 2002, Exeter Schools officially consolidated with Milligan Schools to form Exeter-

Milligan Public Schools; which is Fillmore County School District 01. The district operates two 

campus sites.  Students in grades Kindergarten through second and grades seven through twelve 

attend class at the campus in Exeter.  Meanwhile the students who are in grades three through six 

are at the Milligan site. The district encompasses land in four counties (Seward, Saline, York, 

and Fillmore) with an approximate area of 240 square miles. 

MISSION STATEMENT:  It is the mission of Exeter-Milligan Public Schools, in partnership 

with parents and community, to provide excellent educational programs which empower our 

students to be knowledgeable, responsible, patriotic citizens of a global society. 

On average, the Exeter-Milligan Public Schools District employs about 27 teachers and 2 

administrators. The district also has custodians, para-educators, bus drivers, secretaries and food 

service personnel helping to serve the needs of students.  A total of 13 support staff are employed 

by the district.  Some of these individuals are full time while others serve in less than full time 

roles. 

Before and after school transportation is provided through contracted bus services.  This 

contracted service also provides most special education transportation as well as bussing for 

activities.   

Resource services including individualized Speech Therapy, Physical Therapy, Occupational 

Therapy, and Diagnosis and Evaluation are provided by district employees or through personnel 

from ESU 6.  The district also employs a nurse to serve the needs of children in all of the 

buildings. 

The district provides a preschool program that provides early learning opportunities for three and 

four year old children.  Children attend the preschool for three hours per day for five days per 

week.  The program is operated through ESU 6 and employs one teacher and one para to run the 

program. 

Enrollment at Exeter-Milligan for 2020-21 is: PK (20), K-2 (31), 3-6 (44), and 7-12 (69) for a 

total enrollment of 144.  There is a total of 34 resident students optioning out to other districts, 

and there are 16 students who option into the district.  
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CENSUS & HOUSING INFORMATION 

In order to make informed decisions on how to keep the districts moving in the best possible 

direction, leadership needs to understand the current and future makeup of the patrons of the 

district.  This section of the study seeks to analyze census data and information about housing to 

identify current population trends and to present considerations with regard to future population.   

 

The census data shows that in all four of the communities located within the study districts, the 

population has been relatively stagnant for the past ten years, and likely will remain that way for 

the foreseeable future.  

 

 
      

       

The data presented in this chart can also be analyzed in terms of percentage of population 

change.  Exeter has experienced the greatest percentage of population loss at about 11.4%.  

Geneva has lost the greatest number of people; however, the percentage of loss is only about 

5.6%.  The percentage change at Milligan is roughly 6.3%, and the decline at Fairmont has been 

about 7.5%. 

 

 

 

Data taken from the U.S. Census Bureau 
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The chart above shows that the population loss in the communities is reflective of the population 

decline that has taken place throughout Fillmore County.  The U.S. Census Bureau reports a 

7.3% decline in population in the County between 2010 and 2019.  Using trend lines to project 

population over the next thirty years, the U.S. Census Bureau also predicts a significant decline 

in overall population will continue.   

 

The population data is subject to slight deviations in either direction. That being said, the 

population as a whole is aging slightly. For each school age subset (elementary, middle, and high 

school), the population has declined steadily since 2010 and projections show that this trend will 

continue out to 2030. 

 

 
 

Data taken from the U.S. Census Bureau, ACS 5-year  
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Based on U.S. Census data, both property values and household income have increased in the 

past few years throughout Fillmore County and the surrounding area.  Property values and 

personal income levels coupled with increased agricultural land values has expanded the taxable 

valuation of the district and has produced additional revenue through Allocated Income Tax 

monies the district receives from the State.  The chart below provides a five-year snapshot of the 

median home values.  Overall impact of changing valuation including both homes and ag land is 

explored further in the financial information presented in this study.   

 

 
 

The stagnant population paired with an aging population indicates that enrollment may decline in 

the years ahead.  Creating an educational environment that attracts students and their families is 

vital, not only to the school districts but to the communities within the district as well.  Creating 

the most desirable educational opportunities for all students in the area is critically important.  

 

Area population is a main factor that drives school enrollment and having an understanding of 

trends that exist in the current population helps to better predict what may take place with 

enrollment numbers in the years ahead.   
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ENROLLMENT 

One of the critical components of setting direction for any school district is understanding their 

student population in future years.  In this section of the study, a historical perspective on 

enrollment across the districts is reviewed.  Current enrollment trends are also utilized to 

generate projections on future student population numbers.  The Fillmore Central district and the 

Exeter-Milligan district enrollment is reviewed separately and as a combined data set. 

In the chart below, enrollment in the Fillmore Central district for the past fifteen years is 

presented.  The chart is color coded to make cohorts of students easy to identify as they progress 

from one grade to the next.  At the bottom of the chart, total enrollment for the entire data set is 

presented as are totals for the most current five-year subset.  The far-right columns present total 

district enrollment for PK-12th grade and for the K-12th subset.  Because preschool was not a 

district offering during all the study years, it is important that this separation is noted as this 

change in structure skews numbers. 

 

 
 

This historical overview of the student population across the district highlights a few trends.  

Overall, the total enrollment number in 2020-21 is about 70 students less than enrollment levels 

15 years ago.  However, during that time span there was a decline of over 100 students.  Since 

that low in 2016-17, the student population across the district has increased by over 30 students.    
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A similar presentation of student enrollment for the Exeter-Milligan district is presented in the 

following chart.  Again, this chart has average enrollment by grade presented in the bottom rows 

of the chart for the entire data set and for a subset representing the last five years.  Total district 

enrollment is illustrated in the far-right columns with separation being made for PK-12th grade 

and K-12th grade.   

 

 
 

The enrollment change experienced in the Exeter-Milligan district in the past fifteen years has 

been quite dramatic as the student population has decreased by almost half.  This move from 

over 280 students to a current enrollment of slightly over 140 has forced the district to make 

some dramatic changes.  Declining enrollment forces districts to stretch staff members into areas 

where they may not be fully qualified.  It also makes it difficult to justify the staffing needed to 

offer multiple elective areas.  Only offering certain courses once a day limits the choices for 

secondary students.  With a decline between 30 and 40 students in the past five years, it appears 

that the declining enrollment trend may continue.  

