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I. Executive Summary and Organization of the Plan  

Executive Summary 

In 2016, a new provision of Education Law required the East Ramapo Central School 
District (ERCSD or “the District”) to develop and implement a long-term strategic 
academic and fiscal improvement plan (“the Plan”).  In response to that requirement, the 
District developed a five-year plan that was based on “Four Pillars”: 

Pillar 1: High Expectations for Teaching & Learning 
Pillar 2: Culture of Safety and Strong Relationships with Families & Community 
Pillar 3: Results-Focused Professional Learning & Collaboration 
Pillar 4: Data-Informed Efficient and Effective Systems 

For each of these pillars, the District developed a set of goals, measures of student 
progress, professional practices, and educational strategies. For the past several years, 
the Four Pillars have been the foundation for the District’s instructional program. 

Subsequent amendments to State education law have required that the Plan be updated 
annually by the District and the Monitors assigned to the District by the State Education 
Commissioner (“the Monitors”) to provide oversight of the District’s academic and fiscal 
operations.  The annual updates are to be approved by the Board of Education and 
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�x Section VI articulates the theory of action that undergirds the District’s 
improvement efforts. 

�x Section VII contains general findings about the current status of the District’s 
academic program.  

�x Section VIII addresses issues specific to the governance and leadership of the 
District. 

�x Section IX provides academic long-term goals, the benchmarks to be 
achieved, timelines for achieving the goals, measurable objectives that will 
show progress towards achieving long-term goals, strategies to be 
implemented during the current school year, and the measurable objectives 
towards determining satisfactory completion of each strategy for each of the 
following subsections: 

A. Teaching and Learning 
B. Special Education 
C. English Language Learners 
D. Accountability 
E. Family and Community Engagement 
F. School Climate and Social and Emotional Learning 
G. Human Capital 
H. 
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II. Assurances 

This section includes a set of assurances with which the East Ramapo Central School 
District (ERSCD or the District) commits to comply in terms of implementation of the 
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IV. District Mission, Vision, and Shared Value Statements  

A. Mission 
Our mission acts as the “why” or who we are by explaining our fundamental 
purpose as an organization. 
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A. District 

The core District staff engaging in this work were Executive Cabinet team members 
representing the Office of Teaching & Learning and the Office of Operations. The 
Executive Cabinet team members leveraged their knowledge of their respective 
discipline to review and provide input on the draft Plan. Of importance was the team’s 
use of carefully sourced data to ensure the Plan contains a set of viable and coherent 
strategies to achieve the Measurable Objectives contained in the Plan. 

Provided below are the guiding principles used to frame District staff discussions, 
identify relevant data, and guide decision making that resulted in the strategies 
contained in the Plan: 

�” 
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D. Feedback forms, Letters, and Emails 

Stakeholders were encouraged to provide feedback on the draft plan by completing an 
online feedback form or submitting comments by email or letter. A feedback form was 
shared with the public to collect demographic information and public comment online. 
From the public comments, major themes were identified for the Monitor’s review. 
The public comment period was initially set to close on October 12th but was extended 
to October 19th. Approximately 400 responses were received using the electronic tool 
and letters to the district clerk. The main areas of comment were no changes to the 
door-to-door busing, more special education services for children, more social 
workers, and special support for ELL students. 

Persons who commented on the use of the $1 million special legislation grant 
advocated for the funds to be used on transportation, 1st grade aides, teachers for the 
high school, and more bilingual services. Appendix B summarizes the responses that 
were received and any modifications that were made to the draft plan because of the 
comments. 

VI. Theory of Action  

A. Method to Achieve Our Vision 

A theory of action is a set of underlying assumptions about how we will move 
our District from its current state to its desired future, our Vision. 

Our theory of action is grounded in the efficacious belief that achievement, that is, 
student learning and growth, is reached by effective effort and confidence: 

IF educators individually and collectively exercise key professional practices and 
educational strategies framed by our four pillars and geared towards building 
student competencies and confidence for success, 
THEN students will 
(1) demonstrate success in the early years, 
(2) exhibit healthy, safe, supported, engaged, and challenged behaviors; 
(3) be motivated confident, and empowered critical thinkers; 
(4) show mastery of academic subjects and the arts; 
(5) 
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C.  Professional Practices 

Continuous improvement of student learning rests on continuous improvement 
of teaching practices (T), leadership practices (L), and organizational practices 
(O). Those professional practices, framed by the Four Pillars of our theory of 
action, define what we must implement, monitor, and support every day...in 
every classroom, in every school, and system-wide. 

12 
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D. Educational Strategies 

The Four Pillars are the building blocks for purposeful action at every level. 
They define the capabilities that are required and must be developed to achieve 
the Goals and Measures of Student Progress; they provide a “frame” for the 
work and contributions of teachers, leaders, staff, families, and community 
partners. The Educational Strategies represent the high-leverage programs and 
initiatives which, when implemented with fidelity, will facilitate continuous 

13 
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Appendix D. The method (what the strategy entails), the indicator for gauging 
success, and resources to support each strategy implementation activity are provided 
in the DCIP as well. 

VII. General Findings 

A. Academic 

1. The 2020-2025 Plan was approved by the Commissioner in May 2021. The 
District’s academic program remains based on the four pillars that are embedded in 
all areas of teaching and learning in the District. 

