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Lake of the Woods School ISD #390
September 22, 2025 @ 6:00 PM
Finance Workshop & Working Session - ITV Room

Working Session:
1. Citizen’s Forum
a. Randy Beach - Grandpa Bear Guardians
2. Finance Review Workshop
3. Reports:
a. Board Committees
b. Superintendent (Scott Fitzsimonds)
c. PreK-12 Principal (Mary Merchant)
d. Food Services (Micah Haack & Jill Olson)

4. Adjourn
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2. Name of business, organization, or group represented (if any):
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(Both sides of form must be completed and turned into Board Chair 15 minutes prior to start of working session.)



Lake of The Woods’ School

“Grampa Bear Guardians”
Proposal
2025



Executive Summary first draft 8/10/2025

“Grampa Bear Guardians” is a non-profit organization dedicated to enhancing the safety,
security, and emotional well-being of students in the LOW public school system through
mentorship and advocacy. Qur "Grampa Bear Guardians"—experienced, trained volunteer men
mentors (often vetrans, retired individuals with wisdom and life experience)—serve as trusted
friends, protectors, and intermediaries between students, parents and school administration. By
fostering positive relationships and addressing issues like bullying, mental health, addictions
academic challenges, and administrative barriers, we aim to create safer, more supportive school
environments.

This business plan outlines our mission, programs, operational strategy, and financial
projections. With initial funding from grants and donations, we project serving 500 students in
our first year. Our success will be measured by improved student trust satisfaction, reduced
incident reports, and positive feedback from schools.

Organization Description

Mission Statement

To provide security, safety, and friendship to students in Baudette school by deploying “Grampa
Bear Guardians™ as advocates who bridge the gap between students and administration, ensuring

every child feels heard, protected, and empowered.
Vision

Create an environment where every Baudette school student has access to a caring mentor who
safeguards their well-being and advocates for their rights, leading to thriving educational
comnmunities free from fear and isolation.

Values
o Compassion: Prioritizing empathy and kindness in all interactions.
o Integrity: Acting as honest brokers between students and authorities.
o Inclusivity: Serving diverse student populations regardless of background.
o Community: Building strong ties with schools, families, and volunteers.
o Safety: Committing to rigorous background checks and training for all mentors.

Background and History

Grampa Bear Guardians was founded in [Year, e.g., 2025] in response to rising concerns about
student safety, mental health, and administrative disconnects in public schools. Inspired by the
nurturing role of grandparents, the organization recruits’ "guardians"—wise, experienced
Veterans, Retiree men over 50 individuals—to volunteer as on-site advocates and security
officers. Starting with a small team of founders and volunteers, we plan to incorporate as a
501(c)(3) non-profit and launch pilot programs in local school districts.



Market Analysis

Needs Assessment

Minnesota Public schools face increasing challenges, including bullying (affecting 20-30% of
students annually), mental health crises, and bureaucratic hurdles that leave students feeling
unsupported and hopeless. Many students lack trusted adults outside their families to confide in
or advocate for them. Our service addresses this gap by providing neutral, socially experienced
elder men mentors who offer friendship intervention and security

Target Audience

o Primary Beneficiaries: Students aged 5-18 in public K-12 schools, particularly those in
underserved urban or rural districts.

o Partners: School administrations, teachers, and parent-teacher associations (PTAs)
seeking to improve student outcomes.

» Volunteers: Retired individuals (e.g., former educators, professionals, or community
leaders) interested in giving back.

o Geographic Focus: Initial rollout in [e.g., your state or region], with potential national
expansion.

Competitive Landscape

Similar organizations include Big Brothers Big Sisters (mentorship-focused) and school-based
counseling programs, but few emphasize elder advocates specifically for security and
administrative mediation. We differentiate by our "Grampa Bear" branding—evoking warmth
and protection—and our free, volunteer-driven model integrated directly into schools.

SWOT Analysis

Strength Weakness Opportunity Threat

Reliance on volunteers

Unique mentor profile Growing awarepess of ~ Budget cuts in public

(experienced elders) ﬁg;:?iet; student mental health education could limit
fosters trust quickly. vl B opens doors for grants.  school partnerships.
Low operational costs Initial lack of brand ~ Partnerships with PTAs Regulatory burdles for
due to volunteer recognition. Building and districts for volunteer background
model. Trust. scalability. checks.

