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1.0 Executive Summary 

1.1 Context 

Beginning in the fall of 2008, the senior pastors from four congregations began a discussion 
about a vision for a cooperative venture for Lutheran education on the south side of Fort 
Wayne. These four congregations included Bethlehem, Mt. Calvary, Peace and Zion. The pastors 
envisioned a school that is growing and vibrant which provides a Christian education with 
distinctive academic excellence and new educational methods. This educational experience 
would  be affordable for families because of the ability to combine the resources of four 
congregations with  a larger enrollment base. 

The four pastors soon encouraged greater involvement from their congregation and outside 
advisors, and a Steering Committee was formed with the following members: 

Four Original Pastors 
Staff Members from 
Respective Schools 

Congregational and 
School Officers  

Outside Advisors 

Bethlehem 
Å Rev Jeffrey Geisler 

Mt Calvary 
Å Rev Donald Porter 

Peace 
Å Rev Paul Spira 

Zion 
Å Rev Douglas Punke 

 

Bethlehem 
Å Phil Amt 
Å Rev Steven Ensley 
Å Renee Bleke 

Unity 
Å LuAnn LeBeau 

Zion 
Å Rev Ronald 

Stephens 
 

Bethlehem 
Å Clifford Dietrich 
Å Glenn Emley 

Mt Calvary  
Å Thomas Nehrenz 

Peace 
Å Marty Blessing  
Å Ron Gehring (Chair) 

Unity 
Å  Samih Abouhalkah  

Zion 
Å Rev Richard 

Lammert 

Indiana District 
Å Jon Mielke  

True North Strategic 
Advisors 
Å Chris Goeglein 

CLHS 
Å Terry Breininger 

 

 
The Steering Committee also formed six different committees to work on defining the key 
aspects of the joint venture. The membership of the committees consists of a chair, usually a 
steering committee member, other steering committee members, and other lay members who 
are  able to contribute to the specific subject matter of the committee. The committees 
appointed by the Steering Committee are: 

 Curriculum 

 Enrollment Management & Marketing 

 Facilities 

 Finance 

 Governance 

 Human Resources 
 
The work of the various committees forms the primary basis of this Definition Document.  
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1.2 Purpose of the Definition Document 

This document and the Power Point which will accompany it will be used to communicate the 
primary elements of the joint venture to parents and families, the representative school boards 
and participating congregations. The document has been designed to provide enough details to 
facilitate a congregational vote and final approval on the joint venture. The document should 
provide the required information to parents so that they can recognize the compelling nature of 
this new venture and determine their continued participation. 

However, the Steering Committee recognizes that a new association will need to immediately 
form a new school board who will govern the new organization on a going forward basis. As 
such, this document does not answer every specific question about the new venture. It will be 
the responsibility of the new association board to communicate additional details in the weeks 
and months ahead. 

1.3 Shared Values 

 Vibrant Christian Education in Lutheran Context 

 Significant, Life-Changing Impact on Students and Their Families 

 Commitment to Diversity 

 Growing Enrollment 

 Implementation  of Leading-edge Teaching Methodologies  

 Strong Community Presence on the South Side of Fort Wayne 

 Cooperation Among Lutheran Congregations 

 Affordable Education of a Superior Quality on the South Side of Fort Wayne 

1.4 Guiding Principles 

Association 
A new association of churches, Lutheran South Association (LSA), or some other name as chosen 
by the association, would be formed by Bethlehem, Mount Calvary, Peace and Zion. Each 
congregation would expect to have equal Board / Delegate representation. The association 
would encourage additional congregations to join over time. Unity is willing to utilize and 
rename its existing non-profit corporation as a vehicle for forming the association. 

Name(s)/Brands 
The names of the schools will be determined by LSA and could result in the use of existing 
names or the selection of new names. One possibility is to maintain the Unity name for the 
Calhoun location because the original name was chosen at its inception to symbolize the coming 
together of separate congregations and as an invitation to additional member congregations. 

Location(s) 
LSA will choose to operate one or more school locations depending on enrollment. In an effort 
to minimize expense and maximize the synergy of a common location, two sites should only be 
utilized if the first school location has exceeded capacity. The selection of a primary site should 
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be based on maintaining the highest possible enrollment and causing disruption to the fewest 
number of existing families. Secondary sites will be utilized for selected programming and as a 
permanent location if enrollment goals are achieved. 

