
NOTICE OF THE BOARD OF DIRECTORS OF FLAGSTAFF ARTS & LEADERSHIP ACADEMY, INC. (FALA)

Our mission is to provide a transformative educational experience by developing leadership and cultivating
academic excellence in the arts, sciences, and humanities. The individual growth of each student is supported and

animated through our nurturing educational community.

Pursuant to A.R.S. §38-431.02, notice is hereby given that the Board of Directors of FALA will hold the following:

● Event: Special Board meeting open to the public
● Date: June 21, 2021
● Time: 5:00pm
● Zoom Link: https://flagarts.zoom.us/j/88513876609?pwd=NlZGZzRlOTJsdWJZdnNiMkgzVit2UT09
● Phone #: +1 669 900 6833 then 538 361 0069 # then # then 770 369 #

Event information:

● The Board/committee may consider any item on this agenda in any order and at any time during the meeting.
● Pursuant to A.R.S. §38-431.4, members of the Board/committee may participate either in person or by telephone,

video or internet conferencing speakerphone or other technological devices.
● The Board may vote to hold an executive session for the purpose of obtaining legal advice from the Board’s attorney

on any matter listed on the agenda pursuant to A.R.S. §38-431.03(A)(3).
● Persons with a disability may request reasonable accommodation, such as a sign language interpreter, 24-hours in

advance by contacting Eli Cohen, Executive Director, 928-779-7223.
● Materials for this meeting are available at the following:

○ http://flagarts.com/category/news/
○ 3401 N. Fort Valley Road, Flagstaff, AZ 86001

I. Call To Order - Virtual Meeting Process
A. James calls the meeting to order at 5:02 p.m. This meeting is being recorded.

II. Roll Call:
A. James Yih, President PRESENT
B. Birgit Buss, Vice President PRESENT
C. Phil Hagen, Secretary PRESENT
D. Dr. Barbara Boschmans, Treasurer PRESENT
E. Ron Borkan, Member PRESENT
F. Debra Edgerton, Member PRESENT
G. Dr. Kyle Winfree, Member NOT PRESENT

III. Approval of Agenda.
A. James motions to approve tonight’s agenda. Phil seconds. James aye. Birgit aye. Phil aye. Barbara

aye. Ron aye. Debra aye. No nays. No abstentions. Motion carries.
IV. Call to the Public:

A. This is the time for the public to comment. Members of the Board may not discuss items that are not
specifically identified on the agenda. Therefore, pursuant to A.R.S. §38-431.01(H), action taken as a result of
public comment will be limited to directing staff to study the matter, responding to any criticism or scheduling
the matter for further consideration and decision at a later date.

B. Each individual may have five minutes to make a public comment. For the record, please state your full name
(first name and last name) before you begin.

No comments.

V. Summary of Current Events - Items to be heard only; the Board will not propose, discuss, or take legal action
during the meeting unless the specific matter is properly noticed for legal action.

A. Directors.
■ Barbara attended graduation and it was very nice. Also, she says the Board has been asked and

encouraged to help increase enrollment. Her idea was for car stickers.
■ James says he attended graduation as well. It was well done. He also congratulates FALA on

successful compliance report (re SPED).
B. Executive Director (ED). Eli Cohen talks about …
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■ Year End Events. Went well. Graduation ceremony ran a little long. Also had a lovely eighth-grade
online commencement.

■ Grants. FALA qualifies for two other federal reimbursement grants.
■ Summer Plans. Some staff are still in office through summer, working on a new student information

system among other projects.
VI. Discussion Items:

A. Leadership Team. Christina Wolfe reports on …
■ Reduction of class sections based on low enrollment. Took a look at all classes with six or fewer

students to see if they were sustainable. Able to reduce a number of sections (8 in all) and yet keep
courses diversified.

■ Bell Schedule update for next year: Continue with early release on Fridays.
● 8 Personal Development days on Fridays.
● Return of advisory to promote community and connection and teach SEL

○ Barbara asks if section reduction affected any teachers. Christina says yes, a little.
They’ve worked on adjusting monetary schedules for certain teachers. Teachers
have been in the loop.

