
Heritage Christian School Board Meeting Minutes – Open  

7/28/2016 Meeting 

Final 

 

The meeting started at 6:30 pm.  Todd Pierce led the devotional and opened in prayer. 

 

Attendance 

Board Members: Mike Annis, Bob Coons, Natasha Miller, Jen Olsen, Sean O’Rear, Todd Pierce, 

Gale Boldt and Eric Johnson.  Mark Jessop joined via phone at 1845.   

Absent: Kari Miller 

Teachers/Staff: none 

 

Approval of Minutes 

Minutes from the 7/14/2016 Open session were reviewed. 

 Motion was made by Jen Olsen to approve the amended minutes. 

 Motion was seconded by Eric Johnson. 

 No further discussion. 

Vote 8-0 to approve. 

Policy Manual changes and possible additions – Todd Pierce 

 The decision was made for Natasha Miller to review the policy manual (for grammatical 

errors) and forward them by section to Todd Pierce.  The board will review all edits and 

recommend/approve all changes at a future meeting. 

Discussion: 
o The board discussed conducting exit interviews for all families leaving the school.  

The decision was made to try this, with the purpose of determining the value of 

the information available. 

Marketing update – Bob Coons and Gale Boldt 

 Gale updated the Board regarding the scope, deliverables, and timeline of the project, by 

phase. 

 Brian Miller volunteered to help with the Internet Marketing campaign.   

o Please see report 

 

Motion was made by Eric Johnson to approve additions to policy manual. 

Motion was seconded by Gale Boldt. 

No further discussion. 

Vote 7-0 to approve. 

Mission and Vision Statement – Bob Coons 

 Please see report 

 

Adjournment 

The Open Session was closed in prayer. 

 

Minutes respectfully submitted, 

- Todd Pierce 



Planning Outline 
 

Preliminary Readiness Assessment 

The place to start in strategic planning is to assess your board’s readiness to engage in the 

overall process. Use the following checklist to gauge your board’s readiness to begin 

strategic planning. Keep in mind that this is not a substitute for careful analysis of the 

conditions under which strategic planning will take place. Use this as a tool that will help 

you to identify key issues that can help or impede the process. 

  My board usually focuses on new challenges and issues instead of waiting for 

emergencies to react. 

  My board focuses more on policy than management or religious issues. 

  My board seeks community input on decisions. 

  My board uses data in making its decisions. 

  My board recognizes that a change in one part of the organization usually calls 

for a change in another part. 

  My board usually reaches decision by consensus after some debate. 

  My board is knowledgeable about what other churches are doing to achieve 

change. 

  My board uses its regular meetings in an effective manner. 

  Conflict among board members is dealt with in a straightforward and assertive 

manner. 

  The denomination and church staff are trusted by the board. 

  The denomination and church staff are knowledgeable about current trends in 

church reform. 

  The denomination and church staff seek community input to decisions. 

  The denomination and church staff are effective managers of human and fiscal 

resources. 

  Our community is knowledgeable about what is needed for good education. 

  Our community does a good job of letting us know what it needs and wants. 

  Our community is more concerned about educating children than saving money. 

  Our community has a long-term way of looking at things. 

 



 

Creating a Vision 

When you begin the process of strategic planning, visioning comes first. When visioning 

the change, ask yourself, "What is our preferred future?" and be sure to:  

 Draw on the beliefs, mission, and environment of the organization.  

 Describe what you want to see in the future.  

 Be specific to each organization.  

 Be positive and inspiring.  

 Do not assume that the system will have the same framework as it does today.  

 Be open to dramatic modifications to current organization, methodology, teaching 

techniques, facilities, etc.  

Key Components for Your Vision 

Incorporate Your Beliefs 

Your vision must be encompassed by your beliefs.  

 Your beliefs must meet your organizational goals as well as community goals.  

 Your beliefs are a statement of your values.  

 Your beliefs are a public/visible declaration of your expected outcomes.  

 Your beliefs must be precise and practical.  

