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A Review of Operations and Fiscal Improvement Plan for the Wyandanch Union Free School District 

Presented for your review is an examination of operations and a proposed Fiscal Improvement Plan for 
the Wyandanch Public Schools. This report is organized into several sections. 

Sectionl of the report is an overall introduction and background of the Wyandanch Public Schools. 

Section 2 details the appointment of the Fiscal Monitor and the responsibilities and duties encompassed 
in that position. 

Section 3 describes the processes that were used to conduct the review of the school district. 

Section 4 summarizes the State .Monitor's general findings regarding the financial operations of the 
school district and provides the specific findings and recommendations for each of the sections 
addressed under Section 5. 

Section 6 addresses open issues in the relationship between the Wyandanch Public Schools and the 
Wyandanch Public Library. 

Section 7 discusses findings with regard to outside entities working with the school district. 

Section 8 reviews the accomplishments/advancements that have taken place in accordance with stated 
goals of the legislation. 

Section 9 is the Long Range (5 Year) Fiscal Plan for the District. 

Section 10 addresses conclusions as well as the next steps to be taken in the monitoring and assistance 
process. 

Organization of the Report 
1) Introduction 
2) Appointment of A Monitor 
3) Process & Methodology 
4) General Findings 
5) Specific Findings and Recommendations 
• Governance and Programmatic Decision-making 
• Organizational Structure and Internal Operating Efficiency 
• Budget Development 
• 



• PILOT Payments 
• Human Capital Needs, Policies and Trends 
• Other Major Expenditure and Enrollment Trends 
• Long Term Planning - General 
• Long Term Planning- Physical Plant and Learning Environment 
• Indebtedness 
• Facilities and Transportation Status 
• Resource Planning S t a t u s  9 9 c 
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reduction in state aid. Currently, portions (20%) of some state aid payments are being 
withheld/deferred. Should the withholding become a permanent reduction, the potential impact of the 
20% deferral of the District's State Aid could exceed $9 million. 

During the 2017-18 and 2018-19 school years, the Wyandanch UFSD incurred a deficit totaling nearly 
$3.1 million, arguably as a result of overspending, over-projection of revenues, and inadequate 
management of resources. During the 2019-20 school year, the school district operated on contingency, 
due to the rejection of its budget by voters, and was forced to reduce its budget from a total of $71.32 
million in the 2018-19 school year to $69.07 million in the 2019-20 school year. 

For the 2019-20 school year, the Wyandanch UFSD is anticipated to end the year with an operating 
surplus in the range of $6.3 million, due largely to the curtailment of school resulting from the COVID -
19 pandemic that occurred during the period from March through June 2020. The closure of schools 
contributed bu441ne 1 n e  c u r t a i l m e n t  



undertook a review of the detailed budget for accuracy and thoroughness, that review having taken 
place from May to June 2020. The OSC findings, as well as the school district's response, are contained 
as Appendix 2 to this report. 

Section 3: Process and Methodology 
To develop his plan, the Fiscal Monitor has taken the following actions: 

• Conducted interviews with District leaders as well as support staff for the purpose of 
understanding the roles of key individuals and how those individuals contribute to the overall 
operation and benefit of the schools. Those individuals included, but have not been limited to, 
the Superintendent of Schools, Assistant Superintendent, Assistant to the Superintendent, 
Business Administrator, Treasurer, Accountant, Pupil Personnel Director, and Facilities Director. 
Follow-up meetings are conducted weekly with many of those same staff, for both the purpose 
of understanding District procedures and processes and to bring about improvements where 
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• Speaks regularly with the Facilities Director. These meetings are largely ad-hoc and deal with 
current issues that concern staffing and the provision of necessary resources to the schools. 

• Meets, both formal and informal, with the Director of Special Education. As a result of these 
meetings, the Fiscal Monitor has gained a great deal of insight into the school district's ongoing 
issues concerning specific populations, placements of students, and the levels of auxiliary 
support (aides, teaching assistants, and itinerant services) provided to students in the 
Wyandanch UFSD. 

Various documents and records of the school district were, and continue to be, examined in detail. Audit 
reports, both from independent auditors and OSC, have been examined and discussed with the 
originators. 

The Monitor has substantially relied on data from the District's financial and personnel management 
system, WinCap, using such data to develop the line-by-line five-year fiscal plan that is included within 
this document. Budget appropriation status reports are reviewed regularly to determine whether 
obligations are being reflected timely, and revenue projections and cash flow are reviewed with the 
Treasurer several times monthly. 

