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February 23, 2018
Mr. Stephen M. Pappalardo
Village Manager
Village of Scarsdale
1001 Post Road
Scarsdale, NY 10583
Dear Mr. Pappalardo:
Management Partners is pleased to provide this report resulting from our analysis of the
Scarsdale Assessor’s Department. The report includes recommendations for aligning
department operations with best practices to improve overall functionality and ensure that
future Town and Village assessments prepared by the assessor and reassessment contractors
meet professional standards and are viewed as fair by Scarsdale property owners.
The need for the study resulted from dissatisfaction with assessment results prepared in 2014
and 2016. A vocal group of property owners are skeptical about future assessments and others
took legal action through an Article 78 proceeding, filed on January 13, 2017. It requested the
court annul, void, and rescind the 2016 assessment roll of the Town and Village of Scarsdale
and permanently enjoin the Village from levying taxes on the 2016 roll while rolling back
assessments to the prior tax roll. It was dismissed on January 5, 2018 by the Supreme Court of
the State of New York. The plaintiffs had 30 days to appeal. The plaintiffs filed a notice of
appeal on January 29, 2018 and have six months from that date to perfect the appeal by filing a
legal brief and record with the Court.
While Management Partners has become acquainted with the details of the two previous
revaluations as part of our research, it should be noted that the scope of our assignment did not
include an analysis of the methodology used for the first or second revaluation of properties, or
an audit of the results of those two assessments. The scope for this project was a review of the
functions of the Assessor’s Department, including evaluation of the structure, staffing, polices,
workflow processes, revaluation methodology, and use of technology. As a result, the Village
can take advantage of operational opportunities for improvement in the Assessor’s Department.
This report includes our observations and 41 recommendations for improvement in the
Assessor’s Department operations and functions.
Sincerely,

Gerald Newfarmer
President and CEO
1730 MADISON ROAD • CINCINNATI, OH 45206 • 513 861 5400 • FAX 513 861 3480
MANAGEMENTPARTNERS.COM
2107 NORTH FIRST STREET, SUITE 470 • SAN JOSE, CALIFORNIA 95131 • 408 437 5400 • FAX 408 453 6191
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Introduction
Management Partners was retained by the Village of Scarsdale to conduct
an analysis of the Assessor’s Department. We reviewed the department’s
structure, staffing, policies, workflow processes, and use of technology to
identify strategies and best practices that will lead to increased efficiency
and effectiveness in the functional responsibilities of the department as
well as improved customer service.
Our analysis produced several observations about the process used to
manage revaluations and assessments. Through these observations we
have identified opportunities for improvement using applicable best
practices. The improvements include making changes to the use of
technology, workflow and the way Assessor’s Department employees
communicate with property owners and their representatives.
The scope of Management Partners’ assignment did not include an
evaluation of the methodologies used in the previous revaluations or an
assessment of the accuracy of the data resulting from the prior
assessments. A summary of the report recommendations included in this
report is included as Attachment A.

Approach and Methodology
The plan of work for the project began with extensive data gathering,
interviews with Village administrators, including the manager, deputy
manager, other staff working closely with the Assessor’s Department,
Board of Trustee members, the assessor, and her staff. During this initial
learning phase, project team members requested and reviewed workload
statistics, policies and procedures, professional standards, regulatory
requirements, and other pertinent data.
Management Partners’ team members reviewed data and information
from the Village and the Assessor’s Department; the New York State
Department of Taxation and Finance, Office of Real Property Tax Services
website; members of the Scarsdale community, including the Scarsdale
Forum and the Scarsdale Committee for Fair Assessments; various
correspondence to and from the Village assessor; news media articles;
and blog posts.
1
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The list below is a sample of documents, materials, and data reviewed
during our analysis.
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Data report, History of Challenges, 1993 to 2017 – July 25, 2017
The Village of Scarsdale Adopted Budget FY 2017-18 – March 20,
2017
The 2016 Scarsdale Revaluation Program: Summary of Analysis,
Modeling and Valuation Activities - June 1, 2016
2016 Town/Village of Scarsdale Revaluation Program Update November 17, 2015
Resolution for Awarding Contract for Property Tax Revaluation,
March 13, 2012
Request for Proposal for Real Property Assessment Project,
September 15, 2011
Scarsdale Forum Report of the Assessment Revaluation
Committee on Town-wide Revaluation, 2010
Job descriptions for the Assessor’s Department
New York State Real Property Tax, Section 523, Board of
Assessment Review
Resolution to execute a professional service agreement with J. F.
Ryan Associates, Inc. for update of property values
Village of Scarsdale Policies and Procedures
Uniform Standards of Professional Appraisal Practice, 2016-2017
The Uniform Standards of Professional Appraisal Practice
International Association of Assessing Officers, Guide to
Assessment Standards - June 2016
International Association of Assessing Officers, Mass Appraisal
Standards, 2013

On a second site visit, Management Partners’ team members conducted
interviews with residents, stakeholders and individuals having regular or
recent interaction with the Village assessor, including members of the
Board of Assessment Review (BAR), developers, realtors, attorneys, tax
representatives, and the Westchester County tax commissioner; as well as
assessors and managers with the Village of Bronxville, Town of
Mamaroneck, and the Town of Pelham. The interviews were confidential,
and the information obtained from them was summarized into key
themes for incorporation into the observations included in this report.
Interviews were held on August 22, 23, 24, and 31, and September 1 and
7, 2017. Numerous follow-up phone calls to clarify information were
conducted after the initial interviews.
Management Partners’ team members received and reviewed boxes of
relevant documents that included meeting minutes, grievance filings,
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newspaper articles, correspondence, and emails relevant to the prior
revaluations to understand the context of this analysis. Staff from the
Village was responsive to all data requests and cooperated fully in our
analysis of department operations.
Once the team compiled the research, observations, and best practices,
they identified opportunities for improvement and formulated
recommendations. Management Partners developed a draft report and
reviewed it with the Village Manager and staff to ensure the information
about the department and operations was accurate.
Prior to documenting our observations, it is important to review the
sequence of key events that occurred during the two revaluations.

Chronology of Prior Revaluations
After several decades of not conducting revaluations of properties in the
Town and Village, the Revaluation Study Committee of the Scarsdale
Forum encouraged a reassessment of all Village properties. In 2010, the
Scarsdale Forum issued a Report of the Assessment Revaluation Committee on
Town-wide Revaluation.
The Forum is a civic group established in 1904 to conduct and provide
useful research and public feedback to elected officials of the Village of
Scarsdale about issues related to municipal, school and civic affairs. The
mission of the Forum is to serve the Village of Scarsdale and the
Mamaroneck strip community by providing meaningful community
dialogue and an opportunity to address issues and recommend choices
and solutions that directly impact the community. The Committee made
seven recommendations for eliminating inequalities in Scarsdale’s
property tax assessments. The Board approved moving forward with a
revaluation, initiating the first Village reassessment in 2014.
Unlike most towns in New York State, the Town of Scarsdale shares the
same boundaries as the Village of Scarsdale. Except for certain tax
collection and election functions, the government operates as a village, so
in this report we will generally refer to the Village, although the entire
discussion applies to both the Village and the Town of Scarsdale.

Tyler Revaluation Process
The 2014 revaluation included all 5,941 residential and commercial
properties, with data collectors gaining access to 94.7% of these properties
for inspection. Prior to this, the last complete property revaluation was
conducted in 1968 and used for determining the 1969 assessment roll. The
2014 property revaluation is hereafter referred to as the Tyler
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Revaluation, as the name of the revaluation consultant was Tyler
Technologies.
The purpose was to align property valuations with fair market value. The
process for vendor selection and project implementation included:
•

•
•
•

•
•

•
•
•
•

Preparing and distributing a request for proposals (RFP) and
completing an appropriate vetting process, entering into a
contract with the preferred vendor to conduct the revaluation;
Preparing an RFP and contract to hire a project monitor;
Sending out teams of appraisers who appraised the same three
houses and compared results, so the teams were consistent;
Holding public meetings at five locations (schools) to provide
outreach and information about the consultant and revaluation
process;
Seeking interior access to all properties for inspection, with the
vendor achieving access to 94.7% of the properties;
Mailing property cards to homeowners seeking verification of
accuracy with information about the attributes obtained during
the interior inspections of properties;
Scheduling follow-up inspections when necessary;
Conducting vendor-led outreach meetings with individual
property owners to discuss tentative assessments;
Mailing change of assessment letters to all property owners;
Receiving grievances.