VII. Consent Agenda:
A. Approval of Board Meeting Minutes:

■ 2021-05-10 Regular Meeting
■ 2021-05-20 Special Meeting

B. Approval of 2021-22 CAVIAT MOU
C. James motions to approve. Phil seconds. James aye. Birgit aye. Phil aye. Barbara aye. Ron aye.

Debra aye. No nays. No abstentions. Motion carries.
VIII. Action Items:

A. Presentation, discussion, and possible action re: Approval of 2021-22 Revised Proposed Budget
■ Barbara (of the Finance Committee) discusses the budget. Points out one good thing: refinancing of

bond makes a big difference, saving money. One bad thing: FALA needs more than 270 students to
run the school. Low enrollment affects the bottom line and is not sustainable. This next year is
extremely important financially. Need to get FALA on everyone’s radar. Cutting classes doesn’t feel
good. She lets the board know this is serious and that FALA can’t live on grant money.

■ James: current financial reports (to be discussed later) show grants are 80 percent of our money
right now.

■ Debra asks which items we will be losing. Eli points out federal aid lines—grants in particular.
■ James: This budget is as trim as it gets. Barbara adds: there's no money being wasted. Nothing left

to cut.
■ Ron is very concerned about what happens come August and we are at 260 students or so. Are

there contingencies? Barbara clarifies it’s budgeted at 270 and she doesn't think it will drop below.
■ Eli says he’s pretty confident about that number but warns that one contingency is salary reductions.
■ Ron says that Eli may need to spend more on marketing to drive higher enrollment. Eli says the

budget has fundraising and marketing monies to spend.
■ James motions to approve. Phil seconds. James aye. Birgit aye. Phil aye. Barbara aye. Ron

aye. Debra aye. No nays. No abstentions. Motion carries.
■ Eli: I have to get this to state within a week. Will do electronic board signing.

B. Presentation, discussion, and possible action re: Approval of 2021-22 Academic Calendar
■ James: This includes the aforementioned 8 days of Professional Development. Eli: Actually more

than that. He clarifies: 5 full PD days and 8 half days. Rest of Fridays will have an Advisory Period.
■ James asks if this meets the standard for seat time. Eli says yes.
■ James motions to approve. Phil seconds. James aye. Birgit aye. Phil aye. Barbara aye. Ron

aye. Debra aye. No nays. No abstentions. Motion carries.

C. Presentation, discussion, and possible action re: Approval of 2021-22 Bell Schedule
■ Eli says basically going back to M-TH A and B schedules. Fifth period longer on some days to make

up for the shorter Fridays. Eli also explains the PD routine on Fridays.
■ James noticed the passing time is 5 minutes, which is shorter than the recent hybrid schedule. Eli:

It's being done more efficiently.
■ James references Item E and asks for its impact on schedule. Eli: This legislation allows for flexibility.

It will work in-person.
■ Barbara: Are we keeping A-B days? Eli: yes. And it’s the same schedule for middle and high schools.

Middle school will do lab time at the end of day.
■ James motions to approve. Phil seconds. James aye. Birgit aye. Phil aye. Barbara aye. Ron
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aye. Debra aye. No nays. No abstentions. Motion carries.

D. Presentation, discussion, and possible action re: Organizational Health (incl. Enrollment, Culture, Structure)
■ Materials:

● Distributed Leadership Structure (Visual)
● Distributed Leadership Progress 2020-2021
● Outline and Rationale of a Distributed Leadership Structure
● 2021-22 Organizational Structure Budget Comparison
● Staff Exit Survey
● Enrollment Marketing Strategy Plan

■ Discussion:
● Decreasing enrollment is not sustainable long term; What can be changed?
● Impact of culture on structure/enrollment; Positive changes in culture due to staff turnover.
● Status of structural changes; Future challenges and opportunities.
● Board/ED/Staff relations.

■ Proposals:
● Staff:

○ Board Members are invited to and requested to attend Staff Trainings on
Communication and Distributed Leadership (1st week of August)

○ Board Members are invited to and requested to attend Staff Meetings (Friday
afternoons)

○ Weekly meetings between James and Eli are changed to include Leadership
○ A Board Representative is invited to and requested to attend Leadership Meetings

as a non voting Member (Schedule TBD; For non personnel matters only)
● Board:

○ James, Barbara and Legal Counsel met on June 14, 2021. This group proposes to
engage an external facilitator to determine current status and provide
recommendations.