Competition from for-

y : . 5 profit tutoring

Direct impact on P —_— Expansion to virtual e
student safety and P mentorship post-pilot. )
advocacy. :lonaiflonlfﬂfi'or Develop an Al Public. Parental
Mental health - communication solution i

support for launch



Programs and Services
Core Program: Grampa Bear Guardians

e Description: Trained volunteers (Grampa Bear Guardians) are assigned to LOW school

where they provide:

o Security and Safety: Monitoring all entry doors, hallways, all campus grounds,
playgrounds, and events; intervening in conflicts; teaching conflict resolution.
Implementing a “Ask Me Anything?” service. Surveillance systems,
communication with professional social workers, Police EMT, Fire.

o Friendship: One-on-one mentoring sessions, lunch buddies, or after-school chats
to build emotional support.

o Advocacy: Acting as liaison representing student concerns to
teachers/administrators, attending meetings, and ensuring fair treatment.

o Implementation: Guardians undergo background checks, training in child protection,
cultural sensitivity, and mediation. Each guardian will have self-defense training with

sessions logged for accountability.
o Pilot Phase: Launch in 2025, serving 400 students . Expand based on feedback.

Additional Services

o Workshops for students on self-advocacy and safety.
o Training sessions for school staff on integrating mentors.
e Community events to recruit volunteers and raise awareness.

Marketing and Qutreach

Strategy

o Digital Marketing: Website (grampabearguardians.org), flyers, social media campaigns
on platforms like Facebook and Instagram targeting retirees and parents.
o Partnerships: Collaborate with school districts for on-site recruitment; partner with

senior centers for volunteer sourcing.
o Events: Host "Meet the Bears" open houses and school fairs. .
e Messaging: Emphasize stories of impact, e.g., "From Isolation to Empowerment: How

One Grampa Bear Changed a Student's Life."

Budget Allocation

Allocate 10% of the annual budget to marketing, focusing on low-cost channels like email
newsletters and community partnerships.

Operational Plan

Daily Operations



« Headquarters: Virtual or small office space for administration; on-site presence in

schools.
e Staffing:
o Executive Director (full-time, salaried).
o Program Coordinator (part-time).
o Volunteers: 50-100 savants initially, recruited via online applications and

background checks.
« Technology: Use free tools like Google Workspace for scheduling and CRM software

(e.g., Donor Perfect) for volunteer management. Robotic Al canine patrol.
» Timeline:
o Year 1: Incorporation, pilot launch, serve 500 students.
o Year 2: add workshops expand program to neighboring schools.
o Year 3: National model development.

Risk Management

« Ensure all guardians are insured and trained in CPR/first aid.
o Comply with child protection laws (e.g., mandatory reporting).
o Backup plans for volunteer shortages, such as cross-training.

Management and Organization

Structure

o Board of Directors: 5-7 members, including educators, non-profit experts, and

community leaders. Meets quarterly.
o Key Staff: Executive Director oversees operations; Advisory Council of retired

professionals provides guidance.
o Volunteers: Managed by a coordinator with clear roles and performance reviews.

Legal and Compliance

e Register as 501(c)(3) for tax-exempt status.
e Annual audits and transparent reporting to maintain donor trust.

Funding and Financial Plan

Revenue Sources

o Grants: Apply to foundations like the Bill & Melinda Gates Foundation (education-
focused) and local community funds United Way
o Donations: Individual giving via website; corporate sponsorships from companies

supporting education.
« Fundraising Events: Annual galas, online campaigns (e.g., Giving Tuesday).
e In-Kind Support: Free office space or volunteer time.



Financial Projections (3-Year Overview) example

Category Year1l Year2 Year3
Revenue
Grants $100,000 $150,000 $200,000
Donations $50,000 $75,000 $100,000
Events/Other $20,000 $30,000 $50,000
Total Revenue $170,000 $255,000 $350,000
Expenses
Salaries/Staft $60,000 $80,000 $100,000
Program Costs (Training, Materials) $40,000 $60,000 $80,000
Marketing/Outreach $15,000 $25,000 $35,000
Operations (Office, Tech) $20,000 $25,000 $30,000
Total Expenses $135,000 $190,000 $245,000
Net Surplus $35,000 $65,000 $105,000

Note: These are conservative estimates; aim for a balanced budget with reserves for
sustainability.