 

Projecting future enrollment is an inexact science as there are many unknown variables.  

However, reviewing historical enrollment patterns and census data does allow for a degree of 

certainty with projections.  Using current enrollment figures paired with historical progression 

rates typically allows for a fairly accurate estimate of enrollment numbers as those classes 
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currently enrolled progress through each grade.  The uncertainty stems from projecting future 

initial enrollment of students in the district. 

 

The following charts show historical grade progression for the Fillmore Central and Exeter-

Milligan districts.  Historical grade progression analyzes how many students move from one 

grade to the next within the district. 

 

 
 

The number to the far right in the chart indicates that during this eleven-year analysis of students 

enrolled at Fillmore Central, there is an average progression rate of just less than 102%.  This 

number approximates that if 50 students enter Kindergarten in the district, then 51 students 

should be enrolled in that class when they reach the 12th grade. 

 

  



12 | P a g e  
 

This chart shows the same grade progression information for those students who have been 

enrolled at Exeter Milligan during the past eleven years.   

 

 
 

For the Exeter-Milligan district the grade progression rate has averaged just over 100% during 

these data years.  Here the assumption that is generated is that if 20 students began Kindergarten 

in the district then the enrollment for this class would still be at 20 when the class began the 12th 

grade.   

 

The next chart presents the current enrollment for each of the districts together with a grade by 

grade compilation in a combined district.  This data snapshot points to a district that would 

operate with a per grade enrollment of between 45 and 60 students, which are desirable numbers 

as it would allow for a three-section structure where each section typically has between 15 and 

20 students.  Within this type of arrangement there would be times when a large class forces the 

number to grow above 20 (i.e. a class of 66 students would result in 22 per section).  At other 

times when the class number declines to around 40, there may be opportunity to move to two 

sections.  Elementary students located in more than one building will limit the ability to create 

the greatest efficiency.    
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A projection of per grade enrollment for a merged district is presented in the following chart.  To 

develop projection numbers in this chart, a combined progression rate based on each district’s 

enrollment and their individual progression rate was developed.  This rate is slightly less than 

101.5%.  Additionally, future kindergarten enrollment numbers were based on average 

enrollment and trend lines from the past five years, which produces an annual decline in the 

kindergarten enrollment of half-a-percent applied to an initial average enrollment number of 

48.59.  Using fractional students in projections produces a more accurate picture of overall 

enrollment.     
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Projections from the previous chart indicate that enrollment numbers for each grade in a merged 

district would be around 50 students through the next twelve years.  The total enrollment for the 

district would be slightly less than a 55student decline during this time.  While the loss of 55 

students is certainly significant, it has much less impact on a district of this size than the impacts 

that might be seen if the districts are operating separately.   

 

The chart below shows a comparison of a ten-year projected total student enrollment for the 

merged district with similarly generated projections for the Exeter-Milligan and Fillmore Central 

districts operating in their current structure.   

 

 
 

The projections are not intended to be exact but rather are offered to provide an overview of 

what the trend lines indicate over the next ten years.  It should be noted that calculations 

generated for the combined district and individual districts vary slightly.  Because these 

calculations involve truncated decimal fractions, the more times these multiples are applied the 

greater the difference becomes.  However, throughout the ten-years illustrated in both charts the 

total student numbers for the combined district do match.   

 

Accurate enrollment numbers are essential to make curriculum and staffing decisions.  The 

number of students in a district also impacts operational costs and efficiencies for the district.  

These elements are explored in more detail later in this study.  
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CURRICULUM 

As board members and school administrators consider the best path for moving districts forward 

there is a continual balancing process between efficient operation and providing excellent 

education for the students they serve.  A key component is deciding what educational 

opportunities can be offered while continuing to operate efficiently.  Consequently, examining 

the curricular structure that could exist if the Exeter-Milligan and Fillmore Central districts 

merged is an important part of this study.   

The charts on the following pages compare the current curricular structure within each district 

with a probable curricular arrangement if the districts were merged. 

The first curriculum illustration shows how the existing elementary structure is staffed.  These 

are mostly self-contained classrooms with the assigned teacher providing instruction in all 

curricular areas.  Some departmentalization exists in the upper grades.  Specialists, such as Art, 

Music, and PE, that teach in the elementary grades, are noted in their area of specialization. 

 

Combining the districts would allow for the reduction of two staff members as reflected in the 

chart.  This would be accomplished if the new district chose to keep the existing Fillmore Central 

middle school structure.  In that case, current 5th and 6th grade students in the Exeter-Milligan 

district would join Fillmore 5th and 6th graders in middle school, which would eliminate the 

need for teaching positions for those grades. 

As noted in the left column of the chart, if the merged district moved to a single elementary site 

there could be additional savings if classes were of a size that allowed elimination of one section.  

For instance, the 4th grade with 45 students could become a two-section class in a single 

building.   
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The core curricular areas, including math, language arts, science and social studies are key 

components of any educational structure.  Illustrated in the next charts are the current offerings 

and projected offerings in a combined district for these areas.   

These charts represent a period by period analysis of courses being offered in the middle or 

junior high setting in each district along with offerings at each high school.  The intent of the 

combined district curricular structure was to provide, at a minimum, the course selection 

opportunities that students have in the current two district configuration.  If a merger were to 

take place, administration and the school board would need to identify priorities and make 

decisions on reducing or expanding curricular offerings in each area.   
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As noted in the left-hand column for each of the core areas, eliminating the duplication of 

courses between the two districts in each core subject would allow for the reduction of a teacher 

in each of these areas. 

Along with the core subject areas there are also other curricular areas where accreditation 

regulations mandate that educational opportunities be provided, which is addressed in the 

following chart.  
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Providing instruction in each of the areas listed in the chart above is required in all grade levels.  