2. The 2020-21 school year started with a phase-in of a hybrid model.  Due to high 
Covid-19 rates, in October 2020 schools began to be closed in accordance with the 
former Governor's executive order. 

3. When schools went fully remote in March 2020, the majority of students did not 
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efforts have been made to re-engage the original group of community leaders with 
support from an external facilitator.  

Current Academic Update 

The Spring Valley High School is closed due to the discovery of potentially hazardous 
mold and the need for asbestos abatement. As a result, the school went fully remote on 
October 18, 2021. The special education programs at the school has been relocated to 
other buildings so in-person instruction can be provided and the District is reviewing 
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several years, there were limited fiscal check and balances in place.  Business 
Office staff require continual guidance combined with knowledgeable leadership  

VIII. Governance and Leadership  

The Board members as individuals all care about the children in the District, which is the 
essence of school board work.  However, collectively within and among the Board 
members, there is a lack of understanding of their roles as a full Board. There is an urgent 
need for training of Board members to maximize all Board governance operations. 

A major misunderstanding exists in regard to what are the Board members’ major roles 
and responsibilities. While all Board members have completed the required Board 
training, more training is needed. 

Some examples from the Monitor’s observations are the following: 

1. The Board members lack a full understanding of the distinction between their role 
in establishing policy and providing oversight and direction to District staff and 
the superintendent’s role as chief executive who is hired by the Board to 
implement their policies and manage the operations of the District. The Board 
must seek to maximize its focus on policymaking and minimize 
micromanagement and interference in District operations. The Board’s 
policymaking tends to be reactive rather than proactive and focuses on 
policymaking tied to new Federal and state requirements. This reactive approach 
means that many Board policies are out-of-date and not aligned with the current 
circumstances or needs of the District. A total review of all Board policies, in 
accordance with a schedule established by the Board, should begin immediately 
with the assistance of an external organization that specializes in Board policy 
revision. 

2. The Board’s most important task is hiring a superintendent, and the Board 
performed admirably in establishing and implementing the process by which Dr. 
Ray Giamartino was hired in September 2020 to be the Interim Superintendent 
and Dr. Clarence Ellis was hired in April 2021 to be the permanent 
superintendent.  The Board should be commended on using a national search firm 
secured through a Request for Proposals to select and screen outstanding 
candidates. 

3. An area of major concern is the Board’s failure for the last several years to 
conduct an evaluation of the superintendent. Commissioner’s Regulations 
100.2(o)(1)(vi) requires that the “governing body of each school district shall 
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2. By August 31, 2022, and by August 31 each year thereafter, the Board shall 
complete timely an evaluation of the superintendent that fully complies with the 
requirements of Commissioner’s Regulations. 

3. By September 1, 2022, and each September 1 thereafter, the Board shall complete 
the school board self-evaluation process for the prior school year. 

4. By December 31, 2022, and by December 31 each year thereafter, the Board shall 
participate in a minimum of 2-3 Board retreats. 

5. By December 31, 2022, the full Board shall complete a review of all current 
District policies and shall have revised them as appropriate. 

Trend Data and Annual Targets: 

�x The last Board retreat was on March 13, 2019. 
�x The Board is currently in the 1st year of a two-year process of working with Erie 

BOCES on review of the District policy manual. The previous review of the entire 
manual was done in 2007. 

�x The Board last completed a timely evaluation of the Superintendent in accordance 
with Commissioner’s Regulations in 2017. In the 2020-21 school year, the Board 
began but never completed the process of evaluating the Superintendent. 

�x In the 2020-21 school year, one regularly scheduled Board meeting was cancelled 
due to lack of a quorum. The District clerk sends numerous emails before each 
meeting to establish whether a sufficient number of Board members plan to attend 
in order to achieve a quorum. However, some Board members do not respond 
timely to these requests, making it difficult to determine well in advance of 
meetings whether a quorum will be present for a meeting. 

�x The Board has never engaged in a formal self-evaluation process. 

Improvement Strategies: 

1. By June 30, 2022, all Board members shall have completed training in Diversity, 
Equity and Inclusion as shall be required by the Monitors. 

2. By August 1 annually, the Board shall reach agreement with the Superintendent 
on the procedures to be used in the annual evaluation of the Superintendent. 

3. By August 31 annually, the Board shall approve the procedures for the evaluation 
of the Superintendent. 

4. 
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6. By July 31 annually, the Board shall enter into an agreement with a consultant to 
assist the Board in implementing the Board self-assessment process. 

7. By July 31 annually, the Board shall adopt the process by which it will conduct a 
self-evaluation, which shall include providing the public with an opportunity to 
provide feedback on the performance of the Board.  

8. Within 60 days of completion of the self-assessment process, the Board shall 
adopt a resolution identifying those actions that the Board will take during the 
next calendar year to improve the Board’s effectiveness and efficacy based on the 
results of the self-evaluation.  These actions will encompass goals that both 
improve the function of the Board as a governing body and improves outcomes 
for the students in the District. 

9. By July 31 annually, the Board shall select and enter into an agreement with an 
organization, such as the Rockland County School Boards Association, to 
facilitate the Board retreats. 

10. By December 2021, the Board shall select and enter into an agreement with an 
external organization to facilitate the Board’s policy review. 

11. By December 2021, the Board, based on the recommendations of the facilitator, 
shall establish a timeline and a process by which the Board shall review and 
revise as appropriate each current Board policy.  Such process shall include 
providing the public with a meaningful opportunity to participate in the policy 
review process. 