A timeline of the Tyler revaluation is included below.
Summary of Key Events in Tyler Revaluation Process
Date
March 2012

March 2012

March to April 2012
June 18, 2012
December 31, 2013
March 28, 2014

Activity
Board of Trustees authorized the Village manager to contract
with Tyler Technologies/CLT Appraisal Services for a 2014
revaluation/reassessment of all Scarsdale properties; total base
contract amount was $799,900 plus incidental costs.
Tyler Technologies and J.F. Ryan were hired to conduct a
revaluation and assist the Village with project monitoring
services, respectively.
Public outreach meetings were held at various schools to
educate residents about the property revaluation process

Responsibility
Board of Trustees

Data collection for the revaluation initiated, with access to 94.7%
of the properties achieved
Completed a review of sales information for properties in
neighborhoods with the highest values

Tyler Technologies

Assessment disclosure notices mailed to all Scarsdale residents
with residents given the opportunity to review the property
revaluation attributes

Village Assessor
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Date
March 31 to April
24, 2014

Activity
Informal meetings held with Tyler and individual property
owners at Scarsdale Congregational Church

Responsibility
Tyler Technologies

April 2014

Preliminary assessments issued

Village Assessor

June 1, 2014

Tentative assessment roll posted

Village Assessor

June 17, 2014

New York State statutory Grievance Day

September 1, 2014

Board of Assessment Review change of assessment letters
mailed
Final Village Assessment Roll posted

Board of Assessment
Review
Board of Assessment
Review
Village Assessor

September 15, 2014

After the Tyler revaluation was completed, the most valuable properties
in the Village received the largest increases, indicating a high price
related differential (PRD). This outcome is not unusual in municipalities
when there has been a long time between reassessments. Assessments are
considered regressive if high-value properties are under-assessed relative
to low-value properties and progressive if high-value properties are
relatively over-assessed. Assessments should be neither regressive or
progressive, but proportional where all properties are appraised at 100%
of market value; as indicated by the equalization rate.
The state-calculated PRD for the year prior to the first project was 1.06%,
which tends to favor higher-valued properties with lower assessments.
According to the New York State Office of Real Property Tax Services,
PRDs below 0.98 indicate assessment progressivity, a condition
in which low-value properties are under-assessed relative to
high-value properties. PRDs above 1.03 indicate assessment
regressively, in which high value properties are under assessed
relative to low-value properties.
Of the 22 municipalities in Westchester County that had a PRD produced
by the state in 2013, two were above 1.06, two were at 1.06 (including
Scarsdale) and 18 were between 0.99 and 1.04. Based on this alone, a new
revaluation would result in higher-valued properties experiencing larger
proportional assessment increases than lower valued properties due to an
anticipated correction of their existing advantage.
The amount of these increases, however, seemed excessive to many
property owners, causing them to question the fairness of the
calculations. Approximately 18% of property owners filed grievances to
have their property valuation reviewed and reduced. In total, 950
grievances were filed, of which 35% were reduced by the Board of
Assessment Review (BAR) during appeal.
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Ryan Revaluation Process
Based on a recommendation made by the Village Manager and the
assessor in a memorandum dated November 4, 2014, the Scarsdale Board
of Trustees authorized the Village manager to enter into a contract with
J.F. Ryan Associates to conduct the 2016 Village of Scarsdale Revaluation
Program Update. The purpose of the update was to address concerns
about the 2014 Tyler revaluation. The recommendation indicated that J.F.
Ryan Associates, as monitor for the 2014 revaluation, was intimately
familiar with the Scarsdale market, and was experienced in statistical
analysis, automated valuation modeling, and fee appraisals. The
methodology of this reappraisal reassessment was to perform a
comprehensive parcel-specific valuation of all Village properties to
attempt to maintain market values at 100% through a smoothing of data
from the Tyler revaluation, in a manner that conformed with the
requirements for State aid as part of the New York State Department of
Taxation and Finance Aid for Cyclical Reassessment program. To qualify
for up to $5 of aid per parcel, the Village must conduct a reappraisal of all
properties at least once every four years. The reappraisal reassessment
commenced in spring 2015 for the June 1, 2016 tentative assessment roll.
Because a recent data abstract existed from the Tyler revaluation, the
costly and time-consuming process of conducting site-specific interior
data collection was not necessary and any additional data was collected
from inspections from the public right-of-way. The valuations were based
on the sales comparison approach, using a direct market model method
informed by statistical analysis of local property sales and a variety of
vendor and assessor defined influence factors to calculate individual
property values. The project did not include an informal valuation review
with taxpayers prior to establishment of the tentative assessment roll.
The ensuing contract with J.F. Ryan Associates was approved for a total
fee of $245,000 and was initiated without a monitor. As the project
monitor for the Tyler revaluation, J.F. Ryan Associates had been tasked
with quality control functions, including a random sample review of
vendor-collected data from interior home inspections, lending mass
appraisal review experience to the Village, providing expert review of all
other material from the vendor, and attending public meetings.
The table below presents a summary of the planned activities for the
revaluation process conducted by J.F. Ryan Associates.
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Summary of Contractual Milestones J.F. Ryan Revaluation Process
Date
January 2015

Activity
Board of Trustees resolution authorizing a contract with J.F. Ryan
Associates to complete the 2016 Village revaluation

Responsibility
Board of Trustee

February 2015

Residential sales were verified, and outlier sales data identified (for
additional research)

J.F. Ryan Associates

February 2015

2014 income and expense mailers were sent to commercial
property owners

J.F. Ryan Associates

July to
September 2015

Consultant reviewed and revalidated sales file for modeling

J.F. Ryan Associates

August to
October 2015

Residential market model and cost schedules were prepared

J.F. Ryan Associates

September to
October 2015

Commercial income and expense tables were created

J.F. Ryan Associates

January 2016

Exterior review from the right-of-way for all properties in the
Village was initiated

J.F. Ryan Associates

January 2016

Review of property sales occurring between July 1 and June 30,
2015 and collection of market data was initiated

J.F. Ryan Associates

June 1 - 5, 2016

Village Assessor

June 1, 2016

Assessment Change Notices (tentative assessments) were mailed to
property owners and posted
Summary of the analysis, modeling and valuation activities and
report titled Considerations in Understanding the Property Tax was
released
First day of statutory grievance period

June 21, 2016

New York State statutory Grievance Day

September 1, 2016

Board of Assessment Review change of assessment letters mailed

September 15, 2016

Final Village Assessment Roll posted

June 1, 2016

J.F. Ryan Associates

Board of Assessment
Review
Board of Assessment
Review
Board of Assessment
Review
Village Assessor

Problems surfaced early in the project, including issues with the
contractor’s use of the Assessor Department’s Software Consulting
Associates (SCA) Property Assessment System (PAS) and the lack of a
valuation module, and related glitches with the software “bridge” built
between PAS and the New York State Office of Real Property Taxation
Services (ORPTS) software.
Because this was not intended to be a full revaluation, but rather to
correct specific inaccurate values, informal meetings were not offered.
Information about how the revaluation was done, as well as the model
and methodology used, were not provided. When a community meeting
was finally scheduled, it was poorly executed and received.
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The State determined the assessments were at 89.14% of market value
instead of at the target of 100%. Because 89.14% of the market value is
outside of the acceptable range to qualify for the Department of Taxation
and Finance ORPTS program of State Aid for Cyclical Reassessments, the
Village did not receive any financial support. The State of New York
would have approved the assessment level for the Village at 100%,
indicating that properties were assessed at market value, if the rate had
been within plus or minus 5% of 100% (i.e., between 95% and 105%).
Another outcome is that when assessments are not at 100% of market
value, ORPTS will calculate an equalization rate to assure equitable
property tax allocation of State Aid to Education funds and local school
districts. The equalization rate is calculated by dividing the total assessed
valuation by the total market value.
The high percentage of parcel valuation changes, and their significance;
inconsistency between parcels; and the difficulty in understanding how
the changes were made fueled public distrust in the process.

Assessment Practices in Neighboring Jurisdictions
Management Partners met with assessors and administrators of the
Village of Bronxville, and Towns of Mamaroneck, and Pelham to learn
about their recently completed town and village-wide revaluation
projects, ongoing assessment practices and the methods they use to
communicate with property owners and representatives. Table 3 provides
a comparison between the three jurisdictions and Scarsdale.
Parcel and Staffing Data for Scarsdale and Neighboring Jurisdictions
Jurisdiction

Parcels

Assessor FTE

Parcels/FTE

FY 2017-18 Budget

Bronxville

1,673

1.5

1,115

$243,600

Pelham

3,692

2.0

1,846

$224,452*

Mamaroneck

8,975

4.0

2,244

$539,611

Scarsdale

5,941

4.5

1,320

$569,111

* Calendar year 2017 General Fund appropriation for the Town of Pelham and Villages of
Pelham and Pelham Manor