Once students reach the high school level, they are not required to have annual instruction in 

each area.  Rather, course work from different areas becomes part of their requirements to 

graduate.  Districts set their graduation requirements based on general guidelines established by 

the Nebraska Department of Education (NDE).  The NDE also sets minimum requirements for 

courses to be offered in various curricular areas.  

The curricular offerings depicted in the chart for a combined district exceed the minimum 

requirements set by the state.  If a merger were to occur, then the new district would need to 

decide what program they wished to offer in these curricular areas. 
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In addition to previously listed curricular areas that are required in all grades, there are 

requirements set for career education for both high school and middle school students.  There is a 

world language offering requirement for high schools.  Beyond this, districts are given discretion 

as to what electives they may choose to offer.  The following charts show current offerings in 

each district and along with combined curricular offerings.  
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The final curricular chart in this section includes some areas where current staffing in the two 

districts is less clearly defined, or where there may be additional considerations for curriculum to 

be offered in a combined district.  

 

If a merger of the Exeter-Milligan and Fillmore Central districts were to take place, there would 

be several decisions to be made that would ultimately drive the curriculum offered in the new 

district.  Facilities to be operated, along with available staff and their qualifications would be a 

part of that decision process, as would various financial considerations.  However, the underlying 

goal for this decision process should be identifying what educational opportunities should be 

made available for children in the district and making sure actions are taken to ensure those 

opportunities are offered.   
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STANDARDIZED TESTING INFORMATION 

An important component of educational planning is studying the current academic performance 

of students.  By understanding where students are outperforming their peers, or where they might 

be lagging, districts can make effective decisions about how best to allocate resources.  In a 

study, such as this one, where districts are considering the benefits and drawbacks to a merger, it 

is important to understand strengths and challenges of the current structure.    

The Nebraska Student-Centered Assessment System, NSCAS is the measurement used by the 

Nebraska Department of Education to evaluate and track student performance in the areas of 

Math, English, Language Arts and Science in grades 3-8.  The ACT is currently administered to 

all eleventh-grade students in Nebraska to allow the State and school districts to determine 

academic preparedness as students near the end of their secondary education.  

The following pages contain charts with NSCAS and ACT scores for Fillmore Central and 

Exeter Milligan.  Scores are compared with 16 similar sized districts, as well as districts in their 

geographic area.  If less than 10 students take the exam, data is hidden to protect confidential 

information about individual students as required by federal law. Poverty, Special Education and 

English Learners are not separated for this comparison.  

The numbers in the charts below indicate the percent of students considered proficient in 

each category. 
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The data shows that during the 2018-2019 assessment period, students at Fillmore Central scored 

above the group average in English Language Arts (ELA) and Math, but below the average in 

Science.  Data for 2017-18 shows similar results, with Fillmore Central students scoring at or 

above the group average in all areas.    

The numbers in the charts below indicate the percent of students considered proficient in 

each category. 
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The percent of Exeter Milligan students reaching the proficient level during both testing periods 

was slightly below the group average in these three subject areas.   

 

ACT data also indicates the percent of students taking the exam who scored at or above the 

proficient level as set by the State.  This chart shows the benchmark scores set by the Nebraska 

Department of Education. 

 

Because the COVID-19 pandemic forced schools to close in the spring of 2020, the ACT 

assessment was not administered to eleventh grade students during that time. Consequently, the 

data presented below is from the spring of 2019. 
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Fillmore Central scored above the group average in all three categories of the ACT exam. 

In the current testing data shared by the Nebraska Department of Education, there are no ACT 

scores available for Exeter because the number of students tested is below the minimum student 

threshold.  Consequently, the data is not shared because there is concern that with limited 

numbers the confidentiality of the students tested may be compromised.  

 

Scores, especially in smaller districts, can be skewed by the number of special education and 

students in poverty that are in their test group.   
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The next two charts show the poverty rate based on free and reduced meals served in the district.  

This data is important when comparing expenses and academic achievement.  Districts with 

lower poverty rate typically score statistically higher than districts with higher poverty rates. 

 

 

 

As districts examine their optimal structure, an important consideration should be providing the 

best possible education for the students they serve.  Highly effective teachers coupled with a well 

thought out curriculum are essential components.    
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STAFFING INFORMATION 

 

Staffing is another key area for investigation as the district looks to gain efficiency and maintain 

high educational standards.  Typically, the costs to staff a school district makes up between 75% 

and 85% of the total operational budget.  Operating and maintaining multiple sites significantly 

increases operating costs as compared to districts operating a centralized campus.  Staffing costs 

in both districts are at the higher end of the data range as compared to other districts.   

This section of the study reviews how the districts are currently staffed.  This data is then 

compared to what staffing would look like if the districts were operating as a merged district.  

Comparative costs of these data sets are then presented. 

 

CENTRAL OFFICE 

In accordance with what would be expected for a district the size of Fillmore Central, the district 

employs a full-time superintendent.  The superintendent is responsible for overseeing all 

executive functions of the district, and ultimately has charge of all district employees and 

properties. Exeter-Milligan also has a full-time superintendent performing these same functions.  

The superintendent in the Exeter-Milligan district is also called upon to fill a share of the 

principal duties as they have only one other administrator to serve both of their campuses. 

The central office in both districts also houses the district business manager tasked with 

managing the day-to-day finances of the district, including preparing payment of bills to be 

approved by the board of education and managing the district’s payroll.  Also working in the 

central office at Fillmore Central is an executive administrative assistant who provides support 

for all functions performed by the superintendent and the business manager.  At the district office 

for Exeter-Milligan the business manager also serves as the secretary for the Exeter building.  

This type of Central Office structure aligns with other districts similar in size to these districts.  If 

the districts were to merge, a central office staff consisting of a superintendent, a business 

manager, and an executive assistant would be appropriate. 