12. By June 30, 2022, the Board shall assess the policy review process and revise 
timelines and procedures necessary to complete the process by December 31, 
2022. 

13. By December 31, the facilitator shall provide the Board with the dates, venues, 
format, and topics of the retreats. 

14. By December 31, 2021, the Board shall adopt a policy regarding attendance at 
Board meetings and the consequences for unexcused absences from Board 
meetings. 

15. Beginning January 2022, Board members will respond within 72 hours to requests 
from the District clerk to confirm their intent to attend a Board meeting. 

IX. Long-Term  Academic  Goals, Measurable Objectives, Improvement Strategies 

For the areas of Teaching and Learning, Special Education, English Language Learners, 
Accountability, Family and Community Engagement, School Climate and Social 
Emotional Learning, Human Capital, and Organizational Structure, goals with 
measurable objectives, trends, and annual targets as applicable, and the improvement 
strategies to be implemented to reach the annual targets are provided. 

The numbered goals refer to the District priority goals for student learning and student 
growth.  

22 
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Strategy Implementation Activity 1.1.2 Focus on responding to literacy instruction 
and intervention (Assessment/Responsive Intervention) 
1. Beginning October 2021, the Office of Student Support Services will coordinate 
professional development on Orton Gillingham intervention strategies (60 
teachers/year) for K-6 teachers and leaders to strengthen pedagogical understanding 
regarding the five components of reading (phonemic awareness, phonics, vocabulary, 
fluency, and comprehension) and leveraging instructional time to address literacy 
skills. 
2. Beginning November 2021, the Office of Curriculum and Instruction will review 
raw data to begin reporting the number/percentage of students in K-2 who transition 
from Early Literacy to Star Reading as a possible indicator of early literacy 
proficiency/probable readers. 
3. By December 2021, the Office of Curriculum and Instruction shall have hired, 
trained, and deployed interventionists, who to the greatest extent possible shall have 
specialized certification in English as a New Language (ENL) or special education, to 
address reading (3) and math (11) learning in K-8 schools. 
4. By June 2022, the Office of Curriculum and Instruction along with the Office of 
Student Support Services will establish a district-wide Response to Instruction and 
Intervention problem solving committee composed of a multidisciplinary group of 
educators with representation from each school to create and facilitate the 
implementation of a district-wide RTI2 plan and support the curriculum refinement, 
alignment and development. 
5. By December 2021, the Office of Curriculum and Instruction alongside the Office 
of Student Support Services shall issue guidance on the role of Interventionists in 
RTI2 decision making, student assessment, and program implementation that clarifies 
how best to use their specialized and deep knowledge in the teaching of reading. 

Goal 2: Mastery of Academic Subjects and the Arts 

Measurable Objective 2.1: By June 2025, increase the percentage of students 
demonstrating growth in performance and increase the percentage of students 
demonstrating proficiency on state ELA and math assessments for all subgroup 
populations by meeting or exceeding annual targets. 

Trend Data and Annual Targets: 

New York State ELA Exam 
Grades 3-8 

Trend Data (Percentage) Annual Targets 
(Percentage) 

Level 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025 

All L3/4 21 22 26 28 -- -- 36 39 41 
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Asian or Native 
Hawaiian/Other 
Pacific Islander 

L2 30 29 25 25 -- -- 38 39 39 38 

Black or African 
American 

L3/4 15 17 21 24 -- -- 33 36 39 42 

L2 29 28 26 26 -- -- 23 21 20 20 

Economically 
Disadvantaged 

L3/4 13 17 20 23 -- -- 29 32 34 37 

L2 30 30 27 26 -- -- 33 32 33 33 

English Language 
Learners 

L3/4 2 5 6 6 -- -- 8 10 12 15 

L2 15 22 20 19 -- -- 22 24 26 28 

Hispanic or Latino L3/4 13 16 18 22 -- -- 28 32 33 37 

L2 30 31 27 24 -- -- 33 33 34 34 

Multiracial -- -- -- -- -- -- -- -- -- -- --

-- -- -- -- -- -- -- -- -- -- --

Students with 
Disabilities 

L3/4 2 3 5 5 -- -- 9 11 13 16 

L2 14 18 16 16 -- -- 19 22 25 27 

White L3/4 31 36 39 36 -- -- 39 41 42 44 

L2 32 29 28 31 -- -- 33 34 37 40 

ANNUAL REGENTS 
EXAMINATION ALGEBRA 
I 

Trend Data (Percentage) Annual Targets 

Level 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025 

All L3 & 
Above 

NA 51 69 46 -- -- 55 57 64 70 

L2 NA 25 11 23 -- -- 23 25 26 28 

27 
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Trend Data and Annual Targets: 

Arts and Music Instruction Trend Data2 (Percentage) Annual Targets3 

(Percentage) 

2016 2017 2018 2019 2020 2021 2022 2023 2024 2025 

Students enrolled in Music 25 58 60 73 73 75 78 79 81 85 



     
       

 

 

  
 

 
  

 
  

 
 

 

 
  

 
 

 

  
 

 
  

  
 

  
  

   
  

  
 

  
  

 

 
  

 

 

  
 

East Ramapo Central School District: 
2020-2025 (Long-Term) Strategic Academic and Fiscal Improvement Plan 