Village of Bronxville
The Village of Bronxville has conducted assessments annually since 2011
using ORPTS RPS version 4 software. The first project was conducted by
Tyler Technologies, which was chosen through a request for proposals
(RFP) process. During interviews with prospective vendors, after
proposals were submitted, the Village asked questions that helped them
determine which firm would be a good “cultural fit” with the Village and
8
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would take time during the process to make sure that property owners’
questions and concerns were responded to in a timely manner, while
informing them of the properties’ value in the process. Bronxville was
intentional about avoiding confrontation and making the process as
transparent and comfortable for property owners as possible. The team
which developed the plan for the first assessment, including the RFP
process and communications, included a Village Trustee, Mayor, a
property attorney, and an assessor with national experience in assessment
projects.
During the initial Tyler revaluation, Bronxville instituted a practice of
meeting individually with concerned property owners and providing
them with comparable data and information electronically as a resource
prior to preparing the final assessment roll. This practice continues today.
Annual assessments are conducted by the Village assessor.
Bronxville’s goals for each revaluation, as shared with Management
Partners, are to gather as much information and be as accurate as
possible. To this end, they provide as much information as they can up
front (e.g., the methods and approach, public meetings, opportunities to
question, comparable property information, etc.) to promote
transparency. The first individual parcel assessment for the initial
revaluation was conducted in the Mayor’s home with a television crew
filming and showing the complete process on the local cable network.
Homes are entered during assessments, if the owner allows. Homes that
are not entered are given the highest rating of A+, since they have no
evidence to rate it less. Although a standard industry practice, this can
result in slightly higher valuations on some properties.
The Board of Assessment Review is comprised of diverse individuals
from Bronxville, educated about the assessment process and known
locally to have integrity and credibility. Per the New York State statute,
members have a five-year term on the board. All BAR members are
required to attend state training at the beginning of each new and
reappointment term served.
The assessor encourages one-on-one conversations during and after the
revaluation to listen to and answer any questions or discuss the specific
with any Bronxville parcel owner who wishes. Any grievance results in
an individual conversation with the assessor prior to the grievance being
filed. The number of grievances filed has steadily reduced and are now
about 200 per year, or 12% of the total number of parcels.
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Town of Mamaroneck
The Assessor’s Department is staffed by the assessor, a deputy assessor,
and two assessment clerks. In 2013, the Town of Mamaroneck completed
the first town-wide revaluation of properties (8,975) since 1968, using the
vendor GAR Associates. Mamaroneck properties were assessed at 100%
of the full market value upon completion of the revaluation. Mamaroneck
again retained GAR Associates to assist with a 2017 reassessment project.
Prior to initiating the project, the Town assessor completed a verification
of existing parcel data by preparing and sending a mailer of the property
card and attributes to all residential property owners in the Town.
Property owners were asked to identify discrepancies with town data
pertaining to characteristics such as square footage, number of bedrooms
and bathrooms, type of energy, etc.
In addition to many informational meetings with property owners, the
assessor provided information via mailers, the Town website, public
access cable shows to discuss the purpose and process of determining the
value of real property in the Town. The assessor also prepared a sixminute video that was posted on several social network sites to inform
the public about the reassessment project and key dates.
Mamaroneck uses a four-year reassessment cycle, with 2017 serving as
the last year in the current cycle; the next reappraisals reassessments is
planned for 2020. For the years between reappraisals reassessments (2014,
2015, and 2016), the Town proceeded in accordance with non-reappraisal
reassessments per the New York State Office of Real Property Tax
Services. This involved performing sales ratio studies to indicate
neighborhoods that may need assessment adjustments. After identifying
areas needing adjustment, individual properties were trended
(determining the amount of the percentage adjustment that has to be
made to parcels to bring them in-line with the rest of the Town) to better
reflect their valuation.
The number of grievances filed over the last five years (from 2013 to 2017)
has decreased over the period. The number of grievances filed in 2017
(772) was 39% lower than the number of grievances filed in 2013 (1,268).
The average number of annual grievances filed over the five-year period
was 895 or 10% of the total parcels.

Town of Pelham
The Town of Pelham conducted the first revaluation in decades in 1998.
They worked with realtors to determine comparable neighborhoods to
compare sales data to determine assessments. Since then, they have
reduced the number of neighborhoods by combining them for assessment
10
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purposes, thereby making the revaluations simpler to determine via
comparable parcels. They have been using the RPS version 4 software to
analyze the designated neighborhoods and track the valuations.
Pelham has conducted annual revaluations of all properties since 2000.
The assessor studies Multiple Listing Service (MLS), building permits,
and sales using an annual review of parcel cards and attributes. Many of
the parcels having no building permits or comparable sales were assessed
by performing public right-of-way inspections. There were 398
grievances filed pursuant to the 1998 revaluation. The number of annual
grievances has been reduced to roughly 120 per year for the last ten years.

Common Themes
In each case the three comparable municipalities, as part of their
revaluation process, followed transparent and sound procedures, using
frequent communication with property owners to develop trust in the
assessment process. The internet and educational videos were used
effectively to facilitate a greater understanding of the role of the assessor,
clarify complex concepts, and provide information about reassessment
activities before, during, and after the revaluation process.
All three municipalities conduct annual reviews of town/village-wide
property valuation trends, through sales data, to maintain accurate, upto-date parcel values. Through these frequent parcel valuation reviews,
robust community outreach and education, residents have accepted
frequent changes to their property assessments, which is reflected in the
steady decline in grievance filings.

11

Assessor’s Department Review
Observations and Recommendations

Management Partners

Observations and Recommendations
This section provides the results of our research and analysis, by topic:
staffing and structure, customer service and office layout, use of
technology, communication and transparency, future reassessment
projects, requests for proposals, project monitor and management, and
the Board of Assessment Review and grievance process. Each of the
sections is organized to include relevant background information and
Management Partners’ analysis followed by one or more
recommendations stemming from the observations and the evaluation.

Assessor’s Department Staffing and Structure
This section describes the organization and positions in the Scarsdale
Assessor’s Department and its functions.
The Village assessor is responsible for establishing, administering,
maintaining and monitoring the annual assessment roll, consisting of
individual property tax assessments, the lump sum of which represents
the total Village-wide assessed value. This value is used as the basis for
county, Village, and school tax levies. There are four full-time employees
in the Assessor’s Department: the assessor, a deputy assessor, an
assessment clerk, and a senior assessment clerk. Additionally, there is a
permanent part-time position that is occupied by certified appraiser that
supports the department. All employees report to the assessor, who is
appointed by the Board of Trustees and reports to the Village Manager.
The Fiscal Year 2017-18 adopted budget for the department is $569,111.
Additional functions of the Village assessor include maintaining the
statistics for all Village properties, updating and maintaining parcel and
building data, updating sketches and digital photos of buildings, keeping
a record of all transfers of deeds, conducting market studies and research,
maintaining the official tax maps of the Town and Village, and
responding to inquiries from taxpayers and property owners. In doing so,
the assessor also conducts property inspections to maintain accurate data
of the physical inventory in the Village.
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The duties of the Village assessor, as promulgated by New York State
ORPTS are to:
•
•

•
•
•
•

•
•
•

Maintain assessments at a uniform percentage of market value
each year.
Certify an annual tentative assessment roll, the document
containing each property assessment, including a physical
description (or inventory) and value estimate of every parcel.
Conduct an annual analysis of all properties in the municipality to
determine which assessments need to be changed.
Perform other administrative functions, such as inspecting new
construction and major improvements to existing structures.
Approve and keep track of property tax exemptions.
Appear at all public hearings of the Board of Assessment Review
(BAR) and present evidence as requested by the BAR in support
of tentative assessments being grieved.
Review every transfer of real property for accuracy, including the
basic information about the buyer, seller, and sale price.
Update assessment records, and verify unusual conditions
affecting property transfers.
File an annual report of assessment changes to the ORPTS.