 

BUILDING ADMINISTRATION AND COUNSELING 

There are currently three building principals in the Fillmore Central district.  There is one 

assigned to each of the three buildings the district operates.  Exeter-Milligan employs only one 

principal.  Her time is split between the two campuses.  If the districts were to merge the building 

structure and the background and talents of the principals would dictate how these key roles are 

staffed.  A merger would likely create the opportunity to save staff costs by reducing one 

principal.     
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The Exeter-Milligan district currently employs one counselor responsible for all counseling 

needs for Kindergarten through 12th grade students.  In the current structure it appears that the 

majority of the counselor’s time is spent with the secondary students.  In the Fillmore Central 

district there are two full-time counselors employed.  One counselor is assigned to serve the 

needs of 7th through 12th grade students.  Consequently, she splits her time between the middle 

and high school buildings.  The other counselor splits their time between the elementary building 

and the middle school building as she works with Kindergarten through 6th grade students. .  

While continuing to employ all three counselors after the potential merger would produce no 

financial savings, the gain would be in having a counselor assigned to care for all K-4 students.  

This would allow for much greater utilization of the counselor for directing guidance lessons for 

each elementary classroom.  One counselor could be located at all times at the middle school and 

the third counselor could be full-time at the high school.  This structure would allow the 

counselors to build better student relationships, and also greatly increase the likelihood that the 

counselor would be in the building when needed.  If cost were to become an overriding factor, 

the merged district could operate with two counselors. 
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ELEMENTARY STAFF 

Fillmore Central currently operates a PK-4 building where the standard configuration is two 

sections of approximately twenty students for each grade level.  Currently, the first grade has 

fifty-six students, which has been divided into three sections.  Exeter-Milligan students attend 

grades PK-2 in Exeter, and then complete grades 3-6 in Milligan.  In K-6 there is a high student 

total of thirteen and a low total of seven.  The district is structured with one section for each 

grade level.  The districts employ necessary support staff in each of the buildings they operate.  

The following chart illustrates the combined staffing for the two districts in the elementary 

buildings.  The left side of the chart shows the number of staff and the associated staffing cost 

for the current structure.  The right side of the chart shows staffing and costs if the districts were 

merged, along with realized savings.    

 

.
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MIDDLE SCHOOL STAFF 

 

Students in seventh and eighth grade attend class in the high school building in the Exeter-

Milligan district.  While fifth and sixth grade students are part of the classes housed in the 

elementary facilities.  Fillmore Central has students in grades 5-8 attending class in their middle 

school building.  If the districts were to merge with the intent of using existing facilities in the 

two districts, keeping the middle school structure at Fairmont would be a likely arrangement. 

 

The chart below illustrates how that combined structure might compare to the current staffing 

and associated costs.  In this illustration some potential savings are not realized.  Rather, staffing 

for more diverse elective opportunities for students in these grades is depicted.  If a merger were 

to take place, the district would have the opportunity to allow their priorities to drive staff 

structure.  
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SECONDARY STAFF 

 

Both districts provide many of the same curricular opportunities for high school students.  With 

limited student numbers, Exeter-Milligan is forced to offer most courses during only one period 

each day.  With greater student numbers, Fillmore Central is able to schedule multiple sections 

of most courses.  Having courses offered several periods each day allows students to diversify 

and tailor their schedules to their needs to create enhanced curricular opportunities through 

merging the districts.  At the same time eliminating staffing duplication would provide 

significant operational savings.   

The chart below shows a comparison between existing secondary staffing and possible staffing 

levels if the districts were merged.  The proposed staffing will offer a broad general studies 

curriculum with various levels for core areas.  It also provides staffing for courses in a variety of 

vocational and career interest areas.  Additional college credit course work could be added as 

well as career academy paths.  Some of this could be done with the proposed staff and some 

might require additional staff, thus lowering savings.   
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DISTRICT SUMMARY 

Every district has some employees who are considered district employees, rather than being 

associated with a particular building, which include individuals who work in the central office.  

These roles are typically the superintendent, the business manager, and their support personnel.  

If a merger of the Exeter-Milligan and Fillmore Central districts was to occur, eliminating 

duplication in these roles could provide considerable savings.   

Other less obvious district personnel would include maintenance directors, nurses, transportation 

supervisors, special educations directors, and curriculum coordinators.  The Fillmore Central and 

Exeter-Milligan districts staff some of these positions and contract with ESU 6 for other district 

wide personnel.   

The current staffing across both districts in these areas is shown on the left side of the table 

below.  In the columns to the right show the projected staff for a merged district.  The far-right 

column shows potential savings to be realized.   

In the lower part of the table the totals from each of the grade structures previously depicted are 

brought together with the district staffing costs to provide total staffing costs for the districts.  

Current totals are compared with projected costs in a merged district to highlight a potential 

savings of over $1.2 million. 
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FUTURE STAFFING COSTS 

The previous pages provide a summary of current and projected costs, along with savings that 

could be realized if the Exeter-Milligan and Fillmore Central districts were merged.  These costs 

and estimated savings are based on the operational costs for the 2020-2021 school year.   

Projected costs were based on providing, at a minimum, the same level of student opportunity 

that is currently provided in each district.  In many cases the staff suggested would allow a 

merged district to offer students enhanced opportunities when compared with the current 

curriculum in the separate districts.   

Obviously, a key component of moving forward with a merger would be for the district to decide 

what facilities they would operate and what grade structure they would use within those 

facilities.  The districts would also need to decide which curricular offerings would be provided 

at each facility. 

Decisions in these areas could change the overall future operational costs for a merged district.  

The numbers presented in the previous tables should provide a good basis for gaining a sense of 

the type of savings that could be realized.  The annual savings of over $1.2 million will continue 

to grow as staff costs continue to move upward each year.  The following chart shows a ten year 

summary of projected costs and savings. 
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FACILITIES 

In any thought process that might lead to a merging of districts, consideration has to be given to 

how facilities would be utilized by the merged district.  This section of the study provides an 

analytical view of each of the facilities operated by the Exeter-Milligan and Fillmore Central 

districts.  The data is intended to provide insight into future costs to maintain and operate each 

building in the districts.    

 

Exeter-Milligan High School 

The original building in Exeter was constructed in 1917.  A major renovation of this facility was 

completed in 2016.  While some of the challenges inherent with old buildings exist, the 

renovation has created an attractive, well appointed learning environment for students.  This 

building would be able to accommodate an enrollment of up to 250.  The current enrollment of 

69 students leaves much of the building underutilized. 