Initial Submission 

designed to align teacher instruction with the NYS Next Generation Learning 
Standards. 
3. By June 2022, the Office of Curriculum and Instruction shall establish the 
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skill sets and builds teacher capacity to monitor and adjust the curriculum for 
improved student learning (Instruction). 
1. Beginning August 2021, principals and building administrators will receive 
training on how to implement District guidance regarding effective strategies to allow 
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Strategy Implementation Activity 1.2.2 Operationalize structures and systems to 
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20 20 -2025 (Long-Term) St rate gic Acad emic and Fiscal Improve men t Pl an 

Initi al Sub mission 2016 20 17 2018 2019 2020 2021 2022 2023 2024 20 25 6th graders meeting or exceeding 

state standards in ELA 24 18 38 32 ----48 41 56 57 

6th graders meeting or exceeding 

state standards in Math 20 21 26 25 ----28 29 31 32 

Grade480Students Academic 

Readiness for High0School 

Trend Data9 (Percentage) Ann ual Targets (Percentage) 2016 20 17 2018 2019 2020 2021 2022 2023 2024 20 25 8th graders meeting or exceeding 

state standards in ELA 27 27 31 30 ----32 33 34 35 

8th graders meeting or exceeding 

state standards in M ath 9 7 14 12 ----17 18 20 21 

High0Sch oo l Studen t s on0Track 

for Gr aduati o n 

Trend Data10 (Percentage) Ann ual Targets (Percentage) 2016 20 17 2018 2019 2020 2021 2022 2023 2024 20 25 Stud ents wh o b y the end0of Grade 

9 have earned0at0 least 5 credits & 

passed0all core subject areas 61 57 65 77 ----98 98 99 10 0 

Stud ents b y the end0of Grad e 10 

wh o have earn ed0at0least 11 

credits & passed0at least 3 Regents 

co urses 33 21 26 46 ----58 64 70 75 

Stud ents wh o b y the end0of 

Grade11 have earned0at least 1 6 

credits & passed0at least 5 Regents 

co urses 43 46 37 36 ----50 55 60 65 Imp rov ement S trategie s: 

S trategy Implementation Activity 1.2.2 Operationalize structures and s yste ms to 

continuously monitor progr ess of student re adines s at key transi tional grad es. 

1. Beginning September 2021, the District will monitor building-level multi-tiered 

syst em of support around acad emics (C urriculum Development and Re finement 

Committee, R T I2 Committ ee and Leadership in Action Network), attendan ce 9 

Data retrieved0from NY SED. 1 0 

Data retrieved0from NY SED and0 ERC SD Stud ent I nfor mation S ystem 

3 4 
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(Attendance Task Force and Leadership in Action Network), and social emotional 
learning (RTI2 Committee and Leadership in Action Network). 
2. Beginning October 2021, monitor the implementation and impact of school 
comprehensive education plans through building and district walkthroughs. 

Strategy Implementation Activity 1.2.3 Operationalize structures and systems to 
continuously monitor progress of grade 7-12 students on track for on-time graduation. 

1. By October 2021, the District will review school-sourced data to monitor student 
progress towards on-time graduation inclusive of Final Five Graduation Dashboard 
and Cohort information.  
2. Beginning September 2021, the District will monitor the implementation and 
progress of partner academic, vocational, and social emotional programs to measure 
intended against actualized student outcomes. 

B. Special Education 

Evaluative services (on an as-needed basis) are provided for students struggling 
academically, socially, and behaviorally to help ascertain eligibility for special education 
services. For students who are not eligible for special education (IEP) services, building-
level support services and 504 services are also available (these services are annotated 
with an asterisk in the list below). These services include: 

�x Special class (Ratios: 8:1:2, 12:1:4, 12:1:2, 12:1:1, 15:1) 
�x Integrated co-taught classes (K-12) 
�x Resource room / consultant teacher* 
�x Speech/language therapy 
�x Occupational therapy 
�x Physical therapy 
�x Teacher of the visually impaired 
�x Teacher of the deaf 
�x Psychological counseling 
�x Parent training 
�x Consultant audiology services 
�x Assistive Technology Behavior Intervention supported by Behavior Certified 

Behavior Analysts (BCBAs) 

At the high school level, the District is focused on improving the graduation rate for all 
students and is carefully tracking the progress of every student towards graduation. The 
District’s new schedule with a single universal lunch period for all students provides 
more time for students to receive extra help or take electives. 

35 
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1. 
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Asian or Native Hawaiian/Other 
Pacific Islander 

72 74 70 65 65 76 77 78 82 

Black or African American 91 89 89 90 90 92 93 94 95 

Economically Disadvantaged 76 80 80 80 80 82 83 84 86 

English Language Learners 75 74 74 67 67 69 72 74 75 

Hispanic or Latino 35 46 46 26 26 40 45 50 60 

Students with Disabilities 60 67 67 53 53 59 62 65 70 

White -- -- -- -- -- -- -- -- --

Improvement Strategies: 

Strategy Implementation Activity 1.2.1 Implement evidence-based interventions that 
strengthen student engagement and ownership to accelerate learning. 

1. By September 2021, the Office of Curriculum and Instruction shall make 
recommendations to the Superintendent on ways to increase flexible in-person and 
online learning opportunities during the school day and grade 11 & 12 night school 
options. By June 2022, the District shall begin to implement the recommendation 
that were approved and by 2025, the District shall fully implement all adopted 
recommendations. 