 Your beliefs will guide the actions of all involved.  

 Your beliefs reflect the knowledge, philosophy, and actions of all.  

 Your beliefs are a key component of strategic planning.  

Create a Mission Statement 

Once you have clarified your beliefs, build on them to define your mission statement, 

which is a statement of purpose and function.  

 Your mission statement draws on your belief statements.  

 Your mission statement must be future oriented and portray your organization, as 

it will be, as if it already exists.  

 Your mission statement must focus on one common purpose.  

 Your mission statement must be specific to the organization, not generic.  

 Your mission statement must be a short statement, not more than one or two 

sentences.  

Here is an example mission statement: "By providing quality education, we empower 

individuals to become caring, competent, responsible citizens who value education as a 

lifelong process." 



Benefits of Visioning 

The process and outcomes of visioning may seem vague and superfluous. The long-term 

benefits are substantial, however. Visioning: 

 Breaks you out of boundary thinking.  

 Provides continuity and avoids the stutter effect of planning fits and starts.  

 Identifies direction and purpose.  

 Alerts stakeholders to needed change.  

 Promotes interest and commitment.  

 Promotes laser-like focus.  

 Encourages openness to unique and creative solutions.  

 Encourages and builds confidence.  

 Builds loyalty through involvement (ownership).  

 Results in efficiency and productivity.  

Vision Killers 

As you engage in the visioning process, be alert to the following vision killers: 

 Tradition  

 Fear of ridicule  

 Stereotypes of people, conditions, roles and governing councils  

 Complacency of some stakeholders  

 Fatigued leaders  

 Short-term thinking  

 "Naysayers"  

Exercise in Creating a Vision 

Take the time to assimilate this information, use the following example to exercise your 

planning techniques: 

It is five years from today’s date and you have, 

marvelously enough, created your most desirable 

church. Now it is your job, as a team, to describe it - as 

if you were able to see it, realistically around you. 

Respond to the following questions: 

 How has the job market changed?  

 What have we done to prepare our students for success in this world?  

 What do we as board members spend most of our time doing?  

 How are our meetings structured?  



  

Taking Stock 

 Once you have your vision and mission statements in place, you have a picture of where 

you want to go. The next step is to understand where you are now. This is the process of 

taking stock and involves thorough examining of both the internal status of your church 

or school and the external context in which it is situated.  

Conduct an Environmental Scan 

An environmental scan is conducted to collect data to answer questions about the present 

and future of the school church.  

 Your environmental scan develops a common perception.  

 Your environmental scan identifies strengths, weaknesses, trends, and conditions.  

 Your environmental scan draws on internal and external information.  

 Your environmental scan is a key on-going process for internal and external 

honesty and openness to changing conditions.  

Tools for Environmental Scanning 

There are many approaches to environmental scanning, including: 

 Surveys  

 Questionnaires  

 Focus Groups  

 Open Forums  

Several of these are discussed in detail in the Community Involvement module. 

Setting Goals and Objectives 

  

 The difference between where we are (status) and 

where we want to be (vision and goals) is what we 

do (target objectives and action plans). 

 As this statement shows, setting goals and objectives builds on the previous steps of 

visioning and taking stock. Goals are simply a clearer statement of the visions, specifying 



the accomplishments to be achieved if the vision is to become real. The target objectives 

are clearer statements of the specific activities required to achieve the goals, starting from 

the current status. 

At this point, strategic planning begins to produce lots of ideas and action steps. A 

common practice for keeping individual workloads to a manageable level is to delegate 

different topics to different teams. For example, there could be a curriculum team, a 

facilities team, a budgeting team, etc. A useful tool for keeping track of ideas and seeing 

how they relate to each other is the affinity diagram. 

The Affinity Diagram 

The affinity diagram is a general planning tool. It is a creative process that helps you to 

identify and gather large amounts of information, ideas, opinions, or issues and organize 

them in a relatively short amount of time. 