The chart below provides estimates for repairs and replacements that will need to be considered 

for the high school building in Exeter.   
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Exeter Elementary School 

Prekindergarten through second grade students attend class at the elementary building in Exeter.  

Currently there are 51 students in this building.  This is well below the estimated 175 student 

capacity.  This building was originally constructed in 1965 and a major renovation was 

completed in 2020.  The renovation created a highly functional educational space that is 

attractive and highly functional.  This renovation not only addressed elementary needs it also 

created a fitness area that is not only utilized by students but is also available for community use.   

While much of this building has just been renovated there will continue to be costs to maintain it.  

The chart below provides estimates on some of the capital expenses being planned for.   
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Milligan Elementary School 

Third through sixth graders attend class at the elementary building in Milligan.  There the 

original building was constructed in 1914 and has had several significant additions and 

renovations.  The last major renovation took place in 1999.  The capacity for this building is 

estimated to be 225 and the current enrollment there is 44 students. 

The chart below gives an overview of large ticket items that will need to be addressed in this 

building during years to come. 

 

 

 

In addition to costs associated with these buildings operated by the Exeter-Milligan district, the 

district is also planning for maintenance and improvement of other facilities they own or utilize.   
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Fillmore Central High School 

This facility is utilized by the District to house educational operations for ninth through twelfth 

grade students.  The original building was built in 1975.  Over time it has been renovated and 

additional space added.  The last major renovation took place in 2018.  The estimated capacity 

for the facility is 275 students and there are about 180 students attending there currently. 

Moving forward, funds will need to be set aside to address future maintenance costs in this 

building.  The following chart is an overview of projected costs to maintain this facility.  
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Fillmore Central Middle School 

The Fillmore Central district operates a middle school for grades fifth through eighth in 

Fairmont.  The Fairmont building was originally constructed in 1964 with the last major 

renovation taking place in 1983.  This building has an estimated capacity of 215 students and a 

current enrollment of 177.   

In planning for further utilization of this facility there have been a number of capital replacement 

items that have been identified.  These needs are estimated in the chart below.  
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Fillmore Central Elementary School 

Students in prekindergarten through the fourth grade attend class at the elementary building 

located in Geneva.  Here the original building was built in 1962 and the last major renovation 

and addition was completed in 1992.  There are currently 199 students attending class in this 

building and the capacity for the building is estimated to be 235.   

The chart below provides estimated costs for future capital improvements that will need to be 

addressed in the future at this building. 

 

 

 

In addition to maintaining the buildings themselves, it is also critical for the board and 

administration to plan for maintenance and improvement of auxiliary structures and facilities 

such as the downtown gym. 

 

As the districts make decisions about what structure best suits their needs in the future, a careful 

analysis of all the costs associated with maintaining and developing facilities will be a critical 

part of the process.  The information presented in this section of the study is designed to provide 

a general overview of costs that should be considered.  These costs will need to be continually 

analyzed and updated.  
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TRANSPORTATION 

Another consideration for the districts is analyzing how the expenditures for transportation may 

change in the event Fillmore Central and Exeter Milligan became one district.  Until a specific 

structure for a merged district is determined, it is difficult to project costs associated with 

transporting students to and from school.  Without operational structure being set, there is no 

good way to determine student bus ride times.  There are some items of note in this area that may 

be relevant to either a merger, or simply as part of an investigation of individual district 

efficiencies.   

As data from Annual Financial Reports (AFR) were analyzed, some observations were made 

with regard to costs associated with the transportation of students.  The following information 

was gleaned from AFR comparison with other school districts. 

Exeter Milligan currently spent over $1,000 more per student for transportation than ten other 

similar districts during a two-year period studied.  The total square miles of the districts 

compared was not taken into consideration. 

Fillmore Central spends somewhat less on a per pupil basis than the ten other schools in the data 

set peer group.  Again, this is based on a two-year comparability with no consideration of total 

district area.  

 If a merger plan moves forward, further data can be analyzed to determine the cost savings for 

transporting students to and from school.  Until a plan for which facilities would be utilized for 

which students, it would be very hard to generate any meaningful data.   
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FINANCES 

This section examines the districts’ financial performance and expenditure trends by analyzing 

Annual Financial Report (AFR) data for the past ten years. Additionally, the metrics are 

compared against cohort groups of similarly sized districts throughout Nebraska. Future financial 

performance is also examined to consider the future impact of operating a merged district.  

 

State Aid 

 

Exeter Milligan is not an equalized district, and there is no indication they will become equalized 

in the near future.  Formula resources exceed needs by approximately $4.0 million. 

 

Fillmore Central is not an equalized district, and there is no indication they will become 

equalized in the near future.  Formula resources exceed needs by approximately $6.0 million. 

 

If the two districts are combined, the total resources will be approximately $21 million and 

district needs would be approximately $10.8 million, which means the combined district is far 

from ever receiving equalization aid, at least under the current formula. 

 

The chart below shows the combined system resources and system needs for state aid purposes. 
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This chart shows total state aid paid to each district starting with the 2009-2010 fiscal year, and 

the combined state aid.  The totals include income tax rebate money, which is not equalization 

aid. 

 
General Fund Operating Expenditures 

 

The chart below shows the 10-year AFR general fund spending for Exeter Milligan and a five-

year projection based on a 3% growth rate.  From fiscal year 2009 to fiscal year 2019, the 

average spending increase was 3.1%.  With this scenario, general fund expenditures could 

exceed $5.4 million by fiscal year 2024-2025. 
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The chart below shows the 10-year AFR general fund spending for Fillmore Central and a five-

year projection based on a 2.5% growth rate.  From fiscal year 2009 to fiscal year 2019 the 

average spending increase was 2.5%.  Under this scenario, general fund expenditures could 

exceed $10 million by 2024-2025. 