Strategy Implementation Activity 1.2.3 Operationalize structures and systems to 
continuously monitor progress of grade 7-12 students on track for on-time graduation. 
1. By October 2021, the District will review school sourced data, inclusive of Final 
Five Graduation Dashboard and Cohort information, to monitor student progress 
towards on-time graduation.  
2. Beginning September 2021, the District will monitor the implementation and 
progress of partner academic, vocational and social emotional programs to measure 
intended against actualized student outcomes. 

E. Family and Community Engagement 

Goal 2: Healthy, Safe, Supported, Engaged, and Challenged 

Measurable Objective 2.2: By June 2025, increase family and school relationships. 

Trend Data and Annual Targets: 
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support, ensuring a defined level of consistency across the district (Instructional 
Materials). 
1. By May 2022, the District will build personal hygiene kits and school supply 
starter kits for all students and provide emergency transportation vouchers 
for students experiencing homelessness and students in foster care. 
2. By October 2021, the District will begin to purchase Interactive Boards for blended 
classroom teaching and learning. 

Strategy Implementation Activity 1.2.4 Expand social emotional learning curriculum 
to include that support adopted restorative practices. 
1. By November 2021, collect data to organize district-wide social emotional 
learning (SEL) themes aligned to New York State’s social-emotional development 
and learning benchmarks to create a sustained focus through all grade-level 
classrooms and schools for improved classroom, school and district connectedness 
around student and staff well-being 
2. Beginning August 2021, establish a district-wide approach to mindfulness to 
support students and staff K-12, including teachers, administrators, security staff and 
district leaders. 
3. By October 2021, the District will deploy seven social workers to support 
building level plans for student and family social-emotional needs. 
4. By October 2021, the District will partner with an organization to provide 
professional development for staff, students, families around restorative practices and 
culturally relevant engagement and response to student need.  By June 2023, the 
District will complete work with a partner organization that results in adoption by the 
Board of an updated District Code of Conduct and related policies. 
5. By November 2021, the Office of Student Support Services will hire advisors 
based on the budget to support implementation of restorative  practices and culturally 
relevant responses to student needs. These activities address the unique needs of low-
income students; students with disabilities; English learners; racial and ethnic 
minorities; students experiencing homelessness; and children and youth in foster care, 
including outreach and service delivery. 
6. By January 2022, the District will purchase social emotional learning curriculum 
for grades K-6 to assist educators in teaching students to recognize, report, and refuse 
to place themselves in unsafe situations. 

Strategy Implementation Activity 1.3.1 Ensure that all students have access to 
technology-based devices to facilitate blended learning in classrooms. 
1. Annually in May, the District will review its device inventory and purchase such 
number of Chromebooks as necessary to maintain the “1:1 Chromebook for Kids 
initiative.” 
2. By September 2021, the District shall communicate to building-level Distribution 
Teams charged with managing device distribution the District’s expectations that the 
Teams adhere to common protocols, such as inputting data related to distribution, 
inventory, and monitoring of individual devices for all students and staff. 
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Strategy Implementation Activity 3.3.1 Implement high-functioning structures and 
processes to strengthen growth mindset and develop authentic relationships. 
1. By September 2021, the Office of Student Programs, Assessment, and 
Evaluations will clarify the role of the District-level Attendance Task Force in 
monitoring and supporting building systems of interventions for student attendance. 

Strategy Implementation Activity 4.2.3 Provide all students access to a safe and 
inclusive learning environment 
1. By September 2021, the District will hire monitors at each school to support 
extended arrival and dismissal times for students dropped off due to COVID-19 
pandemic. 

G. Human Capital 

Goal:  Teacher Recruitment 

Measurable Objective: Beginning October 2021, personnel will implement practices 
to reduce the number of days from teacher vacancy to hiring. 

Improvement Strategies:  

Strategy Implementation Activity 4.2.1 Stabilize a diverse and qualified educator 
workforce by clarifying roles and responsibilities. 

1. Beginning October 2021, the Office of Personnel will conduct the initial resume 
screening of applicants and provide resumes of qualified candidates to principals. 
Principals will use the District provided protocols to streamline the hiring process. 

Goal: Teacher Retention 

Measurable Objective: By July 2022, decrease the percentage of teachers resigning 
as compared to the previous year. 

Improvement Strategies:  

Strategy Implementation Activity 3.3.1 Implement high-functioning structures and 
processes to strengthen growth mindset and develop authentic relationships 
1. Beginning September 2021, the District will provide ongoing training on career 
development and readiness for advancement opportunities to newly employed staff, 
and respondents will rate the training effective in increasing the likelihood of their 
remaining in the District. 
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H. Organizational Structure 

During the 2020-21 school year the previous superintendent revised the District 
organizational chart after conducting “soft audits” in. all areas of operations. The 
information from those audits was the basis of the reorganization to capitalize on and 
revise operations in the District office. In addition, the reorganization was designed to 
repurpose District Office positions, reorganize for maximum effectiveness, and result in a 
Board approved organizational chart. 

The District organizational chart must be revisited during 2021-2022 school year by the 
current superintendent to align with this updated Plan, so District offices are more clearly 
linked with targets in the Plan.   
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4. The District shall have no Corrective Action Plans imposed on the District for 
failure to provide mandated services to students with disabilities or English language 
learners. 
5. The budget shall identify opportunities to redirect funds from ineffective and 
inefficient programming to support increases in extracurricular activities, course 
offerings, non-mandated support services, non-mandated art and music classes, 
programs and services for English language learners and students with disabilities, 
and maintenance of class sizes. 

