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Glen Ullin School Board Retreat
Glen Ullin Public School
October 21,2025

6:30 PM
Agenda
Call to Order
Roll Call

Short/Long Term Risks to the District (Building a Moate
Around Our Community and School)

a. Filling Staffing Needs: Retention and Recruitment

b. Enroliment

c. Capacity

Discuss Board Notification Process

Record’s Clean-Up

Be Legendary Goals and Guardrails

Other Needs of the District

Adjourn
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Capacity Building

1. Teacher Leadership Team: Collaborative Decision Making: Big campus instructional
decisions should come from this level.

2. Standard Operating Processes and Procedures: Principal/Teacher/Staff lead this
process to develop handbooks fully aligned with School Board policy and the negotiated
agreement. Critical work for smooth operations of a district. Consistency in application
of process and procedure is the key until it becomes habit and institutional knowledge.
Handbooks are staff work but should be reviewed for alignment with School Board
policy so in the end should be approved by the Board.

3. Department Head Leadership: Decision making is best made at the lowest level possible
in a high functioning organization. Decision making is a skill that comes from experience
and practice. A Supt’s job is to facilitate and supervise decision making at dept. levels.

It is slow to develop and can be laboring. It requires patience and repetition. It also
requires grace and forgiveness to allow for trial and error to build confidence in your
leaders you are training up. But that grace and patience pay dividends once established
and is a powerful engine for a highly effective organization. Key point of emphasis:
There is no instant gratification in this process. The desire for immediate change or
results is where this process breaks down in an organization’s development, and this
usually comes from Supt’s, Parents and School Boards unrealistic expectations. We need
to be mindful to support our leader’s as they grow, but it we also need to be mindful to
be good supervisors and present to support them.

e Food Service

Maintenance and Transportation

Business Office

Lead Teachers at Elementary and High School

Activities

4. Recruitment and Retention: We need to first keep our great staff. Then we need to bring
in the best possible candidates to fill open positions when they occur. This is not an
aspirational goal. It has to become a clear and concise practice. And it does not occur in
a vacuum:

e We must be prepared to actively recruit candidates. This is real work and time
consuming. Proactive recruitment of student teachers is the most effective
method right now. Think of it as recruiting athletes for college athletics. Only a
small handful of admin. are doing this right now. Those of us who do are filling
our needs, but as more schools catch on to this, the more competitive it will
become. It also starts in the early fall, not in the traditional hiring season in the
Spring. Waiting for candidates to come to us is a failing practice for a small
school, only large school districts have this luxury.



e We must vet and hire staff that share our values. Board, Admin and Staff should
be part of all hiring committees. A good candidate is interviewing us as much as
we are interviewing them. The more professional and technical the interview is
the more we confirm they want to be in our organization. Half-assed interviews
repel good candidates and attract poor candidates.

e We must be prepared to be supportive and patient with the staff we hire. If they
do not have all the skill sets we require, we must be prepared to invest in high
quality professional development.

e We must be prepared to invest in strategies that enhance recruitment and
retention.

e Out of the box practices like paying student teachers, modular schedules where
practical, school culture initiatives, advanced professional development
opportunities are intrinsic drivers that need to be prioritized. One size fit all does
not support recruitment with young people right now. Economic opportunities
abound in ND and this is a buyer’s market.

e School culture and appreciation activities must be authentic and meaningful. No
pizza party “bonuses” or $1.00 “We appreciate You” key chains. It must be a
combined daily affirmation of authentic Thank You’s and gratitude. Appreciation
gifts, swag and “bonuses” should be high quality. Don’t buy the $5.00 T-Shirt
that fits poorly, spend $30.00 on the Nike collared coach’s shirt like the coaches
get. Don’t buy the cheap Vista Print coffee cup, get them a Yeti Tumbler with the
school logo. Make people feel like they belong to something. Often times the
most powerful gift has no cost to the organization, it is a handwritten and
personalized thank you note.

e Compensation/Negotiated Agreement Planning and Mindset: Thisis an
opportunity, not an ugly task that everyone wishes they could avoid. Look at
negotiations as an investment opportunity in your students, staff, school and
community. Both sides should bring ideas to discuss in good faith that enhance
student outcomes and staff retention rather than see negotiations as a necessary
evil that causes angst and consternation. Great schools build powerful
relationships between the board and staff through negotiations that enhance
schools rather than generate mistrust and drive a wedge between stakeholders.

e Last, retention of great staff must also not be overlooked. They are your
organizational backbone.