 
The chart below shows the combined 10-year AFR general fund spending, and a five-year 

projection based on a 2.6% growth rate.  Combined spending for the two districts would decline 

dramatically if merged, which is shown in the 2022-23 data bar. 
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Tax Levies and Property Valuations 

 

The next set of charts show historical valuations.  Historical data and current trends are then used 

to project future valuation.  The graphics shown in the next three illustrations assume a 3.00% 

decrease in property valuations.  
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If the Exeter-Milligan and Fillmore Central districts merged their valuation would be in excess of 

$1.5 billion.  This valuation combined with staffing and operational savings would allow the 

district to operate with a modest levy.   

 

The next charts depict historical district levies.  Because the current trend indicates a decrease in 

valuation for both districts, the illustrated projection is based on an increase in tax levies to offset 

the 3% decrease in valuations.   

 
The total tax request also must increase to make up for the 2.5%-3% increase in annual 

expenditures. 
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The situation is the same for the Fillmore Central data as there is a like pattern of spending 

increase and valuation decrease. 
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The next two charts show the total tax levy for each district beginning with the 2017-2018 fiscal 

year, the total tax request for each district, the tax levy with a $1.0 million decrease in spending 

and the total tax request based on the $1.0 million savings.  The projected tax request is based on 

a 2.5% increase for both the general fund and building fund.  
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The next two charts show the same levy and total tax information using a 2.5% annual increase 

in tax asking to pay for increased expenses and a declining valuation.  In this illustration the 

savings by being a merged district is estimated at 1.5 million dollars. 
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In this final illustration of savings impact on overall tax asking and levy the savings of being in a 

merged district is projected at 2.0 million dollars annually.   

 

 

 

 

 

As the previous charts illustrate the impact on tax asking and overall levy required to fund a 

merged district will be considerably less than operational costs as separate districts.  These charts 

do not take into account the growing savings that occur as costs go up each year.  This was 

illustrated for the staff costs in a previous illustration.   

 

.  
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AFR COMPARABILITY DATA 

 

Program Disbursement Coding Guide 

 

School districts code expenditures by Function.  The Function Code numbers below provide a 

brief explanation of each Function.  FNCM compared each Function from the 2018-2019 Annual 

Financial Report (AFR) expenditures with 12 similar sized districts. 

   

1100-Regular Instruction including (Career Academy, Limited English Proficiency, Poverty 

 Programs, Early Childhood instruction) 

1200-Special Education Programs 

2100-Support Services for Student including (Social Workers, Guidance Services, Health 

 Services, Psychology Services, Speech Pathology, OT, PT, Visually Impaired) 

2200-Support Services Instructional including (Improvement of Instruction, School 

Improvement, Curriculum Improvement, Staff Training, Library Media, AV, Technology 

 Related, Student Assessment) 

2300-Executive Administration including (Board of Education, Executive Administrator, Legal 

 Services) 

2400-Office of the Principal 

2500-Central Services including (Fiscal Services, Building sites, Printing/Publishing, 

Planning/Research/Development/Evaluation of School System, Personnel Services, 

 Administrative Technology) 

2600-Operation of Plant 

2700-Student Transportation 

3000-Operation of Non-Instructional Services including Community Services. 

4000-Facilities Acquisitions and Construction 

5000-Debt Services 

6000-Federal Programs 

8000-Transfers 

9000-Non-Program including interfund loans and temporary intra-agency transaction.  
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AFR Spending Comparison 

 

The following two charts show the percent of general fund expenditures by category for Exeter 

Milligan and Fillmore Central compared to a 12-school comparability group, and the statewide 

spending average. 
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Per Pupil Expense Analysis 

 

Analyzing the District’s per pupil financial metrics provides a more accurate comparison to other 

similar sized districts. As highlighted in the data below, per student expenditures for Exeter 

Milligan are approximately $6,000 per student higher than the peer group’s average 

disbursements. 
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As highlighted in the graph below, per student expenditures for Fillmore Central are 

approximately $700 per student less than the peer group’s average disbursements. 
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Spending by Program 

 

A group of 12 schools was used to provide a comparability cohort to look at spending in various 

areas.  A two-year lookback of spending data was used to help break down total general fund 

expenditures by category code.  The per pupil costs for both Exeter Milligan and Fillmore 

Central were compared to the per pupil cost of the group average.   

 

 
 

As would be expected, the two-year comparability shows that Exeter Milligan’s per pupil 

operational costs are greater in most areas.  Efficiencies of operation that exist with increased 

student numbers account for much of the lower operational costs in other districts.   

 

The per pupil cost should be cause for consideration as the district considers a merger or looks 

within their own operations to see where savings might be realized.  Exeter-Milligan spends 

$14,488 per student on regular education compared to the average of $8,815.  In this area, 

Fillmore Central is operating more than $2,000 less than the group average.  For the two-year 12-

school average, the Exeter Milligan School District spent more in each category than the group 

average except for the office of the principal.  Fillmore Central spent more for special education 

programs and student support programs. 
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OPERATION AND MAINTENANCE OF BUILDINGS  

 

Total Cost of Maintenance  

 

A total of 13 districts were used to compare operation and maintenance of buildings (AFR code 

2600) for both Exeter Milligan and Fillmore Central.  Total cost per pupil was used since the size 

of the districts varied from a low of 142 students to a high of 555 students.  Some of the districts 

had multiple campuses and some of the districts operated on one site.  Two years of data (2019 

and 2020) was analyzed for total cost for facilities and total cost for salaries and benefits.  The 

results are shown below. 

 

Total per pupil cost for facilities 

Exeter Milligan cost per pupil for the two years: $2,813 

Fillmore Central cost per pupil for the two years: $1,443 

Group average for two years: $1,883 

 

Custodial and Maintenance Salary and Benefits 

 

Seven schools of similar size, and two years of data were used to compare the cost for 

custodial/maintenance salary and benefits over a two-year period.  According to information 

taken from 2019 and 2020, Exeter Milligan spent slightly more than $1,000 per student above 

the group average. 

 

For Fillmore Central, a different, but similar sized group of seven schools was used to analyze 

the cost of salaries and benefits for custodial/maintenance.  The data shows that Fillmore Central 

spends about $200 more per student than the group average.   