Tuition 
Superior quality, yet affordable education should be the objective as synergies develop through 
the combined enrollment of three current schools and the resources of four congregations. The 
true cost of education must be known and accepted with congregational support and outside 
funding used to drive the actual tuition down to an affordable level. A standard member / non-
member tuition rate schedule similar to the tuition rate schedules in place at the three existing 
schools should be adopted. 

Faculty 
The LSA School Board will select the administrator and faculty. Teachers currently called (by a 
congregation) and/or commissioned (by synod) with five or more years of service on the 
faculties of Bethlehem School, Unity Lutheran School, or Zion Lutheran Academy will be placed, 
if they so desire, although not necessarily in the position in which they currently serve. If 
additional teachers or administrators are needed, other current teachers from the partnering 
schools will be considered for the remaining positions. For those positions, the goal of the 
School Board will be to select the best qualified administrators and teachers. All administrators 
and teachers must commit, however, to participate in the investigation and adoption of leading-
edge, innovative instructional strategies. In the future, LSA will issue calls from the 
congregations or the school on a case-by-case basis, or use contracted teachers. 

Curriculum 
The LSA School Board will set forth the educational philosophy and standards for the school in 
keeping with the accreditation standards set by the State of Indiana and the National Lutheran 
School Accreditation. Curriculum initially will be consistent with the past practices at the schools 
to maintain accreditation standards, the stability of the educational model and ease the 
transition for teachers and students. The course offerings will be determined by the school 
administration in consultation with a curriculum committee which will be comprised primarily of 
faculty and administrators of the school. This curriculum committee will determine the specific 
curriculum for each course of study. An effort will be made to align the curriculum with other 
Northeast Indiana Lutheran School Services (NEILSS) schools. 

Methodology 
In the Fall of 2009, LSA will encourage the school administration and faculty to begin to explore 
and implement the leading-edge educational techniques which will further improve the quality 
of education, drive enrollment growth, and attract donor interest. 
 
Accreditation 
Accreditation has been a focus of the three existing schools, accreditation being achieved with 
the State of Indiana and National Lutheran School Accreditation. Maintaining or achieving 
existing accreditations should be a requirement for LSA. 
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The specific deliverables of the formed committees have been developed within the framework 
of the Shared Values and Guiding Principles. 

2.0 Governance 

2.1 Name of Association 

The steering committee has been using the name Lutheran South Association (LSA) in its 
deliberations to date. The Governance Committee recommends adopting this as the name for 
the association.   

2.2 Name of School(s) 

Following the Guiding Principles document, the committee acknowledges that the names of the 
schools will be determined by LSA and could result in the use of existing names or the selection 
of new names.   The appropriate name for the school was discussed at length by the Steering 
Committee.  The Steering Committee has determined that the focus should be on the vision 
behind this endeavor, and not on the school name.  Therefore, the name Lutheran South Unity 
School will be utilized for the time being, with the final name, logo, school colors, and mascot 
chosen by the LSA Board sometime this summer.  It is anticipated that faculty, parent, and 
student input will be given a high priority in this decision.   

2.3 Governance 

The LSA Governance Model will be a shared-governance model with the four member 
congregations each directly appointing board members. It is recommended that the new LSA 
board adopt a primarily policy-based governance model over time, consistent with the past 
governance practices of each original school. 

2.4 Board Structure 

Each member congregation will appoint 3 board members for a total of 12 board members. A 
simple majority vote will carry any board action.  The administrator(s) will serve as ex officio, 
non-voting board member(s).  A pastoral advisor will be appointed on a rotating basis from the 
four congregations. 

2.5 Board Terms 

Initially, each congregation will appoint a board member to each of 1-year, 2-year and 3-year 
terms. Board Members may  serve 2 consecutive terms, which must be followed by at least one 
year off the Board. An initial term of less than three years, or board service prior to 2009, will 
not count towards the consecutive terms. After its formation, the LSA board will review and 
modify the term limits. 
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2.6 Board Member Qualifications 

Board members must meet the following qualifications: 
1. Member in good standing of a LSA member congregation. 
2. Passion for Christian Education. 
3. Experience is recommended in one of the following areas: education, business, 

marketing, legal, accounting, fund-raising, not-for-profit boards or administration, or 
any other area deemed valuable by LSA. 