A finished affinity diagram looks like the picture below: 

Theme Community Involvement Ongoing Tech Support 

Idea Tech Use Survey One professional/building 

Idea Open House Students as Tech Support 

Idea Include Community 

Members in Teams 

Regular Professional 

Development Using Tech 

The affinity diagram is used when: 

 You need to sift through large volumes of information.  

 You want new patterns of information to rise to the surface.  

 Issues seem too large or complex to grasp.  

To create an affinity diagram: 

Assemble a team who is knowledgeable about the issue to be considered.  

Prepare the room and acquire supplies (one 3"x5" post-it notepad per person; 

butcher paper or flip chart paper; markers). 

Phrase the issue in the form of a question, get agreement from the group, and 

write it on the butcher paper. 

Individually answer the question by recording one idea per post-it note using 

nouns and verbs. 

Randomly display the completed post-it notes on the butcher paper. 



Silently read all post-it notes and when done, move like ideas into groupings. 

Read all grouped ideas as a group and identify the major theme. 

Draw lines around each group to connect with header cards. 

The finished affinity diagram helps a group identify lots of ideas and come to agreement 

on those ideas in a relatively short amount of time. The header cards form the consensus 

on the themes of the ideas generated form the team. 

 

The Communication Plan 

Strategic planning can be a tremendous communication and marketing campaign: don't 

miss the opportunity. Build your communication plan before strategic planning begins, 

don't wait until the end to do PR. You will benefit tremendously with a good 

communication plan which:  

 Will act as a binding agreement. When you tell people you're going to do 

something, having a communication plan or commitment in writing will force you 

to carry through with your efforts and you will have given others the opportunity 

to provide you with input.  

 Assures that you will take advantage of all opportunities, including on-going 

implementation.  

 Helps keep communication focused.  

 Helps prevent unwanted surprises.  

When developing your communication plan, keep the following tips in mind: 

 Set up a tracking system (i.e., journal, scrapbook, video spots, photographs)  

 Have a creative person develop a look for all your strategic-planning documents 

and printed material.  

 Incorporate two-way communication utilizing your local area network (LAN).  

 Consider all of your audiences as "customers."  

 Build in community involvement.  

 Use the plan to your advantage.  

 Segment the community into separate, manageable parts.  

 Organize a steering committee where membership allows and encourages 

discussion. Make sure the members understand their responsibility.  

 Possible communication vehicles include PTA/Home-school meeting programs, 

community town meetings, and media releases.  

 Begin early. Announce the board’s participation in strategic planning.  

 Announce public meetings, dates, and locations.  



 Request volunteers for action teams.  

 Acknowledge significant milestones through the process (i.e., vision, beliefs, and 

environmental scan surprises).  

 After the draft plan is completed, allow for a 30-day public viewing. (Mark all 

draft documents with DRAFT during a review.)  

 Incorporate on-going implementation activities.  

 Include detailed information on beliefs, missions, etc in a church newsletter.  

 Allow the completed plan/final document to be used as a marketing tool for group 

presentations, discussion starters, town meetings, etc.  

Tips for Communicating Change 

 Ask people for their opinion before you implement change.  

 Be so thoroughly familiar with what you are communicating that you can 

summarize it in a short sentence.  

 Explain the change in language people understand.  

 Explain the change in terms of how it will affect them rather than what's in it for 

the school church.  

 Anticipate how people will react, the questions they'll raise, and the issues that 

may result.  

 Design your communication to answer those concerns immediately.  

 Keep your personal key communicators up-to-date regularly.  

 Expect the change to generate a corps of resisters and appreciate them.  

 In addition to encouraging them to participate in the implementation of the 

change, listen to what they have to say:  

 Solicit ideas that will strengthen what you want to do.  

 Identify the people in your community who you can come to for advice regarding 

new ideas.  

 Be direct in stating the change and explaining the rationale for the change in 

relation to the overall goals you wish to achieve.  

 Keep communicating about the change after it has been made. Recognize and 

celebrate its successful implementation.  