 

Exeter Milligan: $2,436 

Group Average: $1,393 

Fillmore Central: $1,374 

Group Average: $1,013 

 

SCHOOL NUTRITION PROGRAM AND COSTS 

 

The feasibility study also performed a salary and benefit cost comparison with similar sized 

districts for both districts. 

 

A. Payroll and Benefits 

a. Exeter Milligan payroll and benefit costs were $600 per student compared with 

the peer group average of $400 per student. 

b. Fillmore Central payroll and benefit cost was $330 per student. 
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B. Food Costs 

a. Single campus schools spent $217 per student for food compared to $270 per 

student for the multi campus districts.   

b. Exeter Milligan spends $512 per student for food and the group average was $368 

per student. 

c. Fillmore Central spent $320 per student for food. 

 

(NOTE: The study did not differentiate between districts serving both breakfast and lunch). 

 

 

Below is a chart showing how much each district transfers from the general fund to the school 

nutrition fund on an annual basis.  Many districts are able to operate the nutrition fund without 

transferring any money.  Districts operating multiple sites typically cannot operate the program 

without transferring funds.  The chart shows that local taxpayers have supplemented the nutrition 

fund in the amount of around $180,000 annually over the past three years.  

 

 

 
 

 

 

As the districts consider a merger, or look at their own operational structure, there are a number 

of areas where efficiencies could be realized.  In most instances realizing the efficiencies will 

require making difficult decisions that will likely impact staff members and students.  These 

decisions will challenge boards and administrators to carefully balance what is best educationally 

with what is most beneficial for taxpayers and communities. 
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EXECUTIVE SUMMARY 
 

This study is intended to provide a comprehensive source of information for examining the 

viability of various modes of operation.  Boards of Education, along with school administrators 

are tasked with the responsibility of providing excellent educational programs while remaining 

financially responsible to taxpayers.  Decisions are continually made to balance the benefit of 

providing new and innovative educational programs while also weighing the additional cost.  

The feasibility study analyzes both finances and operations while also taking into consideration 

the educational impact to the districts.  

The intent of this study, as communicated by the districts, was to explore the advantages and 

drawbacks to becoming a merged district.  Therefore, the majority of the research completed 

focuses on that particular structure.  There were also requests by both districts to provide insight 

into how they might operate more efficiently within their current structure, and information is 

presented on this secondary purpose throughout the study as well.   

KEY FINDINGS 

Census:  Analysis of the population residing in the Fillmore Central and Exeter-Milligan 

districts indicates an overall stagnant pattern.  However, within this pattern there is movement 

that needs to be noted, which includes the aging population.  While the overall population in the 

area is declining somewhat, the decline for school aged children is much greater.  Over the past 

ten years, the valuation in each community has remained steady showing some increase for home 

values.  This coupled with the significant increases in ag land value experienced in the past ten 

years point to a continued ability of the district to fund educational needs through a stable 

property tax base.   

Enrollment:  A fifteen-year review of the student population of the Exeter-Milligan and 

Fillmore Central districts shows a significant decline in the overall enrollment in both districts.  

For Fillmore Central, between the mid-2000s and 2014 the district lost over 100 students.  

However, during the past six years this trend has reversed, and the student population has 

regained about 30 students.  During this same time period, the Exeter-Milligan district’s 

enrollment has decreased by about 140 students.  Unfortunately, this downward trend has not 

seen a rebound.    

A merged district would operate with a per grade enrollment of between 45 and 60 students.  

These are desirable numbers as it would allow for a three-section structure where each section 

typically has between 15 and 20 students.  At the middle and high school sites in the Fillmore 

Central district, the addition of the Exeter-Milligan students could be handled with little or no 

additional staff.   

 

Curriculum:  Both districts currently offer robust elementary curriculums and a good variety of 

opportunities for middle and high school students.  In the Exeter-Milligan district, limited 

student numbers create limitations on the number of times a course can be offered to secondary 

students.  This in turn limits the chances each student has to individualize their schedule to suit 
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their needs and interests.  Because the Fillmore Central district is splitting some staff between the 

high school and middle school, there are limitations for student scheduling there as well.  A 

merged district where students at the middle and high school grades are brought together would 

produce additional educational opportunities for students in both districts.  While expanding the 

curriculum, eliminating current duplication would create efficiencies that would save money.  

Staffing:  The current structures for both Fillmore Central and Exeter-Milligan force a number 

of staff members to commute between buildings and also causes staffing overlap in some areas.  

There is considerable cost associated with this movement and duplication of staff members.  

FNCM performed an analysis of savings that could be realized if the districts were to be merged.  

The savings in staffing cost would be in excess of $1.2 million annually.  Projecting standard 

staffing cost increases over the next ten years, savings amount to approximately $15 million.   

Moving staff from site to site results in excess of one Full Time Equivalency (FTE) of lost 

teaching time while commuting from site to site for each district.  With an average teaching cost 

in excess of $81,000, it is apparent that limiting this lost instructional time would produce 

significant savings.  

Transportation:  Both school systems currently provide transportation to and from buildings 

within the districts.  Exeter-Milligan contracts those services while the Fillmore Central district 

is operating their own busses.  Because of the uncertainty of building structure and other aspects 

of a merged district, there is no way to accurately project the impact a merger would have on 

transportation costs or on student travel times.  This would be an area that would merit further 

study should the districts begin planning for a merger.  

Nutrition Program:  Another area where costs could be streamlined is in the area of food 

service.  Both districts are currently transferring significant dollars from their general fund to 

offset costs in their nutrition fund.  Staffing and operating multiple kitchens is expensive.  The 

limited number of students being served in the Exeter-Milligan system tends to magnify these 

costs. 

Facilities:  Central to any discussion of changing the structure of school districts is consideration 

of the facilities needed for various arrangements, which includes the cost to maintain and expand 

existing facilities as well as costs for creating new structures if needed.   