Two public hearings were held in June 2020 by the Fiscal Monitor. Due to Covid-19, the meetings were 
conducted by teleconference and were sparsely attended. The legislation establishing the position of 
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Section 4: General Findings 

It is evident that the Wyandanch Union Free School District has suffered from inadequate fiscal and 
operational management, particularly in the last few years, when deficits were incurred in 2017-2018 
and 2018-19. There was a three-month vacancy in the Business Administrator position during 2019-20, 
which hampered efficient operation within the Business Office. Prior to 2019-20, budgetary limitations 
were often ignored, resulting in shortfalls in various codes, including Transportation. Early evidence 
strongly suggests that the current Administration is making a concerted effort in terms of fiscal and 
operational responsibility and is committed to moving forward in a positive direction. The motto of the 
Wyandanch Public Schools is "We Are Rising," and it is apparent that the District is indeed rising from 
the low point that it was at less than two years ago. The challenge will be to continue unabated along 
that path. 

The Board of Education, comprised of seven members, including two new members who took office as 
of July 2020, held a two-day retreat at the District Offices in late July 2020 to strategize about how to 
move the school district forward both academically and fiscally. In the short term, the retreat appeared 
to have been a success, but the Board has displayed a tendency to delve into areas that normally would 
be considered as appropriate for administrative decision-making rather than as a focus for the board's 
policy-making responsibilities. A contributing reason for this may be due to the lack of current policies, 
as most policies have not been updated since 2006. New board members are required by state law to 
undergo board member training. These new board members should be able to bring the best practices 
they learn in the mandatory training to their engagement with their colleagues. The Board of Education 
should strive to keep their focus on the students and schools, and attempt to avoid advocating for issues 
that are more individualized in nature. 

The administration is led by a new Superintendent, Dr. Gina Talbert, a long-time District administrator, 
who served during the 2019-20 school year as Acting Superintendent. Because the Board assessed that 
she had performed well during a year that the schools operated under a contingency budget, she was 
appointed to the position of Superintendent of Schools e288.95 3epej
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in the inability to maintain timelines. A revised budget calendar was approved in May 2020, presumedly 
to reflect what had actually occurred. 

It should be noted that the previous Business Administrator left the District in June 2019 and was not 
replaced until October. The lack of continuity in the position had an adverse effect on the quality and 
timeliness of budget development. 

It appears that the construction of the budget for the 2020-21 school year was largely a mechanical 
exercise. Salary amounts budgeted for the 2020-21 school year appear to have been extended along 
particular budget lines. These estimates appear to be accurate. Most non-personnel lines were simply 
increased by a flat 3%. The Monitor did not find that an effort was made to analyze past trends and 
expenditure patterns and to use such analyses to set specific-line budget amounts for the current school 
year. Debt service schedules in the budget were not adjusted to reflect the changing amounts of 
principal and interest, and the cost of deficit financing was not included in the budget. Revenue 
projections, including State Aid, appear to be reasonable, but do not factor in possible mid-year cuts 
that the NYS Comptroller, Budget Director, and Governor have indicated may need to be implemented. 

Wyandanch, due to the small tax base of the community, is generally unable to improve academic 
achievement through the introduction of new programs or the hiring of additional staff, except by 
making offsetting savings in other areas. The 2020-21 budget increased taxes by 3.3%, yet only 
produced additional tax revenue of approximately $722,000. This means that a one percent increase in 
taxes currently increases revenues by less than $219,000, or approximately $80 per student. Assuming 
the maximum 2% tax cap, a simple majority budget approval will only result at most in additional taxes 
of $438,000, hardly enough to cover even the normal "step increases" paid to staff as they accrue years 
of service. The school district faces significant challenges in ensuring that its students meet State 
standards due to the lack of financial resources. While the District appears to do a very good job of 
utilizing grant monies to cover gaps, those grants are increasingly being stretched thin, while student 
needs continue to increase. 

The budget hearing lacked clarity, and it appeared that members of the Board of Education and the 
public were not able to have their questions fully and accurately answered. 

New York State's Local Finance Law requires that local governments, including school districts, that 
engage in deficit financing present their budgets to the Office of State Comptroller for review. Thus, the 
district's 2020-21 proposed budget was reviewed by OSC. A late response by the district to the 
Comptroller's request for additional information led to the publication of a report that contained 
observations and recommendations that may have been avoided had timely information been provided 
to OSC. 

Recommendations: 

(1) Future proposed budgets shall consider the programmatic short and long-range goals of the School 
District as a major factor in development of the budget. Budget development cannot be a mechanical 
process with changes made on the fly. The Business Administrator needs to have a full and 
comprehensive grasp of each aspect of the budget and must base the proposed budget on a working 
knowledge of the District's plan for the future. This must begin with the development of the 2021-22 
proposed budget. 