Additionally, the Village assessor is responsible for general department
head duties, including management and oversight of operations,
personnel and budget preparation.
Working in the Assessor’s Department requires attention to detail and a
strong customer service orientation when interacting with Scarsdale
property owners or their representatives. At 1,320 parcels per FTE, the
department handles fewer parcels than the workload standard of the
International Association of Assessing Officers of one FTE for each 1,800
parcels. When the workload associated with the other functions of the
department (i.e., appeals, appraisals, customer service and vendor
monitoring and management during reassessment years) is factored in, it
is a reasonable level.
Key staff responsibilities, by position, are described below.
The deputy assessor assists the assessor with determining valuations and
preparation of the town assessment roll, ascertaining real property
boundaries, generally assisting the assessor, and performing the
assessor’s duties in their absence.
The part-time appraiser, is assigned to work with assessment maps,
conduct measurement checks and evaluate improvements to property,
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prepare and summarize assessment data, and answer requests for
information (via phone, email, and mail).
The assessment clerk is responsible for staffing the front office service
counter and handling customer inquiries. The incumbent for the position
performs duties generally thought of as office management, including
generating calendar reminders for report deadlines. In addition, the
senior account clerk enters new sales data, and is responsible for payroll,
voucher and check preparation, and all department purchase orders and
accounts payable. This clerk also aids the other department employees.
The senior assessment clerk is responsible for maintaining and updating
departmental records primarily through data input to PAS relative to
property assessment changes, SCAR, CERT, and stipulated settlements,
STAR, and other property tax exemptions. Additionally, the clerk assists
residents, inspectors, and contractors needing information from the
Assessor’s Department. Customer service is provided to individuals who
visit the office in person and those who call. The senior assessment clerk
also provides support to the other employees in the department.
Additionally, the Assessor’s Department is supported by several
contractors who provide professional support. They include Carol
Vergara & Associates, Mazzella, Ltd., RDM Valuations, Inc., Vincelette
Law Firm, Karen Futia, and Sterling Appraisals. The tasks associated with
these firms and individuals include property appraisals, property
inspections, data collection, small claims filings, small claims
negotiations, and legal support for defending Small Claims Assessment
Reviews (SCAR) and Tax Certiorari proceedings.
During the past four fiscal years of 2014 through 2017, payments to these
individuals and firms have averaged $142,145, representing about 25% of
the Fiscal Year 2017-18 department budget. Given the number of
grievances and claims, this level of support is higher than would
normally be expected. If the total number of appeals (see Table 6, page 33)
and staff remain at the current level, some level of outside assistance will
be needed. However, if appeals decrease and return closer to the pre-2014
level, the appeals workload could be handled in house.
Aside from the normal duties of the department, Assessor’s Department
staff have experienced increases in workload associated with reviewing
and settling more grievance day filings to the Board of Assessment
Review (BAR) to challenge a property assessment. Staff workload
associated with appeals to BAR decisions to the SCAR and Tax Certiorari
filings have also increased, further affecting staff workload.
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The added workload is further complicated by an unplanned vacancy in
the deputy assessor’s position. Further departures by staff, both planned
and unplanned will place added stress on remaining staff and could
increase contractor expenditures, if current vacancies are left unfilled. As
new hires are initiated it is important that the recruitment process
identify individuals with the requisite skills to add value to the important
and high-profile work of the department. Table 4 includes a sample
listing of knowledge and skills to ensure a high performing assessor’s
department team.
List of Desired Skills and Knowledge for Assessor’s Department Employees
Professional Staff Skills and Knowledge
•
•
•
•
•
•
•
•
•
•

Ability to manage staff
Insure compliance with legal requirements of the Assessor’s Department
Adherence to deadlines
Experience training staff in assessment functions
Basic knowledge of appraisal theories
Knowledge of and experience preparing ratio studies to determine level of assessment
Experience appraising all property types
Basic construction knowledge for defining improvements and building types
Public speaking and presentation skills
Ability to provide quality customer service, interfacing with the public in an open and friendly manner, via
the phone, in person and in writing
• Proficient with required software programs such as Excel, Access, Word and specialized valuation programs
Clerical Staff Skills and Knowledge
• Being detail-oriented
• Ability to provide quality customer service, dealing with the public in an open and friendly manner, via the
phone, in person and in writing
• Possess an understanding of tax maps and their uses
• Knowledge and ability to use professional software programs typical in an office environment
• Knowledge and ability to use professional software programs such as Microsoft Word and Excel

Customer Service and Office Layout
This section includes observations and recommendations that pertain to
customer service interactions and the shared customer counter located on
the second floor of the Village Hall.
The assessor, along with the Public Works, Planning, Building and
Engineering departments, shares an entrance and customer window
adjacent to an open floor plan with several desks and work stations. This
colocation of departments referred to as the “Coordinating Office,” was
established to effectively facilitate workflow among the departments
while enhancing customer service convenience.
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The desks immediately abutting the service counter are occupied by
Buildings, Engineering and the Assessor’s Department staff, as these
departments review the highest number of customer inquiries. Both the
Assessor’s and Engineering Departments have one clerical employee each
at two desks, with two other desks that are occupied by the Building
Department staff. Employees are responsible for answering phones,
assisting walk-in customers with general inquiries, applications, status of
existing permits, land use, etc. If these employees are unable to answer a
question they obtain help from a supervisor.
Specific to the Assessor’s Department, most customer questions involve
information about property. Customers include property owners, tax
representatives, attorneys, private appraisers, developers, potential home
buyers, and real estate agents. They can discuss questions and concerns
about property values, change or check ownership records and billing
addresses, request documents or meet with the assessor or department
staff.
Although Management Partners’ team members did not see a long queue
at the window, we were told by certain staff members we interviewed
that there are times when long lines of customers form waiting to talk to
someone from the Assessor’s Department. Because assessment grievances
must be filed with the department in person between June 1 through the
third Tuesday in June, there is frequently a long queue at the window
throughout that period. During these times the counter area becomes
crowded due to the limited space at and around the window, causing
delays for customers of the Assessor’s Department, as well as the
aforementioned departments.
Recommendation 1. Anticipate peak walk-in periods to
the Assessor’s Department and determine alternate
locations or times to provide in-person service.
The attributes from which the assessment is made (e.g., neighborhood, lot
size, condition, etc.) are online, enabling property owners to view their
property assessment and request any corrections prior to the completion
of the assessment. The grievance application is also placed online
including general information on filing. Appropriate property
comparisons can be obtained through internet searches or real estate
agents. Many other items that currently require an in-person visit are
offered online, including property inquiry information, and assessment
roll information, making communication easier for both the assessor and
property owners.
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It is a best practice to offer any information currently available to a walkup customer, online, through the Village website. The extensive amount
of data and information accessible on the site, combined with the
complexity of the subject, requires that the Assessor’s Department web
pages be simply organized and oriented to users who are least familiar
with assessor functions and processes.
Recommendation 2. Redesign the various webpages
related to assessor information, resources, and
assessment processes so information can be easily
located and understood.
By law, there is a specified three-week period in June when property
owners can file a grievance application to the BAR. During those times,
Freedom of Information Law (FOIL) requests increase. There are also
more visits to the Assessor’s Department to request additional
information, clarify individual property assessments, or to request a
meeting with the Village assessor to negotiate reductions in the tentative
assessment prior to grievance day. These negotiated settlements are
formalized in stipulated agreements. This additional volume of work
puts a strain on the physical work space capacity and staff’s capacity.
Hiring and training temporary staff or temporarily reassigning Village
Coordinating Office staff to assist with clerical functions would ease the
strain on the assessor’s staff as well as shorten the waiting time for on-site
customers. The Village manager should meet the staffing needs of the
Assessor’s Department peak walk-in periods by using counter staff in the
Coordinating Office to improve service delivery and alleviate the annual
increase experienced by the Assessor’s Department.
Recommendation 3. Temporarily assign Coordinating
Office staff to assist during peak walk-in periods.
Our interviews with stakeholders revealed some common themes of
concern that the assessor did not provide good customer service, there
was a lack of transparency, communication was poor, rules were not
applied consistently, and that many property valuations were perceived
to be unfair.
Certain anecdotes were provided about responses to questions by the
assessor that were characterized as unprofessional, including not taking
responsibility for the process or outcome of the valuations. The lack of
appropriate response on the part of the assessor were perceived as not
being transparent about the department functions used to determine
property valuations.
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We also heard that some interpersonal interactions between property
owners and the assessor were perceived as brusque and contentious,
which created additional frustration and animosity.
During customer and stakeholder interviews, Management Partners also
received positive comments relative to the assessor’s deep knowledge of
the property in Scarsdale. She visited realtor meetings to inform them
about what is needed prior to, during, and after property sales, saving the
agents and owners time, and sometimes money.
Some developers, property owners, and residents, however, believe the
assessor’s behavior contributed to the belief that the assessments were not
fair or accurate. While verifying the accuracy of property assessments is
not part of the scope of the study, it is fair to suggest that poor
communication, insufficient explanations, and lack of transparency, or
the perception thereof, by Assessor’s Department employees fueled
mistrust.
There are many types of customer service training that may be useful for
helping employees of the Assessor’s Department respond appropriately
to a range of customer needs expressed in multiple ways. For example,
training might include sessions that focus on helping employees provide
sensitive information in a shared space, effective communication skills,
critical thinking, or dealing with confused or difficult customers. There
are a number of private professional development companies that
provide these types of training sessions.
Recommendation 4. Provide customer service training
to develop improved methods when interacting with
residents.
Important operational functions can often be improved through
interactions with peer agencies to explore where and how to improve
workflow and service delivery. For instance, Scarsdale staff could partner
with colleagues in Mamaroneck or other peers in the region or state to
engage in problem solving and discuss best practices for assessor
functions. Assessment teams are a useful and low-cost approach for
bringing new ideas to the Department at regular intervals. The assessor
should also explore similar opportunities through local and state
professional assessor associations.
Recommendation 5. Use peer assessment teams to
identify areas for improvement.
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Use of Technology
This section documents the use of technology by the Assessor’s
Department and includes recommendations for updating the current
systems used for assessor’s operations.
The Assessor’s Department currently uses eight software packages and
modules to carry out multiple functions of the department. Table 5
provides a summary of the software used and their functions.
Software Packages Used in the Assessor’s Department
Software

Purpose

Property Assessment System
(PAS) by Software Consulting
Associates (SCA)

Customized software package used only for assessments, inventory,
grievances, and tax calculations.