Sustainability

Diversify funding to avoid over-reliance on grants; build an endowment fund by year 3.
Impact Measurement

Key Metrics

o Student Outcomes: Surveys showing improved feelings of safety (target: 80% positive
response); reduced bullying incidents (tracked via school reports).

o Program Reach: Number of students served, volunteer hours logged.

« Feedback: Annual evaluations from students, school staff, and guardians.

o Long-Term Impact: Track alumni success (€.g., graduation rates) where possible.

Evaluation Tools

Use tools like Google Forms for surveys and annual reports to donors/board.



Appendix

Sample volunteer application form.
Letters of support from pilot schools.

Detailed budget spreadsheets.
References to similar successful programs (e.g., studies on mentorship benefits).

This structure provides a comprehensive foundation for Grampa Bear Guardians. Customize it
with specific data, such as your location or initial funding sources, and consult legal experts for
non-profit setup. If you need help expanding any section or creating supporting documents, let

me know!



Lake of the Woods School
Board Report
Scott Fitzsimonds, Superintendent’s Board Report
September 22, 2025

. Student Counts

a. 453 PK-12

. Referendum

a. The first information session was on 9/15 and went well. Good questions were asked, and we
have followed up with answers as appropriate.

b. We are updating FAQ’s on the website.

c. We have a social media information release schedule up to the day of the referendum.

d. All required items have been completed as per our timeline.

. MNPFML

a. I am working on language (help from MSBA) on a policy outlining MNPFLA, and the district
50/50 split with employees.

. Custodial

a. In an effort to allow our custodial/maintenance staff to be easily identifiable and have a more
uniform appearance, I have worked with Kyle and the custodial/maintenance team in
determining type and style of work shirts. I will facilitate getting sizes and ordering. We will be
providing each person with 5 shirts to start. Kyle had started this process by using money from a
grant he received to purchase a couple shirts last month.

b. We have completed two interviews and will be hiring both. One p[art time to start, moving to full
time in mid October. The other will be part time starting in November.

. Compensatory Aid, Federal Title I

a. [am tracking updates as provided regarding potential cuts in MN to compensatory aid, as well as
potential cuts at the federal level to TItle I. I am participating in offering concerns, along with my
colleagues, at the state and federal level.

. Superintendent Evaluation
a. Superintendent Goals

b. Superintendent Evaluation FY26
c. Evaluation process



Lake of the Woods School
Board Report
Mary Merchant, PreK - 12 Principal’s Board Report
September 22, 2025

1. Homecoming - September 19-26
a. Friday
i. lIstPeriod:  Meet the Candidates
Dress Up Days Fashion Show
ii.  Vote for King and Queen
iii.  3:15 - 6:00 p.m. Dodgeball Playoffs, Hallway Decorating, Posters, Auditorium
b. Monday
i.  Dress Up: Country vs City
ii.  Coronation 2:30 p.m. in the Auditorium
ili.  Football vs Kelliher
c. Tuesday
i.  Dress Up: School Spirit Maroon and Gold
ii.  6th Period: Pep Fest
Scavenger Hunt
Coaches Speak
ii. Volleyball vs BGMR
d. Wednesday
i.  Dress Up: Class Color
ii.  3rd Period: Circle the Wagon
Giant Tic-Tac-Toe
Shoe Relay
e. Thursday
i.  Dress Up: Multiplicity Day (dress the same as one or more people)
ii.  4th Period: Air Band
Face Off
Human Knot
f. Friday
i.  Dress Up: USA Day
ii.  5thPeriod: Dodgeball Championship
Chicken Cowboy Conquer
Tug-a-War
iii.  Homecoming Dance: 6:30 JH, 9:00 SH

2. Deep Portage
a. 5th grade attending September 24-26

3. FastBridge
a. Testing completed in elementary
b. High School will begin testing the beginning of October for students not meeting or exceeding
MCA reading



Lake of the Woods School
Board Report
Micah Haack & Jill Olson, Food Service’s Board Report
September 22, 2025

1. Adult Meal Pricing Increase
a. Per MDE’s recommendation, the MINIMUM price that schools should be charging for school
breakfast and lunch is as follows:

i.  Breakfast=$2.50
ii.  Lunch=$5.05

b. Lake of the Woods School’s current adult meal pricing
i.  Breakfast=$3.00
ii.  Lunch=3$5.00

c. We are looking for approval to increase the adult LUNCH price to $5.05 per adult meal served.