12 





amount borrowed under the Tax Anticipation Note for the 2020-21 school year recognizes that the 
payment of tax levy funds from the Town of Babylon to the school district occurs primarily in the second 
half of the school year. This receipt schedule, coupled with the District historically having no reserves, 
results in borrowing that approximates nearly one-quarter of the District's annual budget. 

Recommendations: 

(1) All signs point to a well-maintained cash flow for the school district. With interest rates being so low, 
keeping interest and earnings at a minimum, the District should, from time to time, reach ou60 0 9.5loint n e a r l y  i n t e r e s t h e  



Recommendations: 
(1) The Business Office should make transfers among personnel budget lines as early in the fiscal year as 
possible to ensure that all codes are sufficiently covered, rather than waiting until later in the year when 
these budget lines are close to exhaustion. This will greatly assist the District in knowing whether 
shortages exist overall in the District's largest area of expenditure (Personnel) and, therefore, permit 
adjustments to be made sooner. This recommendation is already being implemented. 

It is further recommended that the Business Administrator analyze individual budget lines for future 
need prior to transferring funds out of specific lines. A request for a purchase does not always indicate 
that a budget transfer is necessary; discretion should be used in determining whether the purchase is 
necessary, or should be denied based on the fact that the original budget line has been exhausted. 

In terms of the transfers themselves, the Fiscal Monitor has recommended that 



Recommendations: 

(1) The District shall continue to impress upon all staff that confirming purchase orders will not be 
honored and 



confirmed that the school district is drawing down regularly any available funds from grants throughout 
the year, rather than waiting until the end of the year to seek a reimbursement of funds. 

Recommendations: 
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Recommendations: 

(1) The school district shall obtain payment schedules for each of its PILOT payments, and input these 
into a comprehensive database, which will allow the Business Office to project future revenue streams 
from this source. Given the magnitude of this revenue stream ($1.5 million), accuracy is paramount. This 
needs to be done prior to the finalization of the school year 2021-22 proposed budget and each 
subsequent year thereafter. 

(2) The Board of Education should evaluate proposed PILOTS to determine whether the best interests of 
the Wyandanch Schools are being PILOTS to184Tj
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Recommendation: 

(1) The Library should be compelled to obtain its own retirement system client number and submit all of 
its' required payments itself. The school district should continue its' efforts for this to get done. This will 
require actions on the part of the Library and the NYSLRS. As such, no timeline can be presently 
established. 

7 - Discussions with Interested Parties 

At this point, discussions have been held with a number of interested parties, consisting of those with 
financial responsibilities (auditors and financial advisors). The purpose of these interviews/discussions 
was to assess, from their individual viewpoints, the status of the school district, as well as any 
recommendations that they feel should be implemented as a means of improving financial conditions in 
the Wyandanch schools. 

For the financial parties, the discussions were limited to fiscal matters and the financial operations of 
the school district. The monitor will meet with school-based and community groups during the entire 
effective period of the legislation and will report on these meetings in subsequent reports. 

Independent (External) Auditors 

The first of the outside parties with whom financial issues were discussed were the independent 
auditors. The firm of R.S. Abrams has served as external auditors to the Wyandanch Public Schools since 
2015. The principal of that firm, which is one of the major auditing firms working with school districts on 
Long Island, is Marianne Van Duyne, CPA. Ms. Van Duyne was of the opinion that the school district, 
having had a substantial amount of turnover in the Business Office, lacked continuity of leadership, with 
three business officials in the last three years. Austerity during the 2019-20 school year, which resulted 
in the elimination of over 60 positions, also affected Business Office operations through staff reductions. 

Recommendations: 
(1) None at this time. 

Internal Auditors 

The firm of Nawrocki Smith has performed the internal audit function for the Wyandanch Public Schools 
for a number of years. Ernest Patrick Smith is the partner handling the account. Mr. Smith expressed 
many of the same concerns as Ms. Van Duyne of R.S. Abrams. Mr. Smith stressed the inexperience of 
school business administrators hired by the District as being one of the critical factors in the school 
district's operating at a deficit during the 2017-18 and 2018-19 school years. 

It was emphasized that the Business Administrator needs to be able to do a projection of year-end 
spending levels some six months ahead of the actual close of the school year. In the recent past, this was 
neither done to a sufficient degree nor in a timely manner and, therefore, did not allow the District to 
make mid-year corrections, which would have possibly permitted it to greatly reduce or possibly 
eliminate the deficits that totaled nearly $3.1 million over two years. 