Municity by Software
Consulting Associates (SCA)

Used for building permits, planning, and work orders. A different SCA package
is used by the Treasurer’s Office for tax collection. Building permits in the
Municity system can be viewed in PAS to help the assessor determine if the
extent of improvements trigger an assessment.

MunicityGIS

Global information system (GIS) is an add-on to SCA Municity. It shows parcel
lines and county aerials, as well as county and village data layers, such as flood
zones. The village has a GIS consultant, MRB Group, to enter deed changes,
parcel splits, and parcel merges to the digital parcel layer.

Apex Sketch, Version 5

Sketching tool that calculates living area based on codes assigned to individual
areas, though code definitions are stored separately. It is important that all
sketchers use the same codes and code definitions. It is Integrated with PAS
so parcel sketches appear on a separate tab in PAS. Staff report that the
integration feature does not perform as well as expected.

WinTOTAL

Used for internal appraisals when defending assessments in small claims
assessment review cases. This software program has appraisal forms for use
with multiple property types, such as single-family homes, apartments and
commercial properties

Parcel Van View and
Pictometry

Both software packages are complementary to each other. Westchester
County street-level images of each parcel from the street, provided by the
county, were uploaded to Parcel Van View, which is integrated with the GIS
parcel layer. The search can be by property identification or address and
shows lot lines.
Pictometry is an Electronic Field Study (EFS). It integrates different aerial
views that were shot at an oblique angle (not straight down), which allow the
user to view the parcel and building from different directions as well as
measure horizontal and vertical dimensions. Some overlays were shot in
different years.

BatchPhoto (Bits&Coffee)

Time stamp software is a utility used to add time and date stamps to digital
photos.
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The PAS software is extensively customized, which causes technical
support and requested changes by the vendor to take a long time and
frequently results in additional problems. This level of customization can
create difficulties under ideal conditions, but in this case the software
development specialist the Village worked with extensively and
exclusively over the years, is no longer with the vendor. As such, the level
of support is expected to decrease even further. Changes are normally
expensive but will be even more so because of these developments.
Scarsdale’s Information Technology (IT) Department was integral in
keeping PAS operational during the past revaluations and for the
required data transfer to ORPTS. The Village and revaluation vendors
relied on the PAS software, which did not have all the necessary fields to
conduct the revaluation. The IT Department determined what was
needed from the contractor and worked with the PAS vendor to add the
needed data. In addition, PAS software was unable to load New York
State mandated reports into the Real Property System. IT developed a
software patch that took the Scarsdale data and translated it to allow
uploading to the ORPTS system.
Real Property System (RPS), version 4, is New York State’s (ORPTS)
assessment system. It is equivalent in intent to PAS but has fewer features
and is becoming obsolete. One feature the RPS software provides which
PAS does not, is a mass appraisal module. For the 2014 Tyler revaluation,
the village transferred all existing property information from the PAS
system to the RPS mass appraisal module and further updated this
information to include data obtained from the home inspections of all
Scarsdale properties. This data migration was accomplished through the
creation of a special program (or bridge) created by SCA (Software
Computer Associates) technicians. Upon completion of the 2014
revaluation, the updated property information was migrated back to
Scarsdale’s PAS system for ongoing operational purposes. There were a
number of glitches associated with this data migration and it is strongly
recommended that prior to the village embarking on another village-wide
mass appraisal revaluation, that a single in-house software system be
used.
The RPS system is being updated by the New York State Department of
Taxation and Finance. The new software system, RPS Version 5, is
scheduled for release to local governments in late 2019. Version 5 will be
a consolidated web-based system, rather than the current patch-work of
separate software installations that run on individual computers. New
and improved functions of the system include enhanced document
management, GIS and sketching features, access from any computer,
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mobile applications and the ability to make individual property
assessment information available to the public via the web. The
municipal fee structure is expected to be comparable to the current cost of
the RPS version 4.
Although the New York State Version 5 software is the apparent future
choice, the Village should research other products for comparability and
cost, including any improvements to the Municity PAS system as well as
the Tyler Technology IAS World appraisal software. The research should
be initiated after the Version 5 system is rolled out and the functions and
features known. If the Village does not select RPS Version 5 system, the
new software system should provide a seamless automatic interface with
the New York State Version 5 for other annual reporting requirements. In
the interim, the Village should continue to use the Municity PAS software
system.
Recommendation 6. Research and purchase an
assessment software package that meets industry
standards and facilitates future mass appraisal
revaluations.

Communication and Transparency
This section of the report discusses forms of communication used by the
Assessor’s Department and makes recommendations for improving
transparency with property owners and the public going forward.
For several reasons mentioned previously, some residents of the Village
and their representatives do not trust the results of the two recent
revaluations. Assessment processes are complicated and technical,
making clear and frequent communication with property owners
essential. Various forms of communication prior to, during, and after any
assessment or related meetings and activities should be part of the
planning undertaken by the Assessor’s Department.
Effective use of the internet, social media and traditional forms of
outreach, including neighborhood meetings and informational mailers
should be a part of any public relations program designed and
implemented prior to a reassessment. The goal is to clearly articulate the
rationale, procedures, methodology, and property owners’ rights to
ensure that the public understands the process.
Recommendation 7. Develop a communications plan
that includes procedures, deadlines, and standard
language for Assessor’s Department communications.
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The plan should address and define the activities and responsibilities in
the Assessor’s Department in assessment years (i.e., key reassessment
dates and outcomes, negotiating, etc.) and non-assessment years and
include forms, process guidance, and a way for interested property
owners to access information and receive updates to any information
posted to the Village assessor’s website.
Much of the dissatisfaction expressed was due to inconsistency in how
information was provided. During interviews with Village stakeholders
about their experience with the Assessor’s Department and prior
revaluations, we heard concerns about the need for process clarity, as
well as communication. Department policies and procedures, as well as
the communications plan, should identify improvements and additional
resources for accessing assessment and valuation information, including
changes in assessments, public access to comparative property values,
and information about on-site inspections. Moreover, property owners
should receive informational bulletins about the process and the various
factors used to assess Scarsdale properties and make valuations.
Recommendation 8. Provide notice to property owners
about data changes through a variety of communication
channels and allow ample opportunity for response as
part of each assessment or revaluation.
Other approaches to improve communications should be undertaken to
ensure people with various needs are accommodated and that complete
information about the process is accessible. This can include using
informational videos and public terminals for accessing online resources.
It should include an example of all attributes determining a property
assessment using a hypothetical home. Policy issues regarding property
owner privacy should be considered relative to the use of online public
terminals and property videos.
Recommendation 9. Produce one or more informational
videos explaining various aspects of the assessment
process for airing on local cable channels and Village
and community social media outlets.
Recommendation 10. Make one or more computers in the
Assessor’s Department available to the public to review
comparative property information and assist with
understanding data used to determine valuations.
The need to allow an inspector to come into property owners’ homes to
assess value may be uncomfortable and is frequently inconvenient;
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however, interior property inspections allow for a more informed and
complete appraisal of the property and a more accurate valuation.
Providing proactive communications about the benefits of allowing this
practice will help increase cooperation and understanding.
Recommendation 11. Create Assessor’s Department and
vendor outreach to inform property owners about the
importance of allowing interior inspections and the
potential consequences of foregoing it.
According to Section 524, paragraph 3 of New York State Real Property
Tax Law, stipulation can occur any time between the filing of the
Tentative Assessment Roll on June 1, and the statutory Grievance Day,
the third Tuesday in June. A stipulation is a formal document that details
an agreement reached by the Village assessor and a property owner.
During that time the assessor and taxpayer may enter an agreed upon
stipulation that goes to the Board of Assessment Review for a final
determination. The law allows any type of reduction agreed to by both
parties. While state law allows for various forms of stipulation, there is no
information on the Village website about the process or how a property
owner would go about initiating a stipulation agreement and the steps or
activities involved. Consideration must be given to providing additional
staff to the Assessor’s Department in accordance with Recommendation
3, to facilitate a fair and equitable process for meeting with property
owners or their representatives.
Recommendation 12. Develop a grievance process guide
that clearly describes the steps for filing and the rules of
stipulation and how they will be used in Scarsdale
assessments.