Improvement Strategies: 

1. Annually by October 1, the Board shall adopt a Budget Development Calendar 
that details the due dates for submission of budget documentation such that each 
phase of the budget process shall be completed timely. 
2. Annually by January 1, the Board shall review, and update as appropriate, its 
budget policies to ensure that they are compliant with applicable laws and 
regulations. 
3. Annually by January 1, District staff shall submit to the Board an analysis of the 
salary schedules, debt payment schedule, and transportation expenditures necessary to 
inform development of the proposed budget for the succeeding school year. 
4. Annually beginning each November, District staff shall provide the 
superintendent and the Board monthly with an estimate of the projected June 30 fund 
balance. 
5. Beginning with the development of the 2022-23 proposed budget, the District 
shall adopt the following policies and practices: 

o The proposed budget shall be based on a strategic examination of current 
resource use in order to determine the contribution that each investment makes to 
educational outcomes. 
o The proposed budget shall be based on a review of expenditure trends and 
projected expenses, as well as local and state revenue projections. 
o Assumptions used to develop the proposed budget shall be stated 
explicitly in the budget document, including projected increases or decreases in 
enrollment and trends in expenditure growth. 
o Notes shall be added to the 2022-2023 budget to explain any unusual line-
item budget expenditures or revenues. The explanation notes must be completed 
to align with the proposed 2022-2023 budget. The explanation notes which are to 
be appended to the 2022-2023 Budget will give the reader further insight to 
budgetary changes. 

o District staff shall be provided written guidance and procedures regarding 
budgetary objectives and budgetary procedures. 

o The budget development process shall be informed by the guidance on budget 
development that the NYSED provides to the Monitors. 
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o Within the context of expected revenues, the proposed budget shall allocate the 
resources needed to implement the academic components of the Plan and be 
adequate to ensure that all students are able to meet State standards. 

o Within the context of expected revenues, the budget shall allocate funds to 
support increases in extracurricular activities, course offerings, non-mandated 
support services, non-mandated art and music classes, programs and services for 
English language learners and students with disabilities, and maintenance of class 
sizes. 

o The proposed budget shall be aligned with the Plan. 
o The proposed budget shall take into account external factors that affect the 

projected tax base and enrollment numbers. 

B. Cash Flow Management 

The District’s projected operating deficit for the 2020-21 fiscal year and the highly 
fluid fiscal circumstances caused by the pandemic, which has increased District 
expenses and revenues in some areas while both increasing and decreasing revenues 
in others, makes it imperative that the District carefully monitor revenues and 
expenditures and make adjustments to the budget as needed throughout the year as 
more information becomes available.  These adjustments must be made transparently, 
so that the public and the Monitors are aware of the changes and why they were 
made.  It remains essential that the District continue to monitor planned expenditures 
while simultaneously ensuring that the District does not enter into numerous and 
high-cost consultant contracts that were a primary contributing factor to the 
overspending and under-budgeting that had a deleterious effect on the 2020-2021 
Budget and fiscal state of the District.  

Goal: The District manages its cash flow so as to ensure that there is sufficient cash 
on hand to pay current bills and those that are due shortly and that expenditures can 
be met with minimum reliance on the District’s fund balances. 

Measurable Objectives: 

1. By the close of each month, the District's projections of monthly cash flow needs 
will be accurate, cross-referenced with revenues, and presented at the Superintendent 
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2. By January 1, 2022, and each January 1 thereafter, the Monitors will have 
approved the District’s plan for training staff in proper purchasing practices. 
3. Beginning June 30, Monitors will receive evidence that all relevant staff members 
have been trained annually. The CFO shall provide evidence of and artifacts related to 
the type of professional development provided, such as session sign-in sheets that 
include titles of the professional development provided, and materials used in the 
training. 

Improvement Strategies: 

1. By October 1, 2021, and each year thereafter, the Purchasing Office shall develop 
and disseminate an annual calendar of services to bid, which shall include date of bid; 
date of Board approval, and effective date of service. 
2. By July 1, 2021, The CFO will ensure that all bid processes and specifications 
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borrowing needs by annually creating five-year financial plans that include fund 
balance analysis. 

Goal: All Board decisions are informed by an up-to-date long-term plan that has been 
developed in accordance with the Office of State Comptroller’s multi-year financial 
planning tool.  

Measurable Outcome: 

The Board shall annually hold a public meeting to present and receive comment on 
the District’s five-year financial plan, which shall be updated and published following 
the public hearing. 

Improvement Strategies: 

1. By February 1, 2022, following the conclusion of the External Auditors Year-End 
Financial Statement, the District shall review historical trend data and draft a five-year fiscal 
plan. 
2. After adopting the External Audit Report, the Board shall adopt the revised and updated 
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Goal: The District regularly identifies and implements improvements to management 
practices, minimizes or reduces operating expenses, and enters into shared service 
agreements that reduce operating expenses. 