2. National School Lunch Week
a. Oct 13-17 Taste the World: Your School Lunch Passport
Themed meals are planned for Oct 13-15

3. Staffing
a. We have decided to not fill the part-time position for now and use our substitute cooks to come

in and assist on some of our heavier menu days. We have 3 full time assistant cooks and myself
currently.

4. Upcoming Event
Northstar Dinner October 3rd, was told to plan for 375 guests
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This Instruction sets forth the policy on pricing of meals served to adults under the National School Lunch,
Commodity School and School Breakfast Programs in participating schools and institutions which claim
reimbursement under Sections 4 and 11 of the National School Lunch Act and Section 4 of the Child
Nutrition Act. Since the expressed purpose of federal assistance is to safeguard the health and well-being of
the Nation’s children, meals served to adults are neither eligible under the authorizing legislation and
regulations for federal cash reimbursement, nor do they earn donated food assistance for the school food

authority.

Since implementation of the cost accountability revisions of PL 87-35, program funds {other than severe
need breakfast funds) are available to school food autherities for use within their overall nonprofit school
food service operations, rather than being restricted solely to the financing of program specific costs.
Nevertheless, school food authorities must ensure to the extent practicable, that the Federal
reimbursements, children’s payments, and other non-designated nonprofit food service revenues do not
subsidize program meals served to adults. Also, while FNS Instruction 770-1 allows donated foods to be
used for preparing food items served in adult meals, the current per-meal value of entitlement and/or bonus
donated foods must be taken into consideration in establishing the price charged to adults for meals.

Breakfasts and lunches served to teachers, administrators, custodians and other adults must be priced so
that the adult payment in combination with any per-lunch revenues from other sources designated
specifically for the support of adult meals (such as state or local fringe benefit or payroll funds, or funding
from voluntary agencies) is sufficient to cover the overall cost of the lunch. Including the value of any USDA
entitlement and bonus donated foods used to prepare the meal. If cost data are not available, the minimum
adult payment should reflect the price charged to students paying the school’s designated full price, plus
the current value of federal cash and donated food assistance (entitlement and bonus) for full price meals.
In non-pricing programs, the adult charge should be at least the amount of reimbursement received for a
free lunch under Section 4 and 11 of the National School Lunch Act, plus the per-meal value of both
entitlement and bonus donated foods, or for breakfasts, the rate established for free meals under Section 4
of the Child Nutrition Act, plus the value of bonus commodities.

Meals served to adults who are directly involved in the operation and administration of the school nutrition
programs may, at the discretion of the school food authority, be furnished at no charge. As such, their cost
may be fully attributed to and supported by the nonprofit food service operation.

Meals served to these adults may not be claimed for reimbursement or counted towards the donated foods
entitlement. The determination of individuals, positions involved, and the degree to which their services are
attributed to the nonprofit food service program operations is left to state and local officials.

The contents of this guidance document do not have the force and effect of law and are not meant to bind the public in any way. This document is intended only to provide
clarity to the public regarding existing requirements under the law or agency policies.
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Resource Management

Adult Meal Pricing Requirements for School Year 2025-26

Minimum Prices for Meals Served to Adults and Other Non-Program Meals

School Nutrition Programs funds may not subsidize meals served to adults or other non-program meals, such as second meals.
The meal price must be set high enough so that the cost of the meal is fully paid by the customer. Meals may be provided at no
charge only to “program” adults, as defined in the document Ensuring Financial Compliance for Nonprogram Foods.

The required minimum meal prices for adults for School Year (SY) 2025-26 are listed below. The calculation is based on the state
and federal reimbursement rates plus the national average per meal value of U.S. Department of Agriculture Foods, rounded up
to the nearest five cents. Sponsors contracting with a vended meal provider or food service management company may need to

adjust upwards to cover the full cost of the meal.

Minimum Adult Prices for School Year 2025-26
Breakfast: $2.50

Lunch: $5.05
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