Future Reassessment Projects
This section addresses approaches for managing subsequent
reassessment projects.
Questions and opinions about when to conduct the next revaluation vary
among property owners, stakeholders and the broader community. Some
believe a new project needs to be done right away to bring relief to
overvalued properties. Others feel Village taxpayers need a break from
the ongoing controversy from the last two projects. Village staff feel that
future projects need to be completed on some type of regular schedule to
ensure consistency.
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Because the results of the last two revaluations were generally perceived
by property owners to be fundamentally unfair, the next revaluation
must be planned carefully, with more public outreach and engagement
than what would normally be expected. There should also be tighter
controls (i.e., checks and balances) that allow for mid-course corrections
when needed, with an emphasis on process and communication to ensure
proper management, oversight, and transparency.
Certain baseline provisions must be made to make informed decisions
about when to begin the next reassessment project, including the software
to be used to produce values. The software used by most municipalities
in New York is from the Office of Real Property Tax Service (ORPTS) and
is the Real Property System, version 4 (RPSV4). This was the program
used in the 2014 project for valuation; however, as previously mentioned,
the software is scheduled for a program upgrade in 2019. That doesn’t
mean RPSV4 can’t be used for a project prior to the release of the newer
software, but depending on when the project would be concluded, the
Village needs support for RPSV4 before the valuation is completed.
Until confidence in the process is restored, future revaluations for the
Village should include the services of a monitor to perform functional
oversight of the vendor and to review the results of the model to
determine if the project is producing consistent results. Spot-checking
outliers (significant changes in valuation or other attributes), proactively
reviewing significant properties and special situations (such as properties
that overlap jurisdictions) and responding to property owner concerns
should be specified in the essential duties of the monitor. The Village
should review and compare its 2012 reassessment monitor agreement
with other model documents available through ORPTS and other taxing
jurisdictions.
Recommendation 13. Hire a monitor to support and
evaluate the reassessment project, model, and results.
A determination should also be made about whether the Village has
sufficient experienced staff to complete the project. Potential retirements,
staff turnover, or other changes can affect the availability of
knowledgeable staff. During revaluations, there must be enough staff to
complete the normal duties of the department, as well as to assist in the
reassessment project. The pressures put on the Assessor’s Department
during a reassessment are significant. This needs to be considered when
determining the role of a monitor to assist project management. Selection
of the right monitor can help fill in gaps in the department’s staff, if they
are identified in advance.
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Recommendation 14. Assess the skills and needs of
Assessor’s Department staff in conjunction with
preparing the scoping requirements for a monitor.
Any reassessment project is going to cause an increase in taxpayer
interaction with the assessment process and this will require appropriate
staffing to address their concerns. As noted earlier, either part-time
workers or staff from other departments can be used to supplement
department staff but must have sufficient training to be effective.
Typically, the interval of reassessments is between three and five years,
but there needs to be flexibility built into the schedule. When the real
estate market is relatively flat there can be a longer interval between
reassessments, but if sharp increases or decreases are occurring, a shorter
timeframe should be used. The Village can produce ratio studies of sale
prices to assessed values to determine whether a reassessment is needed,
as recommended by the International Association of Assessing Officers.
When the studies show that neighborhoods or the whole Village has
larger ratios between sales and assessed values, it would indicate that a
revaluation of either the specific neighborhoods to bring them to the
assessed equity of the rest of the Village, or of the complete Village be
conducted. This process would be similar to what is used by the Town of
Mamaroneck.
Recommendation 15. Annually conduct ratio studies by
neighborhood to determine the appropriate time to
conduct neighborhood or Village assessments.
Between revaluations, a study of sales can be made to determine if certain
neighborhoods or market areas need to be adjusted to the level of the rest
of the Village. This type of analysis is referred to as trending and can be
used in between full reassessments to maintain a uniform level of
assessments and an equalization rate of 100%. Trending assesses
increasing or decreasing property values for a limited group of properties
(e.g., a specific neighborhood) over time. If an analysis indicates there is
acceptable uniformity of values, but the assessments are not at the
desired level, assessments can be adjusted to achieve the desired level.
Recommendation 16. Reassess individual
neighborhoods, as needed, and use ratio studies to
determine if area-specific adjustments are needed.
Although setting a reassessment schedule is difficult for a variety of
reasons, it will help to maintain equitable assessments. A baseline of a
three- to five-year cycle is preferred. When Village-wide ratio studies
indicate assessments are getting out of range of the state’s acceptable
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levels of 100% of market value (95% to 105%), a reassessment can be
moved up within this cycle.
Values outside of the acceptable range have an equalization rate applied
to distribute school district or county taxes fairly across multiple
municipalities. Although they attempt to preserve parity between
municipalities for shared tax levies, they do not correct for unequal
valuations within the municipality.
Recommendation 17. Conduct a Village-wide assessment
no less than every five years.
Additionally, ongoing coordination with ORPTS can help identify the
potential need for a 100% market value (equalization rate), which in turn
will impact the revaluation schedule. The goal is to keep valuations
within a range that will not require equalization. Regular communication
with regional ORPTS representatives can assist the Village in gaining
advice about the reassessment.
Recommendation 18. Coordinate with the Office of Real
Property Tax Services to schedule and complete
revaluations.

Request for Proposals
This section includes best practices for procedures to ensure effective
scoping, review, and evaluation of requests for proposals.
A request for proposals (RFP) is used to define the scope of a revaluation
project, set standards to achieve the municipality’s goals and objectives,
and provide a bid submission format for conducting the project. For the
Scarsdale 2014 reassessment project, the RFP was based on a template
from the Office of Real Property Tax Services that has been used by many
municipalities in New York State. This 74-page document is
comprehensive and spells out what is required of a contractor who
wishes to bid on the project. The RFP also describes the responsibilities
for the Village, ORPTS, and the contractor so all involved parties are
aware of their responsibilities.
Because it wasn’t intended to be a full revaluation, there was no request
for proposals for the 2016 project. Based on the issues after the prior
reassessment projects, the following best practice recommendations for
issuing and reviewing RFPs should be incorporated into future contractor
evaluation processes. For any reassessment project, a formal request for
proposals process should be completed when choosing a contractor.
Village procurement staff should clarify questions from potential
proposers prior to the RFP submission deadline. Additionally, it is a best
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practice to incorporate these recommended practices into the contractor
selection process.
Recommendation 19. Use a request for proposals process
for all future reassessment projects.
Recommendation 20. Prepare a well-crafted RFP
document using the New York State Office of Real
Property Tax Service template as a guide.
Recommendation 21. Hold a contractor’s meeting prior to
the date for submitting proposals to clarify questions or
RFP requirements.
Recommendation 22. Interview prospective contractors
about their experience and knowledge about property
attributes in general, and conditions similar to Scarsdale.
Recommendation 23. Include the RFP as an appendix to
the contract between the successful contractor and the
Village.
Establishing a review committee to assist with consultant evaluation and
selection is a best practice that promotes process accountability and
transparency. Prospective committee members could include
professionals and individuals with considerable knowledge of property
assessments, statistics, mass appraisal modeling, and experience with
competitive contractor review and selection to evaluate the proposals and
advise on the recommendation. The committee should be selected and
appointed by the Village Board and include the assessor, Village attorney,
and a representative of the Village Manager’s Office. Additionally, the
Village Board should also consider appointing a tax attorney, property
appraiser, real estate agent, or other such professionals to the review
committee. Consulting with a representative from the New York State
ORPTS is also recommended to guide the work of the committee. The
charge to the committee should be to help select the appropriate vendor
and should include a schedule of tasks and committee member duties.
The committee will act in an advisory capacity to the Village Board and
ensure a transparent review process.
Recommendation 24. Appoint an RFP Review Committee
to work with staff during the consultant selection
process for Village-wide revaluation.
The assessor should serve as the project manager for the next Villagewide revaluation and lead the RFP process as chair of the review
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committee. The assessor should not, however, select the review
committee members.
Recommendation 25. Assign responsibility for
management of the RFP process to the Village assessor.

Project Management and Monitoring
This section clarifies the various management and monitoring roles of the
assessor, Village manager and contract monitor during a reassessment
project.
Appointing or hiring an independent project monitor to assist the Village
assessor with management of the assessment process is a best practice.
The role of an independent project monitor should be defined in the
contract with the Village and be based on the project scope defined in the
RFP; additionally, there are some basic roles that should also be included.
The monitor is responsible for making sure the contractor is fulfilling the
requirements of the contract and assisting the assessor with managing the
contractor. The Village assessor is ultimately responsible for the
revaluation, and for managing the project, the people conducting the
project, logistics, public relations, communications, technology and
equipment. As the project manager, the assessor’s involvement in the
project planning stage includes developing a scope for the project,
reviewing the proposals, interviewing the contractors, and providing
input in the decision about the preferred contractor and monitor to assist
with the project.
Prior to the beginning of the revaluation, the assessor should have the
revaluation project policies and procedures written and in place. There
should be a communications protocol to guide the flow of information
between the assessor, monitor and contractor. It is a best practice for the
assessor to be the public representative of the revaluation and conduct
most of the communication. If the monitor or vendor is talking to or
meeting with property owners (other than while they are on the
property) it should be with prior approval of and communication from
the assessor. In addition, the assessor should verify logistics and
resources (both human and equipment) of this very complicated project.
During the revaluation, it is best practice for the assessor, as project
manager for the Village, to
•
•

Be available for any questions or needs of the monitor and
contractor.
Be as available as possible to property owners for general
questions. This can be accomplished through email or voicemail.
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Meet with the monitor and contractor weekly, to receive a written
update and to discuss project activities and timelines.
Provide weekly updates and information to the Village manager.
Provide regular updates to the Village Board of Trustees at
regularly scheduled Board meetings.
Provide regular updates to property owners using social media,
web page posts, public access programming, and direct mail to
inform them of the progress of the reassessment. At a minimum,
public outreach should coincide with contractual milestone dates.
Recommendation 26. Assign the Village assessor with
project management responsibilities for reassessment
projects.