Measurable Outcomes: 

1. Beginning with the 2021-22 school year, the District shall receive no auditor 
comments. 
2. By January 1, annual reviews shall show that all staffing budget codes are aligned with 
actual staff. 
3.  By July 1, 2021, the CFO will ensure New York State Office of State Comptroller and 
Government Accounting Standards Board (GASB) Accounting Practices and related codes 
are up-to-date and used in daily practice.  (See https://www.osc.state.ny.us/files/local-
government/required-reporting/pdf/school-district-account-codes-added-for-gasb-84.pdf,) 

Improvement Strategies: 

1. The District shall ensure that all auditor suggestions, concerns, and areas for 
improvement, are resolved. All noted deficiencies are addressed and cured. 
2. By June 30, 2022, the District shall complete an upgrade of the current financial software 
package. The new financial software package shall be integrated with the systems used by the 
Human Resources department. The Monitors must be allowed read only access to the new 
financial and personnel software. 
3. By June 30, 2022, the District shall complete training of staff from the Business Office, 
Human Resource Office, Payroll Office, Benefits Office, Treasurer, Deputy Treasurer, 
Information Technology staff, all department heads, and all school leaders in the appropriate 
use of the new financial system. This will allow them to know how to review their budget 
codes in real time. 
4. By September 1, 2021, the District shall create a budget development form that shall be 
used by Department leaders to input their expenditure requests. 
5. By September 1 annually, the Business Office shall provide each office and school leader 
with explicit instructions regarding their role in the budget development process and the 
timelines for deliverables. \ 
6. Beginning September 1, 2022, the District shall implement updated procedures to alert 
residents of important updates and ensure residents have information with the greatest 
amount of notice. 
7. 

https://www.osc.state.ny.us/files/local
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the number of resident students enrolled in nonpublic schools has been increasing 
annually, in some years by as many as 2,000 additional nonpublic school students, 
additional bus service is required, placing further stress on the District’s budget. 
Public comments on the draft plan makes clear that there is significant support for 
continuation of the current District transportation policies, and a goal for all school 
districts is to implement transportation policies that facilitate the ability of students to 
attend school and arrive on time. Nonetheless, decisions made decades ago to provide 
all students with universal “door to door” transportation need to be re-examined to 
determine the implications for the ability of the District to create balanced budgets in 
future years. It is essential that the transportation student data system is continually 
updated and revised daily to align with the District student data system. As 
enrollment changes daily, it is imperative that both systems are aligned. 

Transportation Update: 

To address opening of school transportation issues, the Board in October 2021 
approved two bus contracts. Community Bus added 15 large buses, and Student Bus 
added 3 large buses. The District has been working with both bus companies to 
ensure services begin November 1, 2021 

The additional 18 buses plus the move to remote instruction at Spring Valley High 
School will greatly improve transportation efficiency. The remaining transportation 
issues are being closely monitored (i.e., transmission of e-school student data into 
VersaTrans transportation software). School Bus Logistics is providing daily updates 
on the software integration and the impact on transportation services. 

The District’s recently hired transportation consultant has in his initial week of work 
saved 6 bus routes. The District is developing contingency plans for transportation 
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transportation cost study, which shall be incorporated into the five-year financial 
study. 

H. Facilities 

The ERSCD has underinvested in its educational facilities, both in terms of ensuring 
appropriate leadership and supervision of the Office of School Facilities and 
providing clean, well-maintained, up-to-date facilities for students. 

The Facilities office has been without a Director since July 1, 2020, and the District 
must prioritize filling this position with a qualified professional and ensuring that the 
office is fully staffed.  Upon the hiring of the Director of Facilities, the successful 
candidate must assess the current conditions of the buildings and grounds. After the 
review is completed, the Director must establish measurable objectives to determine 
progress towards the District goal. 

Currently there are issues with the cleanliness and maintenance of school buildings as 
evidenced by building tours and observations conducted by the Monitors. The 
Director must provide training for all head/chief custodians that makes clear to them 
their areas of responsibility. 

There is a need to improve supervision of the custodial, maintenance, and grounds 
staff, as evidenced by lack of cohesive direction given to maintenance and custodial 
staff.  There needs to be enhanced direction provided to building administrators who 
are responsible for on-site supervision of operational staff. 

A replacement schedule should be established for all District equipment to ensure 
District personnel have usable equipment. 

In order to identify health, safety, and security needs as well as needed building 
enhancements, the District should establish a committee to guide the development of 
a Capital Improvement Plan.  Once the plan has been created, there will be a need to 
secure voter approval for such long-term debt, or otherwise secure sufficient funding, 
is required to implement the Plan.  As the District places greater emphasis on 
providing extended learning experiences to students, there is a need to ensure both 
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project efforts. The contractor and District staff are working together to create the 
plan and timeline for remediation work and to secure such approvals from the New 
York State Education Department as will be necessary to undertake and complete the 
work. 
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Goal: The Board timely and properly authorizes all contracts, and the District ensures 
that all contracts are entered into and implemented in accordance with Uniform 
Grants Guidance and the General Municipal Law; monitors for accuracy of payments; 
and plans appropriately for any negotiations or renewals. 

Measurable Objectives: 

1. Beginning with contracts let for the 2022-23 school year, the District conducts all 
procurements for pupil transportation services in a manner consistent with the 
General Municipal Law and the Part 156 of Commissioner’s regulations so that all 
available transportation aid may be received.  Aid claims will reflect only allowable 
expenses, but all contracts for home to school busing, having been properly bid, will 
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new superintendent; the realization that many of the District’s core support structures, 
such as transportation and facilities are in need of fundamental overall; a historical 
pattern of the District underscoring services to public school students; and a community 
of stakeholders who often have very different understandings of what the role of the 
District should be.  At the same time, the District has been given an unprecedented 
infusion of financial aid, primarily from Federal stimulus funds, that offers the District 
an opportunity that must be fully realized to provide students with the educational 
program that they need and deserve.      