Mr. Smith had some concerns about staffing in the Business Office and felt that staffing may be 
insufficient. It should be noted that recently an additional staff member was added to the Business 
Office. That addition should lead to a better distribution of workload among the staff. 
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Recommendation: 
(1) The District should continue to utilize the services of the Internal Auditors to assist the Business 
Office in achieving greater operational efficiency. The school district should meet with the Internal 
Auditors as soon as feasible and decide upon specific areas of concentration for its next review. 
Preliminary discussions with the Internal Auditor have taken place and areas of concentration, to be 
discussed with the Board of Education have been suggested. Finalization of planned activities should 
take place no later than November 30, 2020. 

Claims Auditors 
For a number of years, the Wyandanch Public Schools utilized a school district employee as the Claims 
Auditor. In 2019, the school district brought 
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Expense Projections 

As previously stated, the 2020-21 budget was developed by the Business Administrator by adding 3% to 
nearly all non-personnel lines. Prior year expenditure trends were generally not used as a means of 
estimating the level of expense that should have been included in the proposed budget, and a number 
of budget lines that had not been used in several years were included in the budget and incremented by 
3%, even though those funds may have better been used to supplement other expense lines that were 
badly underfunded. For these reasons, the Fiscal Monitor decided to start from scratch in developing a 
financial plan through 2025. While the 2020-21 budget is set, the figures used for subsequent years may 
vary considerably due to the Fiscal Monitor's analysis of the trends for various items of expense. 

The expense side of the school budget was initially assembled by reviewing each individual line of the 
current budget and going back five years to ascertain trends and patterns of expenditure. Since staffing 
is the single largest part of a very complex budget, all individual staff positions were checked against 
existing budget lines to determine whether sufficient funding existed for those staff. By and large, the 
budgeted amounts for 2020-21 were in line with actual staff being paid for on those lines, although 
there will be the need to make some budget transfers to cover salaries for the year. 

All staffing was compared with data from the Human Resources Office, and reconciliations were made 
with the Assistant Superintendent. 

The Monitor projected salaries for the years through 2025, using the current salary schedules and 
projecting employee step movement each year. No projection of salary increases due to an individual 
changing degree status, known as column movement, was included, as the level of activity varies greatly 
from year-to-year and can often be offset through savings achieved through retirements or resignations. 
Staffing levels themselves were kept as is, meaning that no additional staff were included in future year 
budgets. This was done out of concern for the tax cap; as even without any additional staff there are 
years in this plan where even an assumed 2% maximum levy increase under the tax cap does not raise 
sufficient funds to cover anticipated expenditures. It is estimated that the increases in staffing costs 
without inclusion of salary increases is between $450,000 to $485,000 a year. When measured against 
the tax levy, these increases alone represent a tax increase of 2.13% to 2.30%, which is above the 
maximum 2% tax levy cap. 

Expenditure levels for all benefits were reviewed thoroughly. Estimates of health insurance costs were 
increased by approximately 10% a year, except for 2022, as there is an anticipated surplus for the 
current year that will significantly mitigate the needed increase for the year ending June 2022. Teacher 
Retirement System costs were estimated at 12% of applicable payroll, while Employee Retirement 
System expenses were estimated at 15%. Other benefit lines were adjusted in accordance with trend 
data. 

Debt service schedules were accumulated into a master schedule and incorporated into the fiscal plan. 
This review of debt service payments was a large consideration in the decision as to when the District 
should seek to take on new debt, in the form of a school improvement bond. New bond debt was 
estimated at $30 million for this analysis, with a gradual assumption of debt beginning in the 2023-24 
school year. 

Revenue Projections 

In terms of revenue, each major revenue source was examined. and five years of trend data was taken 
into account in setting an estimate. After all other revenue sources are estimated, the tax levy becomes 
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the "plug" number, or the remainder of the budget that must be filled through tax collections from the 
community. 

State aid increases were assumed at the level of 3.0% annually. Other revenue sources were estimated 
based on trend data and in consultation with the District Treasurer. 

One area that could not be estimated with a desirable degree of certainty is that of Payments in Lieu of 
Taxes (PILOTs). As discussed in the PILOT section of this report, the school district is the recipient of a 

. number of PILOT payments, each with a different payment schedule that changes from year-to-year. 
Despite repeated requests of the Business Office to obtain the actual schedules for each PILOT from the 
Suffolk County IDA, this has not occurred. Therefore, the budgeted amount for 2020-21 was carried 
forth into future years as a best estimate. 