A merger of the Exeter-Milligan and Fillmore Central district could be accomplished without 

need for any new facilities.  Based on the size and condition of existing facilities, this would 

most practically involve using the newest part of the Exeter building as an elementary site, the 

Fairmont building as a middle school site, and the existing buildings in Geneva for elementary 

and high school sites.  However, with the newest of these sites being nearly fifty years old, the 

future structure and facility maintenance is a key consideration.  
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The following chart is designed to provide a snapshot of the associated costs and potential 

savings that the districts might realize if various operational structures are pursued.   

COST / SAVINGS MATRIX 

OPTION COSTS POTENTIAL SAVINGS 

Option 1: Continue operating in 

current structure. 

10-yr repair costs 

Exeter-Milligan $498K 

Fillmore Central $716K 

None. 

Option 2: Merge districts and operate 

in a four-building structure. 

Demolition costs  

$1M 

$14.7M in Staff         

$2.4M in Operation 

$70,000 in Repairs 

Option 3: Merge districts and build a 

new elementary / middle school. 

10-year payments on 

$25.0 M Bond 

$14,735,310 

$17.3M in Staff         

$7.5M in Operation 

$907K in Repairs 

Alternative 1: Operate as separate 

districts. Close Milligan building. 

Next 10-year costs 

Exeter-Milligan 

$2.4M Facility Operation 

$70,000 in Repairs 

Alternative 2: Operate as separate 

districts. FC on one K-12 campus. 

10-year payments on 

$20.0 M Bond 

$11,788,248 

$2.2 M in Staff          

$5.3M in Operation 

$409,000 in Repairs 

Alternative 3: Operate as separate or 

merged districts.  Build a practice gym 

at the Fillmore Central HS site. 

7-year payments on 

$2.0 M Lease Purchase 

$2.26M 

None 

FC = 3 Cent Levy 

Merged = 1.8 Cent Levy 

 

*Saving assumptions over the next 10 years. 

As the matrix illustrates, the districts will likely need to make considerable investment in 

existing buildings ($1.0 – 1.5M) in the next ten years if the districts choose to continue operating 

with the current structure.  Because there are no efficiencies gained, there will be no savings 

realized in this operating model. 

Option 2 in the matrix shows costs and potential savings over the next ten years that could be 

realized if the districts would choose to merge and operate four buildings.  The bulk of the 

savings realized by merging the districts would come from staff reductions that would occur 

when duplication of existing curriculum was eliminated ($14.7M).  There would also be savings 

in operational costs ($2.4M) during that ten-year period.  Because the combined structure would 

eliminate the use of one building, the projected investment for repairs and updates on this 

building would produce savings. 

The third option illustrated in the chart shows the costs associated with merging the districts and 

constructing a new facility to house all kindergarten through eighth grade students.  The cost to 
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construct a new building for this purpose is estimated at $25 million.  The first ten years to fund 

a twenty-year bond to construct this building is also highlighted ($14.7M).  In this model, the 

merger realizes considerable savings because of numerous efficiencies.  In the first ten years 

those savings are estimated to be approximately $24M.  Because operational costs will continue 

to escalate each year the savings realized through these efficiencies will also increase annually.  

This compounding effect on the efficiency savings over the course of the twenty-year life of the 

bond will potentially produce savings that are substantially more than the cost of the new 

building.  

Alternative one in the matrix has the district continuing to operate separately.  The focus of this 

illustration is to model savings that could be realized by the Exeter-Milligan district if they 

choose to close the Milligan building and move all operations to the Exeter campus.  A projected 

annual savings of about $240,000 could be realized through reduced operational costs in this 

scenario.  Additionally, the need to invest in maintaining and updating this building would no 

longer exist, providing further savings.  

The second alternative focuses on optimal operation for the Fillmore Central district.  Because 

the district’s current elementary building is operating near capacity, there is little opportunity to 

do any grade reconfiguration at that site.  There is slightly more room at the middle school but 

the distance between this building and the other campuses creates challenges.  Both of these 

buildings were built in the early 1960s, so they are nearly sixty years old.  This puts them in the 

latter part of their expected useful life.  A great deal of efficiency would be realized by bringing 

all the K-12 students together on the same campus.  This could be in one building or two 

buildings located in close proximity.  Construction costs for a new building for this purpose are 

estimated to be around $20 million.  Estimates indicate that between half and three-quarters of 

the cost of this construction could be offset by operational and staffing cost savings along with 

savings realized by not investing in maintenance and update of the buildings being replaced. 

A third alternative is provided to illustrate potential costs associated with the addition of a gym 

located at the Fillmore Central High School site.  This could be an option for either a merged 

district or for Fillmore Central operating on their own.  The estimated cost for a practice gym 

would be $2 million.  The most practical means for financing this would be through a seven year 

lease purchase.  In order to fund this project as a merged district about 1.8 cents would need to 

be levied annually during the seven year lease.  For Fillmore Central operating independently, 

the levy required would be roughly 3 cents for each of the seven years. 

 

There are numerous ways a merged district could be structured.  The information provided here 

provides a snapshot of cost and benefit of several of those.  If a merger seems likely there would 

be a need for considerable discussion to arrive at a decision about how best to operate the 

merged district.   
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CONCLUSION 

Throughout the feasibility study, FNCM used historical financial and operational data along with 

various peer group comparisons to project future operational considerations for the districts.  A 

key consideration is whether the districts should merge into a single operational model. The key 

findings highlighted throughout the study indicate both financial and educational benefits to be 

realized by transitioning to a merged district.  Potential downsides include geographical 

disruptions and possible costs to construct new facilities.  Projected efficiency savings over time 

indicate that a merger could save taxpayers in the districts millions of dollars, even taking into 

account new construction.  The impact on the communities where schools are currently located is 

always a consideration and should certainly be a part of the decision process as well.     

The study ultimately found that the Fillmore Central and Exeter-Milligan districts would realize 

significant benefits by merging including substantial operational savings, savings through the 

elimination of various staffing overlaps, enhanced curricular opportunities for students, and 

potential improvement of facilities that will provide a positive learning environment to better 

prepare students for their future.  
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