The primary value of an independent monitor in a reassessment project is
to relieve some of the workload that otherwise would fall to the assessor.
Additionally, a monitor can bring added experience to the reassessment
process, from providing input to development of the request for
proposals, reviewing and evaluating proposals, and participating in the
interview process.
After contract award, the assessor, with assistance from the monitor,
should be responsible for project management, including spot-checking
the work of the contractor, assessing the work and methods of the
contractor as the reassessment moves forward, keeping the contractor on
target to meet deadlines, and obtaining scheduled reports that the
assessor can then use, in part to inform the Village manager and Board of
Trustees about the status of the project. The monitor should also
coordinate assistance with the Office of Real Property Tax Services and
Westchester County, as needed.
In assessing the skills of a monitor, the Village assessor should look for
prior experience in reassessment projects, as well as direct experience
with municipalities of similar size and residential market/character as
Scarsdale. The Village manager should have oversite responsibilities for
the work of the assessor in ensuring that the reassessment project meets
established timelines, reporting requirements, and communication
protocols.
If the Village is unable to find a monitor with the desired skills and/or
experience, an individual or firm displaying the capabilities to learn the
real estate market quickly should be sought.
Primarily, a monitor should be an appraiser, with experience as a mass
appraisal practitioner. A desired quality of the monitor would be
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familiarity with the various roles and responsibilities of the public
officials involved in the project, such as the assessor, county and state
officials. In addition to technical skills, the monitor should possess
excellent interpersonal communication skills, and demonstrate
proficiency with public speaking, public presentations, and the ability to
communicate effectively in a potentially contentious public environment.
These attributes will be important to developing trust and credibility with
property owners. Understanding the valuation issues that will arise
during the project and explaining those issues to both Village officials
and the public will enhance the monitor’s role and credibility and
contribute to achieving a successful completion of the project.
Recommendation 27. Retain a qualified monitor for the
next Village-wide revaluation project.
If a monitor is used for the next revaluation project, s/he should assist
Village staff in drafting the RFP, so all necessary items and elements for a
successful project are included.
Recommendation 28. Time the hiring of a monitor so
s/he can assist with preparation of the RFP.
The contract with the successful vendor is an important tool for the
Village in managing the project. This legal document can be used to settle
disputes between the parties and clarify issues that arise during the
project. The contract for the 2014 project was extensive and included all
required legal documents, the submitted RFP, and clear language
regarding the responsibilities of all parties. However, during stakeholder
interviews, there were comments that all requirements contained in the
contract were not complied with. Having a contract that addresses all
issues to a successful project, but isn’t abided by, can put the project in
jeopardy.
The 2016 project had a contract for a consulting services agreement
between the contractor and the Village. This 13-page document, while
containing less detail than the 2014 project, included the responsibilities
of the contractor and Village and the project schedule. A contract
detailing the responsibilities of all parties involved is a best practice that
should be used as the basis for all future consulting agreements. At a
minimum, the stated contractual responsibilities should include duties
and roles of the Village Board, assessor, monitor, contractor and the New
York State ORPTS.
Recommendation 29. Produce a clear and concise
explanation of responsibilities for all contractual parties
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(vendors and the Village) involved in future
reassessment projects.
Recommendation 30. Submit a Village resolution to
ORPTS indicating that the Board has authorized the
Village to proceed with the reassessment based on a
plan.
Recommendation 31. Task the assessor with preparing a
detailed reassessment project timetable detailing project
tasks with projected milestones for the contractor,
monitor, and Assessor Department staff.
The assessor should use available resources such as the monitor, ORPTS
and Village staff as necessary.
Recommendation 32. Specify contractor responsibilities
related to data collection, public information
requirements and reports, parcel valuation, field review
of 100% of the parcels within the Village and the
informal review hearing process.
Successful project management requires a document that is adhered to by
all parties. Periodic review of project implementation should be required
in the contract.
Recommendation 33. Require project update meetings
with the vendor, assessor, monitor and Village manager
to ensure contract compliance.
Ownership of all documents, data and all materials created for the
reassessment project should be the property of the Village. This would
include calculations used to produce and validate the Computer Assisted
Mass Appraisal (CAMA) model for valuation estimation. The vendor
should provide an “operating guide” for use of the model by Village staff.
Recommendation 34. Ensure that the model and
methodology for conducting the valuation estimate
calculations is included in the required documentation
provided to the Village.

Board of Assessment Review and Grievance Process
This section addresses the role and function of the Board of Assessment
Review (BAR).
As mentioned previously, the Board of Assessment Review is a fivemember volunteer group created pursuant to Section 523 of New York
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State Real Property Tax Law. BAR members are appointed by the
Scarsdale Board of Trustees to decide property owner disputes about tax
assessments. Members of the BAR serve for five years, in staggered terms.
According to the New York Office of Real Property Tax Services, as a
quasi-judicial body, members of the BAR are responsible for obtaining all
the facts of each case and applying appropriate laws and reasoning to the
facts in a fair and judicious manner.
If a property owner does not agree with an assessment, whether it is due
to a change in the property or a complete revaluation, the property owner
may go through a series of steps to challenge the assessment, beginning
with a discussion with the Assessor’s Department. If the taxpayer can
provide sufficient proof of an overvaluation, the assessor can reduce the
assessment.
If the result of that discussion is not satisfactory, the property owner or
their representative has the option of filing a grievance with the assessor
subsequent to the filing of the Tentative Assessment Roll on June 1, or
with the BAR on Grievance Day (the third Tuesday in June). The BAR is
responsible for hearing and deciding on property tax assessment
grievances that are filed by Grievance Day. Appeals to decisions of the
BAR are made as small claims assessment reviews (SCAR), reviewed by a
hearing officer or a tax certiorari filing to the Westchester County
Supreme Court. BAR members, in carrying out the duties of the board
should:
•
•
•
•

•

Possess judicial temperament, patience and tact;
Provide a fair hearing;
Safeguard the constitutional guarantees of due process law;
Withdraw from a case when a member deems themselves
disqualified due to reasons of personal or business relationship or
interest in a specific grievance application;
Disclose direct or indirect interest in any property for which a
complaint has been filed.

Because of the importance of the BAR as an initial step in the complaint
process, clarity about the Board’s role, processes and procedures should
be readily available to Village property owners. The Scarsdale website
includes information about the assessment grievance process and a list of
BAR members, as well as information about how the BAR operates.
Policies and procedures, however, are not included on the Village
website.
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Recommendation 35. Include a section about BAR role,
functions, polices, and procedures on the Scarsdale
website.
Table 6 includes a summary of grievance, small claims and Tax Certiorari
filings for the past five years (2012 to 2016).
The data reflect increases of more than 100% for grievances, while small
claims grew nearly 74% over the same period, and new Article 7 filings
increased by 16% between 2012 and 2016, with a spike in 2014,
corresponding with the Ryan revaluation project. Grievance data for
filings to the BAR include those that are filed Pro Se or are selfrepresented filings. Staff report that Pro Se grievance filings often require
additional preparation work because the filings are made by property
owners having varying degrees of familiarity with the process and the
filing requirements.
Grievance and Appeals Data from 2012 to 2016
Year
2012

Total Grievance
Day Filings
458

Small Claims Filings
259

New Article 7
(Certiorari) Filings
37

2013

234

124

33

2014

950

585

146

2015

361

128

42

2016

1,103

450

43

140.8%

73.7%

16.2%

Percent Change (2012 to 2016)

