                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                   

ELFRIDA ELEMENTARY SCHOOL DISTRICT #12

GOVERNING BOARD WORK STUDY SESSION MINUTES

VALLEY UNION HIGH SCHOOL OLD LIBRARY ROOM
4088 W Jefferson Rd.
Elfrida, AZ  85610

WORK STUDY SESSION MEETING MINUTES

July 17th, 2025 AT 11:30 A.M.



1. Shelly Hibbits opened Work Study Session Meeting for Elfrida Elementary at 11:54 AM
1. Motion By Sara Ruegg to approve Agenda Adoption. Seconded by Glenna Brazeal. 
1. Discussion: IGA with Valley Union High School 
The meeting focused on clarifying the audit report and addressing issues related to fuel usage, salary allocations, and transportation responsibilities. Key points included the need for accurate fuel tracking, the salary split between high school and elementary positions, and the responsibilities of transportation and maintenance staff. It was noted that the high school pays 50% of Lupe's salary, while the elementary pays the other 50%. The discussion also covered the need for clear contracts, the allocation of resources, and the importance of maintaining accurate records for audits. The participants emphasized the need for better communication and documentation to avoid future misunderstandings.
Cafeteria Operations and Responsibilities
1. Free and Reduced-Price Lunch Program:
Verification of student eligibility for the Free and Reduced-Price Lunch Program will be conducted in accordance with state and federal guidelines to ensure compliance.
2. Billing and Claims Submission:
· Billing: Alma and Zaida are responsible for preparing and managing cafeteria billing.
· Claims Submission: Trina and Zaida will submit reimbursement claims to the appropriate state or federal agencies.
3. Meal Tracking:
Meal counts will be tracked daily through the designated point-of-service system to ensure accurate reporting for reimbursement and inventory management.
4. Meal Preparation and Service:
· Cooking: Designated cafeteria staff will be responsible for meal preparation.
· Serving: Trained personnel will serve meals in accordance with food safety and nutrition standards.
5. Ownership of Facility and Equipment:
Facility and kitchen equipment ownership will be confirmed and documented, specifying which district owns and maintains each asset.
6. Compliance and Accountability:
Procedures will be implemented to ensure full compliance with all meal program regulations. No meals should go unpaid or unaccounted for. Regular audits and reconciliations will be performed to maintain program integrity.
Cafeteria Staffing and Cost-Sharing Agreement
1. Staffing:
Elfrida Elementary will provide one cafeteria worker per day, scheduled for 5 hours daily, to support meal services at Valley Union High School (VUHS).
2. Ordering:
Veronica will be responsible for all food and supply orders for the combined Elfrida Elementary and VUHS meal service program.
3. Meal Service Integration:
Meal programs for Elfrida Elementary and VUHS are combined for operational efficiency. Monthly meal counts will be reviewed to monitor participation and ensure accurate reporting.
4. Meal Reimbursement Rates (2024-2025):
· Breakfast: $2.37 per meal
· Lunch: $4.52 per meal
These rates will be used to determine food and labor costs.
5. Cost Allocation:
Food and labor costs will be evaluated based on the percentage of meals served to each site. Adjustments will be made quarterly to reflect actual meal counts and associated costs.
6. Equipment Rental:
A quarterly equipment rental fee of $3,062.50 will be applied. This amount will be verified and adjusted quarterly based on actual utility usage (e.g., electricity, water, gas).
Transportation and Maintenance Agreement
1. Ownership of Equipment:
A complete list of transportation and maintenance equipment will be compiled to clarify ownership by each district.
2. Ridership Tracking:
Each school is responsible for tracking its own student ridership data.
3. Route Report Preparation:
A designated transportation coordinator will prepare route reports. Responsibility for this role must be clearly assigned.
4. Inventory Reporting and Maintenance:
One lead individual will be identified to maintain and report on the transportation and maintenance inventory.
5. Equipment Maintenance:
Each school will be responsible for the maintenance and upkeep of the vehicles and equipment it owns.
6. Driver Employment and Route Planning:
Drivers will be employed through Elfrida Elementary School. Routes and schedules will be determined collaboratively based on student needs and district calendars.
7. Route Reports:
Route reports will be maintained by the transportation coordinator and shared with both districts on a regular basis.
8. Fuel Usage:
Fuel for buses and vans will be tracked. Elfrida Elementary will manage fuel use and include those costs in the quarterly reimbursement billing. Vans used by Elfrida Elementary must be returned with a full tank of fuel.
9. Employee Oversight and Location:
All transportation and maintenance employees will be moved under Elfrida Elementary employment for administrative and payroll purposes.
10. Billing and Reimbursement:
Elfrida Elementary will submit a quarterly reimbursement invoice to the partnering school district, with costs split 50/50 unless otherwise noted.
11. Facility Use and Space:
Adequate space will be provided and identified for transportation operations and equipment at both sites.
IGA Collaboration and Maintenance Planning:
Kirk and Elizabeth will research the St. David IGA and its approach to shared services, including IT support.
The IGA (Intergovernmental Agreement) team will meet twice a year to review and coordinate shared maintenance needs—such as fencing—and to conduct a spring meeting focused on the evaluation of shared employees.
· schools will be responsible for sharing for posting and representation of Interviews

All Shared Employees:
 Superintendent Time and Cost Split:
The superintendent’s time and associated costs are divided between the high school and elementary school based on an agreed-upon allocation of duties and responsibilities. This ensures each district is appropriately charged for services rendered.
 Evaluation, Hiring, and Contract:
Discussion regarding the superintendent's evaluation, hiring, and contract was tabled following the executive session and will be revisited at a later date.
1. Administrative Services in the Absence of Building Administrator:
In the absence of a building administrator, designated lead teachers will assume administrative responsibilities. These individuals will be identified by the Boards as needed, particularly in emergency situations. A clear chain of command will be established to ensure continuity of leadership and decision-making.
1. IT Support Services:
IT support for Ed and Sarah will be shared as needed. Further discussion regarding the structure and responsibilities of shared IT services has been tabled for future consideration.
1. Security Guard Cost Sharing:
The cost of the security guard will be shared equally between the high school and the elementary school, with each covering 50% of the total expense.
Final Clarifications and Future Plans
· Elizabeth will review the remaining questions from the audit and the answers provided.
· Elizabeth emphasizes the need for clear communication and documentation to avoid future issues.
· Elizabeth suggests calling an emergency board meeting to address any remaining concerns.
· Elizabeth outlines the next steps for financial planning and the need for clear agreements between schools.
	  4.   Motion by Glenna to adjourn Work Study Meeting at 3:18 PM Seconded by Sara Ruegg.
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_______________________________________________________
Shelly Hibbits Board President

________________________________________________________
Sara Ruegg Board Member

_________________________________________________________
Glenna Brazeal Board Member

Minutes submitted by Alma Garcia on July 22, 2025