■ James: This will be a bear of a discussion. We want to be time aware.
■ Phil asks for clarity on what the Board might be voting on. James: if we can come to a consensus,

we could say we as a board support this and that these are next steps. Or we feel another model is
more appropriate. Or we could decide we need to spend more energy on marketing and enrollment
and therefore address the org chart later.

■ Eli gives the synopsis of exit survey: No. 1 thing is communication. Number of people leaving is
based on not being happy with communication. Didn’t tell us much new overall. He found irony with
extraverts that monopolized conversation are mostly the ones who left.

■ Ron: People who left wanted what kind of org structure? Eli says there were no specific conclusions
on that.

■ Phil quotes from the document: “There does not appear to be a clear structure on who to go to if
something is amiss.” Reflection of current org chart? Eli says that’s not clear, but probably a
continual problem.

■ Ron talks about why people leave their jobs. Says communication is an unusual reason to leave a
job. Alex Cohen Gray (director of students) came up with exit interview questions and she notes that
two teachers who left were the largest proponents for the TP movement and weren’t happy with the
pace of progress.

■ Debra asks about rotating positions and if the director of student services job was renewed. If this
position is in place, it’s set up to be this model for next year.

■ Eli: It is and it isn’t. Director takes on 2/3 of Dean’s old duties. This is a revised model. James says
the answer to Debra’s question is that the org chart is already in play.

■ Debra: so, are we talking about this for the next year then (2022-23)? Eli: what’s in place currently is
a variant of this org chart. This is a compromise between now and in the future.

■ James: I’m going to be very frank. Doesn’t seem like the admin needs Board approval for this. Why
are we here, Eli, if you’re going to go through with this model? Eli: We would like to move forward
with this model. We need input and suggestions from the Board. (Discussion continues between Eli
and James.)

■ Debra: asks Alex if her position was being rotated over. Feels like this is already in place for next
year, so I’m not understanding why we're talking about it. Eli references legal counsel meetings and
perhaps brings someone into focusing on what needs to be looked at.

■ Ron: You hire a director to run the org and figure out the management team and structure. Unusual
for me how he runs the school. James: things like this have been posed to the Board before and
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there was staunch opposition to taking school in similar directions. He asked legal counsel and found
that it does fall in Board's purview. This Board has previously expressed a lot of concern about the
structure.

■ Debra: Another concern would be the financial aspect of this. Every student counts. This model is
more expensive, where are we gonna get that money? Eli: This model is an interim idea of spreading
out leadership. There are other TP models. The cost listed is the full cost. Debra says she’s not
worried about costs this year, but do we need to have the org charter discussion right now?  James
wants to get a sense from other board members.

6:18 The Board takes a break. Returns at 6:26. James proposes that the Board continue with this
discussion for another fifteen minutes.

● Phil says he doesn't feel like this org proposal has ever been fully and effectively presented enough
for the Board to understand it let alone buy into it. Always more questions than answers. I Hope we
postpone conversation for a special workshop or session.

● Birgit agrees with Ron that the Board doesn’t need to go into the weeds of this matter. Overall
direction is the same as last year: I don’t see clear roles and responsibilities. I don’t see exit survey
issues addressed. My proposal to give direction to Eli and leadership as to how to build out this
model. Also: with some staff leaving there's been a change in FALA culture and so I’d like to express
concern about this. Eli says admin is aware of cultural changes and its importance.

● Birgit makes suggestions for job descriptions. She questions Board members sitting in on training
meetings as proposed. I don’t think that's our role, how to deliver solutions to the communication
problem. James had a “similar gut reaction.” Counsel’s recommendation was that it’s ok if we want to
know or participate more on an individual basis.

● Barbara asks for details on stipends and reps. Also talks about distribution of leadership. Feels like
we’re adding a step vs. subtracting, so not solving any problems. Agrees that it’s way too late to do
anything right now re models.

● James and Barbara talk about their meeting with counsel. James summarizes that financially we
need to do something. If we get less than 270 students it’s my perception that the school cannot
survive. What can we do to ensure long-term success of this organization?