Capacity is the key to building a strong organization and building capacity is a deliberate
process not an aspirational goal.



Records Clean Out Project Cost Estimate

Staff Resources

Est. Hourly Rate $20.00/Hr

Est. Number of Hours Months 400 Hours

Est. Time Span 3-4Months

Payroll Staff Cost $ 8,000.00

FICA $ 612.00

w/C $ 16.00

Est. Total Staff Cost $ 8,628.00

Records Disposal 1- 4 x6 pallet $ 400.00 W/Records Keeper LLC in Bismarck

Est. Total Project Cost $ 9,028.00
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GLEN ULLIN PUBLIC SCHOOL DISTRICT NO. 48

Martin Bratrud PO BOX 548
Superintendent 6508 HWY 48

Glen Ullin, ND 58631-0548 Kayla Schumacher
Todd Hetler (701) 348-3590 Bugness Manager

Principal office@glenullinbearcats.org

Glen Ullin Public School Theory of Action
Possible Theory of Action to Consider
If we engage stakeholders in the process of improving student outcomes; align curriculum with
state standards and provide resources to support these practices; ensure customized
educational plans based on student strengths, interests and needs; then we will achieve the
Board’s Goals.

Glen Ullin Public School Be Legenda tudent come Goals

Goal 1: Glen Ullin Public School willincrease the percentage of students who are proficient or
above in Grades 3-8 and 10 ELA as measured by the ND A+ English Language Arts from 47%in
Spring 2024 to 72% in Spring 2029.

Goal 2: Glen Ullin Public School will increase the percentage of students who are proficient or
above in Grades 3-8 and 10 Math as measured by the ND A+ Math from 58% in Spring 2024 to 72%
in Spring 2029.

Goal 3: Glen Ullin Public School Will Increase the number of seniors graduating Choice Ready from
62% in Spring 2024 to 90% in Spring 2029

Glen Ullin Public School Be Legendary Superintendent Guard Rails

1. Superintendent shall not operate without effective and professional teachers who are
engaged

2. Superintendent shall not operate without an efficient and effective system to engage
families and community stakeholders in student learning

3. Superintendent shall not operate without ensuring the district's resources are allocated
efficiently based on student need.

4. Superintendent shall not operate without ensuring curriculum materials and lesson plans
are aligned to the state standards.

Possibte Supt. Guardrails to Consider to Replace Guardrail 1, 2, 4 and Keep Current Guardrail 3

1. The Superintendent will not allow the student attendance rate to drop below 95%. Tied to
Goals 1 and 2

2. The Superintendent will not allow any 9-12 students to go without an updated rolling
graduation plan reviewed annually. Tied to Goals 1, 2, and 3

3. 4.The Superintendent shall not allow teachers to go without lesson plans aligned to the
state
standards. Tied to Goals 1 and 2



Glen Ullin Public School Be Legendary School Board Guard Rails

Board members shall not engage in conduct that contradicts the district’s values of
professionalism, respect, and ethical leadership, ensuring they set a positive example for
students, staff, and the community in pursuit of the district’s mission.

The board shall not operate without challenging student outcome goals, neglect to prioritize
the goals, or make decisions that don't align with the superintendent’s strategic plan to
achieve the goals.

Board members shall not come to board meetings unprepared.

Board members shall not address stakeholder concerns outside of the superintendent’s
communication plan.

Board members shall not act as individuals when addressing district matters, and board
decisions shall not be made except by the board as a whote.
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