Due to the fact that the District will realize a surplus from the 2019-20 school year, the Fiscal Monitor is 
recommending that the fiscal plan include a fund balance return to taxpayers in each year of the plan of 
$200,000. Over the four future years, this will total $800,000, but will serve to keep taxes down and 
better assure budget passage. A $200,000 appropriation of fund balance will effectively reduce the 
annual tax impact by 1% each year. 

In each year of the plan, the projection was done with keeping tax levy increases to a maximum of just 
under 2%, in accordance with the State 2% tax cap. Because the expenditures and revenues could not be 
brought to balance in the years 2021-22 through 2024-25, it was necessary to include "a below-the-line" 
reduction in those years. This lump sum reduction, absent any unanticipated increases in revenue 
sources, becomes the amount of expenditure reductions that the Board of Education will be required to 
make to find savings in preparing that year's budget prior to its need to present the proposed budget to 
the Fiscal Monitor and OSC. There is no assumption of exceeding the tax cap in any of the years of the 
five-year plan. 

The details of the long-range fiscal plan are included in this document as Appendix 4a and 4b. 

Although the plan makes the above-referenced assumptions in terms of revenues and expenditures, 
scenarios have also been developed which make changes to both the tax cap and State Aid. This is 
presented as Appendix 4c, 'Alternate Assumptions'. This chart shows the effects of the originally
developed fiscal plan (Scenario 1), along with added Scenarios 2, 3, and 4, which alter assumptions in 
regard to State Aid, the NYS Tax Cap, and the need for changes in expenditure reductions. 

A cash flow document related to the Five-Year Plan is attached as Appendix 4d. 

Recommendation: 
(1) Annually, by September 1 each year, the District shall submit to the monitor an updated five-year 
financial plan such that for each school year the annual aggregate operating expenses do not exceed 
annual aggregate operating revenues and the major operating funds of the District are balanced in 
accordance with generally accepted accounting principles. The financial plan shall include statements of 
all estimated revenues, expenditures, and cash flow projections of the District 
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10 - Conclusions and Next Steps 
There remains much to be done in the Wyandanch UFSD. Financial and operational systems will 
continue to be examined, many in far greater detail, in the months and years ahead. Discussions about 
current procedures and practices as well as recommended changes will continue to be held weekly with 
staff, Administration, and the Board of Education. This is an ongoing and evolving process, one requiring 
the input of and a dedication to improvement by all stakeholders. 

During the next phase of the Fiscal Monitor's work with the District, there will be numerous meetings 
with stakeholder groups, both within the school district community as well as with the greater 
Wyandanch community and others who work closely with the Wyandanch UFSD. Their input will 
undoubtedly play a significant role in the recommendations for the school district as it moves forward. 
During the next several months the Monitor will concentrate on specific areas of expenditure analysis, 
staffing requirements, and the reallocation of funds as necessary. 

The school district is now in the beginning phases of budget development for the 2021-22 school year. 
The budget being developed cannot continue to be done on "auto pilot," but must reflect true 
consideration of the needs of the District both currently and as building blocks for the future, even if the 
facts show that incorporating such wish lists may not be possible due to fiscal considerations. Funding 
shortages will undoubtedly make this process all the more difficult, but the process must take place 
nonetheless. It is primarily because of a lack of funds that the concept of long-range planning takes on a 
greater importance. If funds for the school district existed in sufficient amounts to enact immediate 
change, long-range planning would not be of such necessity, but that is not the case. It will be 
paramount for the school district to maximize the use of its existing resources, while seeking out 
increased dollars from current funding streams as well as looking for new potential sources of revenue. 

The Board of Education, despite having several members with years of experience, continues to clarify 
its role vis-a-vis Administration. The greater portion ofthe District policy manual has not been updated 
since 2006, and therein leads to occasional disagreements and lack of clarity in roles and responsibilities 
of each party. There is a tremendous need for the Board policy committee to begin a full review of all 
policies, so as to create clear reference points in determining appropriate roles and responsibilities 
throughout the organization. The Board of Education must begin the process of reviewing its entire 
policy book. It is understood such a review and update may extend over several 



to do so. For all these reasons, it has made my job easier and has allowed for the development of an 
unbiased assessment of the Wyandanch Public Schools. I look forward to continuing to work with all 
school district parties, as well as other stakeholder groups, in the improvement of the Wyandanch Public 
Schools, in both fiscal and operational matters. 

11 • APPENDICES 

1- Organization Chart of the Wyandanch UFSD 
2- OSC Report and District Response 
3- School District Debt Service Schedule 
4- Long-Term Fiscal Plan 

a. Revenues 
b. Expenditures- Summary and Detail 
c. Alternate Assumptions Regarding the School District Fiscal Plan 
d. Cash Flow Projections related to Five Year Plan 

END OF REPORT 
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