The Importance of Internal Communication 

Make sure your people know what is going on. It's demoralizing to hear about what's 

happening where you work from someone outside the system. 

Don't forget your support staff, research indicates that they are the most important 

communicators/public relations specialists you have in your church. 

Keeping staff informed can be done through: 

 Staff Newsletter  

 Volunteers  

 Strategic planning columns, ongoing updates regarding status  



 Recognition for those involved in the process  

 Focus groups: building/staff/department meetings  

 Soliciting their input on mission, belief statements, vision  

 Build two-way feedback into already scheduled meeting  

 Strategic planning speakers bureau  

 Sharing the vision, mission, and strategic goals  

 Soliciting community members to participate on action items  

Outreach Strategies for Involving the Community 

As indicated above, involving the community can be a key ingredient in your vision. 

When involving the community: 

 Include results and activities from each in-church meeting in a newsletter.  

 Distribute broadly within the community and school system and post at media 

centers. Ask for comments and suggestions.  

 Have planning team members review and discuss actions with colleagues, 

neighbors, PTA members, etc. Ask for comments and suggestions.  

 Collect comments and suggestions and produce on overheads for discussion and 

action as the first item on the next in-church meeting agenda.  

 Present a draft of the strategic plan at a public forum with community and all 

school church employees invited to discuss and offer comments.  

 Encourage discussion and comments throughout the entire process. The more 

people who own the plan, the better.  

 Prepare a communication plan.  



A Partial Situation 
Assessment

Including Related Tri-City 
demographics and some Heritage 

operating metrics.



Age Group 2015 2020 2025
0-4 9% 17% -8%
5-13 50% 23% 8%
14-17 70% 55% 27%

North Liberty Projected Growth 
Continues, But At Lower Rates 
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2010 2015 2020

North liberty 81609 88081 96210

Coralville 66845 79169 86584

Iowa City 63273 66905 74005
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% Heritage Students by City



o

Grace, 40

Parkview, 21

No Affiliation, 14

Life Church, 4

Holy Trinity, 3

New Life RCA, 
3

Spirit of Faith Family 
church, 3

21 Other Churches, 26

# Families by church Affiliation



11+ Miles, 13, 
11% 5 - 10 Miles, 18, 

16%

2 - 4  Miles, 44, 
39%

< 2 Miles, 39, 
34%

2016 Commute Distance and 
Number/% of Heritage Families



Total HCS Capacity 

2013-14 2014-15 2015-16 2016-17

PreK 40 40 40 40

Kindergarten 40 40 30 40

1st Grade 20 20 20 40

2nd Grade 20 20 20 20

3rd Grade 20 20 20 20

4th Grade 20 20 20 20

5th Grade 20 20 20 20

6th Grade 20 20 20 20

7th Grade 20 20 20 20

8th Grade 20 20 20 20

TOTAL 240 240 240 260



HCS Performing Capacity
2013-14 2014-15 2015-16 2016-17

PreK 40 38 24 22

Kindergarten 25 23 25 15

1st Grade 15 20 0 20

2nd Grade 19 13 20 20

3rd Grade 20 18 13 20

4th Grade 20 19 17 14

5th Grade 20 18 19 18

6th Grade 16 20 19 17

7th Grade 17 15 20 19

8th Grade 9 15 14 20
Performing 201 199 191 198

% CAPACITY 84% 83% 80% 76%
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Non-Performing Capacity
(Empty Seats By Grade By Year)

PreK 0 2 16 18 23%

Kindergarten 15 17 15 25 45%

1st Grade 5 0 0 20 31%

2nd Grade 1 7 0 0 10%

3rd Grade 0 2 7 0 11%

4th Grade 0 1 3 6 13%

5th Grade 0 2 1 2 6%

6th Grade 4 0 1 3 10%

7th Grade 3 5 0 1 11%

8th Grade 11 5 6 0 28%

Non-Performing Spots 39 41 49 75 21%
Non-Performing Capacity 

% 19% 21% 26% 41%
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Questions?