● Ron: need some evaluation process, how it achieves or doesn’t achieve its goals. James previously
asked for metrics re that. His personal sense of urgency is placed on near-term survival of the
school. He expresses the need to concentrate on ramping up marketing strategy.

● Phil isn’t sure about the Board's need to discuss marketing ideas at this meeting, but does offer a
sampling of his concerns, that there’s a disconnect between the new mission statement and
marketing plan. He also points out that FALA should have an advantage selling the idea of creativity,
which it's good at and which is a big part of America’s competitive advantage.

● James motions to recommend the administration focus on the marketing strategy and how to get and
retain students, and getting advice from a consultant to dig into it. There is no second. Discussion
ensues about the strategy and the narrow window to implement it.

● Alex chimes in re distribution for enrollment: FALA is jam-packed for 6-8 grades; there are waiting
lists. Meanwhile Grades 9-11 attrition is greatest. So FALA needs high schoolers. It’s important for
the Board to see this.

● Barbara asks about the marketing budget. When going to hire a marketing person? Eli: posting it in
July. Part-time person. Barbara: talked about the 25th anniversary, a great tool for next year. Adds
that everybody who works at FALA needs to help with enrollment. This is serious. She’d like to see
them all onboard for this effort.

● James concludes discussion. If the Board has ideas on how to continue discussion, please let him
know.

E. Presentation, discussion, and possible action re: Exploration of HB2862 Capabilities
■ Materials:

● HB2862 Documents
■ Discussion:

● Allows for flexibility
● Does not need to be implemented but may assist with different revenue streams
● Pros/Cons to be determined with Staff if Board supports further exploration

■ James makes a motion to approve and that Board hold two hearings in order to satisfy
requirements to get this capability. Ron seconds. (James asks to put this item up for two
subsequent meetings for public hearing.) James aye. Birgit aye. Phil aye. Barbara abstains.
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Ron aye. Debra aye. No nays. One abstention. Motion carries.

F. Presentation, discussion, and possible action re: Approval of Board Meeting Location Changes (In-person
and/or Hybrid).

■ Board agrees to continue virtual meetings through summer.

G. Presentation, discussion, and possible action re: Finance Committee Report
■ Birgit moves to table. Phil seconds. James aye. Birgit aye. Phil aye. Barbara aye. Ron aye.

Debra aye. No nays. No abstentions. Motion carries.

H. Presentation, discussion, and possible action re: Approval of Current Financial Reports
■ Additional years and details to compare trends (YTD Comparison)
■ James moves to table. Phil seconds. James aye. Birgit aye. Phil aye. Barbara aye. Ron aye.

Debra aye. No nays. No abstentions. Motion carries.

I. Presentation, discussion, and possible action re: Review of Strategic Plan Implementation Plan
■ James moves to table. Ron seconds. James aye. Birgit aye. Phil aye. Barbara aye. Ron aye.

Debra aye. No nays. No abstentions. Motion carries.

IX. Future Agenda Items:
A. New Contracts
B. Presentation, discussion, and possible action re: Goal setting for ED

■ Information:
● ED Goal Prompts for 2021-2022

■ Discussion:
● Identify goals for ED for the next year. How many are appropriate? Should different areas be

prioritized?
● Identify metrics and establish check-in frequency
● Establish SMART goals where possible (Specific, Measurable, Achievable, Realistic, Time

bound)
C. Board:

■ Annual Meeting (August)
■ Board Calendar (Evaluations, Budgets, Contracts, Annual Meeting, Board member terms, etc.)
■ Update board office responsibilities
■ Board Evaluation Survey Results from ASBA

D. Teacher evaluation model
E. Handbooks:

■ Employment Handbook
■ Student & Family Handbook

F. Policies:
■ Internship Policy
■ Trip Chaperone policy - Field Trip section (IJOA-R)
■ Facilities Rental policy
■ Policy on Attendance for performances/auditions

X. Adjournment: James moves to adjourn at 7:21 p.m. Birgit seconds. James aye. Birgit aye. Phil aye. Barbara
aye. Ron aye. Debra aye. No nays. No abstentions. Motion carries.

Agenda Posted: 2021-06-18  4:45PM
Minutes Posted: 2021-06-22  2:40PM
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