ERCSD is currently under fiscal stress. Once Federal Stimulus money is no longer 
available, the District will face unsustainable budget deficits unless efforts are made to 
increase revenues (e.g., secure competitive grants, increase user fees for school facilities, 
increase the tax levy) and/or decrease expenditures (e.g., reduce the cost of contractual 
services; change transportation polices)  The District must seek the community support 
necessary to create balanced budgets that provide sufficient levels of resources to be able 
to support implementation of the academic component of this Plan.  

Of all of the improvement strategies identified in this Plan, the following are those that 
the District will prioritize for the 2021-22 school year: 

1. The District must constantly monitor to ensure that all funds are administered 
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concerned about the education of the students who reside in the District to come together 
and chart a common path forward so that every child in the District will be able to graduate from 
high school ready to pursue post-secondary education or a career. 
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Appendix A 
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APPENDIX C 

Assessment of Public Comments on Draft Update to the East Ramapo Long-Term Strategic Academic and Fiscal 
Improvement Plan 

Comment 
# 

Topic Summary of Comments Action 

1 Community Engagement There is a need for more listening 
sessions to be conducted at different 
locations throughout the Distinct 

A new improvement strategy has been added to the plan: 
“Annually, the Monitors and District staff will hold one 
listening session at each  school to receive feedback on 
implementation of the improvement plan.” 

2 School Transpiration �x The District should make no 
changes to current policies 
regarding transportation of 
students. 

�x The Monitors and the State 
Education Department must take 
action to require the district to 
reduce transportation costs as 
these out-of-control costs 
jeopardize the district’s ability to 
fulfill the goals of the Academic 
and Fiscal Improvement Plan. 

�x The transportation section of the plan now 
includes the following statement: “Public 
comments on the draft plan make clear that there 
is significant support for continuation of the 
current District transportation policy, and a goal 
for all school districts is to implement 
transportation policies that facilitate the ability of 
students to attend school and arrive on time.” 

�x The plan states that “by January 1, annually, the 
Board shall adopt a revised transportation policy 
that reflects the ability of the District to maintain 
structurally balanced budgets based on projected 
revenues and expenditures as informed by the 
District’s five-year transportation cost study, 
which shall be incorporated into the five-year 
financial study.” 
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Comment 
# 

Topic Summary of Comments Action 

documents in appropriate 
languages, various 
communication methods to alert 
residents of important updates 
and ensuring residents have 
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Comment 
# 

Topic Summary of Comments Action 

8 Opportunities to 
participate in sports and 
extracurricular activities 

The Plan should seek to greatly expand 
the opportunities for students to 
participate in sports and extra-curricular 
activities. 

The Plan should include concrete goals 
for improving extracurricular offerings 
and interim objectives to achieving those 
goal, including explicit means for 
soliciting feedback from students about 
the types of extracurriculars they want. 

A new measurable goal has been added to the budget 
development process that states that: 
“The budget shall identify opportunities to redirect funds 
from ineffective and inefficient programming to support 
increases in extracurricular activities, course offerings, 
non-mandated support services, non-mandated art and 
music classes, programs and services for English language 
learners and students with disabilities, and maintenance of 
class sizes. 

9 Class sizes The Plan should establish benchmarks 
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Comment 
# 

Topic Summary of Comments Action 

Suggestions were made to Improve 
services to ELL’s by: 

�x Adding measurable objectives 
related to raising the 
engagement level, grades, or 
graduation rate of ELLs. 
Consider restoring 

�x Expanding the Community 
Outreach program by hiring 
credible community 
messengers to build 
relationships with those 
families and connect them to 
services. 

Require the hiring of a bi- or 
multilingual liaison to open channels 
of communication, identify and 
locate kids who may be unenrolled or 
chronically absent, ensure district 
information is translated in a timely 
manner, and to address specific 
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Comment 
# 

Topic Summary of Comments Action 

for aid.  In addition, federal program contracts will be let 
in a manner consistent with the Uniform Grants Guidance, 
and all other appropriate statute and regulations.” 

19 Kindergarten and PreK 
Services 

All other Rockland school districts use 
Child Care Resources of Rockland to 
administer their pre-k programs. The 
East Ramapo school board fired Child 
Care Resources and replaced them with 
Arnie Warmbrand. 
This Plan should include public reports 
on school readiness. The school district 
used to have staff that did home visits to 
prospective future kindergartners. 

The plan contains annual targets for the percentage of 
kindergarten students expected to achieve early literacy 
benchmarks. 

20 Afterschool Programs Community members want afterschool 
programs and supports for students to 
address the learning needs.

 Extended school years programs are included in the Plan. 

9 
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APPENDIX D 

District Comprehensive Improvement Plan (DCIP) 
District Superintendent 

East Ramapo Central School District Dr. Clarence G. Ellis 

2021-22 Summary of Priorities 
In the space below, input the three to five District priorities for 2021-22 identified in this plan. 

1 Ensure success in the early years 

2 Foster a healthy, safe, supported, engaged, and challenged learning environment 

3 Develop motivated, confident, empowered critical thinkers 
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