There is no fee associated with filing a request for review by the BAR, and
an applicant does not need a lawyer. By law, the burden of proof in the
grievance process is on the property owner to prove the assessment is
incorrect. The role of the BAR is to assume the assessment as correct until
it is proven incorrect. The BAR examines the submitted proofs of value
from the grievant and the assessor and decides to approve or deny the
request for a change to the assessment. The decision is forwarded to the
Assessor’s Department, who then prepares and mails the BAR decision
letter to the property owner.
Attachment B includes the list of reasons for BAR denial. Reasons for
BAR denial are presented as one-sentence statements, with no other
explanation. All disapprovals for assessment reductions rendered by the
BAR are solely supported by a form document of one-line responses to
the property owner. In some instances, additional information beyond the
one-line judgement is necessary to fully understand a BAR decision.
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Currently, additional information about a BAR decision is provided only
if requested by the property owner or owner’s representative.
Recommendation 36. Provide clearer BAR decision
criteria by encouraging additional reasons or rationale
for denials and disapprovals.
Requirements for membership to the Scarsdale BAR include knowledge
of property values. This condition is complemented with required
training after initial appointment to the Board. Per New York State Real
Property Tax Law and Section 523 Scarsdale BAR members received
introductory training from the Westchester County Tax Commissioner
upon appointment. Section 523 also requires retraining after
reappointment to the BAR, which would occur at five-year intervals.
Based on Management Partners research, once the initial training session
is completed, BAR members have not systematically received additional
training related to their duties and responsibilities. Retraining of BAR
members should occur, at a minimum, after reappointment to the Board.
Annual training is optional, based on the needs of the Board and
modifications or changes to the grievance process. The Village clerk
maintains a record of BAR member training certificates.
Recommendation 37. Provide annual training for new
and current BAR members to review procedures and
address issues and concerns from the previous year.
The property owners or their representatives present reasons to the BAR
why the assessment is incorrect. The BAR can deny any reduction or
reduce the assessment by any amount, up to the requested amount. All
decisions by the BAR are communicated to the property owner via mail.
If the property owner is not satisfied with the decision of the BAR, the
property owner or owner’s representative of owner-occupied one-, twoor three-family homes can continue their appeal to the Small Claims
Assessment Review court (SCAR). The SCAR can reduce the assessment
by a maximum of 25%, if the equalized assessment is greater than
$450,000. This process is only for the assessment year that the property
owner is contesting.
Working with each individual property owner when they have a question
or grievance increases the probability of a conclusion that is satisfactory
to both sides, without the need for BAR or SCAR intervention.
Recommendation 38. Develop procedures for one-on-one
conversations between the assessor or deputy assessor
and property owner or designated representative prior to
entering the grievance process.
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During stakeholder interviews and research, Management Partners’ team
members heard that the standard property files that Village staff prepares
for the BAR were not seen by affected property owners. While the
grievance process is administrative in nature and therefore does not
require disclosure, it promotes transparency to allow access to this
information from property owners upon request. The Village has had a
practice of providing any information requested, but grievants may not
be aware that this option is available to them. Providing notice of their
ability to obtain information contained in their grievance file using
Freedom of Information Law (FOIL) requests would improve the
transparency of the grievance process.
Recommendation 39. Notify property owners of their
ability to request property documentation contained in
their grievance file.
The information used in determining the assessment exists online;
however, Village staff may need to use other methods of communication
to ensure the information made available to property owners is
understandable and a useful resource when requesting corrections prior
to the completion of the assessment. Appropriate property comparisons
can be obtained through internet searches or real estate agents.
Streamlining the process would make it easier for both the assessor and
property owners.
Recommendation 40. Expand the information available
about the grievance process by placing fillable forms and
hyperlinks to external information sources (e.g., the New
York State Department of Taxation and Finance, Property
Tax Assessment pages) on the Village website.
Recommendation 41. Provide a short video with
instructions about the grievance process, purpose, key
dates, and requirements.
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Conclusion
Management Partners’ analysis of the Village Assessor’s Department
identified opportunities for improvements through changes in a
departmental management approach and the implementation of best
practices. Our recommendations include making changes to the vendor
selection process, service delivery procedures, customer service practices,
use of technology, communications and transparency, management of
property revaluations, and management of the Board of Assessment
Review.
In addition, as a result of recent history, a high level of care should be
taken during the next reassessment to ensure there is a fully transparent
process, ample communications, and clear instructions for property
owners regarding each step in the process. It will take some time to
regain community confidence regarding the review and assessment of
property values, but a consistent, well-defined approach will help
towards that end.
This report contains 41 recommendations designed to improve the
Assessor’s Department structure, staffing, policies, procedures, and use of
technology by providing specific enhancements to mitigate the problems
encountered in the 2014 and 2016 revaluation projects and create a
platform for ensuring a fair and open process.
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Attachment A – List of Recommendations
Recommendation 1. Anticipate peak walk-in periods to the Assessor’s Department and
determine alternate locations or times to provide in-person service.
Recommendation 2. Redesign the various webpages related to assessor information,
resources, and assessment processes so information can be easily located and understood.
Recommendation 3. Temporarily assign Coordinating Office staff to assist during peak
walk-in periods.
Recommendation 4. Provide customer service training to develop improved methods when
interacting with residents.
Recommendation 5. Use peer assessment teams to identify areas for improvement.
Recommendation 6. Research and purchase an assessment software package that meets
industry standards and facilitates future mass appraisal revaluations.
Recommendation 7. Develop a communications plan that includes procedures, deadlines,
and standard language for Assessor’s Department communications.
Recommendation 8. Provide notice to property owners about data changes through a
variety of communication channels and allow ample opportunity for response as part of each
assessment or revaluation.
Recommendation 9. Produce one or more informational videos explaining various aspects
of the assessment process for airing on local cable channels and Village and community
social media outlets.
Recommendation 10. Make one or more computers in the Assessor’s Department available
to the public to review comparative property information and assist with understanding data
used to determine valuations.
Recommendation 11. Create Assessor’s Department and vendor outreach to inform
property owners about the importance of allowing interior inspections and the potential
consequences of foregoing it.
Recommendation 12. Develop a grievance process guide that clearly describes the steps for
filing and the rules of stipulation and how they will be used in Scarsdale assessments.
Recommendation 13. Hire a monitor to support and evaluate the reassessment project,
model, and results.
Recommendation 14. Assess the skills and needs of Assessor’s Department staff in
conjunction with preparing the scoping requirements for a monitor.
Recommendation 15. Annually conduct ratio studies by neighborhood to determine the
appropriate time to conduct neighborhood or Village assessments.
Recommendation 16. Reassess individual neighborhoods, as needed, and use ratio studies
to determine if area-specific adjustments are needed.
Recommendation 17. Conduct a Village-wide assessment no less than every five years.

37

Assessor’s Department Review
Attachment A – List of Recommendations

Management Partners

Recommendation 18. Coordinate with the Office of Real Property Tax Services to schedule
and complete revaluations.
Recommendation 19. Use a request for proposals process for all future reassessment
projects.
Recommendation 20. Prepare a well-crafted RFP document using the New York State Office
of Real Property Tax Service template as a guide.
Recommendation 21. Hold a contractor’s meeting prior to the date for submitting proposals
to clarify questions or RFP requirements.
Recommendation 22. Interview prospective contractors about their experience and
knowledge about property attributes in general, and conditions similar to Scarsdale.
Recommendation 23. Include the RFP as an appendix to the contract between the successful
contractor and the Village.
Recommendation 24. Appoint an RFP Review Committee to work with staff during the
consultant selection process for Village-wide revaluation.
Recommendation 25. Assign responsibility for management of the RFP process to the
Village assessor.
Recommendation 26. Assign the Village assessor with project management responsibilities
for reassessment projects.
Recommendation 27. Retain a qualified monitor for the next Village-wide revaluation
project.
Recommendation 28. Time the hiring of a monitor so s/he can assist with preparation of the
RFP.
Recommendation 29. Produce a clear and concise explanation of responsibilities for all
contractual parties (vendors and the Village) involved in future reassessment projects.
Recommendation 30. Submit a Village resolution to ORPTS indicating that the Board has
authorized the Village to proceed with the reassessment based on a plan.
Recommendation 31. Task the assessor with preparing a detailed reassessment project
timetable detailing project tasks with projected milestones for the contractor, monitor, and
Assessor Department staff.
Recommendation 32. Specify contractor responsibilities related to data collection, public
information requirements and reports, parcel valuation, field review of 100% of the parcels
within the Village and the informal review hearing process.
Recommendation 33. Require project update meetings with the vendor, assessor, monitor
and Village manager to ensure contract compliance.
Recommendation 34. Ensure that the model and methodology for conducting the valuation
estimate calculations is included in the required documentation provided to the Village.
Recommendation 35. Include a section about BAR role, functions, polices, and procedures
on the Scarsdale website.
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Recommendation 36. Provide clearer BAR decision criteria by encouraging additional
reasons or rationale for denials and disapprovals.
Recommendation 37. Provide annual training for new and current BAR members to review
procedures and address issues and concerns from the previous year.
Recommendation 38. Develop procedures for one-on-one conversations between the
assessor or deputy assessor and property owner or designated representative prior to
entering the grievance process.
Recommendation 39. Notify property owners of their ability to request property
documentation contained in their grievance file.
Recommendation 40. Expand the information available about the grievance process by
placing fillable forms and hyperlinks to external information sources (e.g., the New York
State Department of Taxation and Finance, Property Tax Assessment pages) on the Village
website.
Recommendation 41. Provide a short video with instructions about the grievance process,
purpose, key dates, and requirements.
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Attachment B – Board of Assessment Review Reasons for Denial
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