 
Board Members must not be: 

1. Any member of the faculty or staff of a LSA school. 
2. A direct relative (spouse, son, daughter, sibling , father or mother) of a paid faculty or 

staff member of a LSA school. 
3. A pastor on staff of a LSA member congregation. 

2.7 Board Member Selection 

When a board vacancy occurs, the LSA Board will notify the congregation of the opening and the 
primary skill or skills that the LSA Board is looking for in a new board member. In the case of 
multiple openings anticipated to occur at the same time (board class with common expiration 
terms), the LSA may stagger its communication with the respective congregations over several 
months to ensure adequate time and attention is given to making sure qualified board members 
are appointed who meet the qualifications and skill requirement. 

2.8 Separation of Duties  

 Good governance is characterized by clear roles and responsibilities. The chart below depicts 
the primary roles and responsibilities: 

Congregations Board Administrator (Principal) 

Å Approve annual budget 
Å Approve any changes to the 

association article or bylaws 
Å Elect board members meeting 

the criteria of the LSA Board 

 

Å Review and adopt a budget 
for congregational approval 
Å Annually set tuition rates 
Å Provide strategic direction 

and set policy for LSA  
Å Recruit, retain, hire, or 

dismiss the administrator 
Å Recruit, retain, hire or dismiss 

faculty and staff 
Å Notify the congregations of 

board openings and skills 
required 

Å Manage all day-to-day 
operations of the school 
Å Supervise the faculty and staff 
Å Prepare an operational 

budget with the LSA finance 
committee for approval by 
the LSA Board 
Å Responsible for meeting state 

curriculum standards 
Å Other duties as specified by 

the LSA Board 
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Committees 
Committees may be formed from time to time as defined by the LSA Board. Possible committees 
for consideration are: Finance, Enrollment Management and Marketing, 
Development/Achievement, and Governance. 

2.9 Lutheran South Foundation (LSF) 

It is recommended that the association form a new foundation as soon as practical after the 
start  of the new association. The foundation would exist to raise an endowment to fund 
scholarship and tuition assistance programs. It is further recommended that the LSA board have 
the sole right to appoint board members for the foundation, thus ensuring the foundation 
remains under the effective control of the new association. Board membership on the new 
foundation could be a successful method for engaging parents or other who may not have the 
time or interest to serve on the association board. 

3.0 Finance 

3.1 Enrollment Assumptions 

The Enrollment Committee for the joint venture estimates a high enrollment of 262 students 
and a low enrollment of 216 students. In order to be conservative, the base case model uses a 
targeted enrollment of 220 students for the 2009-10 school year. The following table shows the 
base case enrollment assumptions by grade: 

Grade Number of Students 

Kindergarten 17 

1st Grade 18 

2nd Grade 28 

3rd Grade 26 

4th Grade 22 

5th Grade 28 

6th Grade 34 

7th Grade 22 

8th Grade 25 

Total All Grades 220 

 

3.2 Recommended Tuition Rates 

The base case tuition rates were determined by reviewing the historical rates from all three 
Lutheran schools and determining how best to set the tuition given the differences between the 
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schools. The tuition rates assumed for the merged school in year 2009-10 are based off the 
highest tuition of the three schools (Unity) for 2008-09 rate less 10%. The following table gives a 
detailed breakdown of those rates. It was also assumed that 55% of all students pay 1st child 
rates, 36% pay 2nd child rates and 9% pay 3rd child rates.  The final tuition rates will be set at 
the inaugural LSA Board meeting. 

 

 

 

 

It is recommended that each of the four congregations, along with LSA create or continue 
tuition assistance and scholarship programs that will assist families in the transition to this new 
tuition schedule.  LSA will immediately seek grant funds to assist in this effort for the 2009-10 
school year. 

3.3 Congregational Assessment 

Total congregational assessment was calculated as being the total funds needed to bridge the 
gap between revenue from all other sources and total operating expenses (including staffing). A 
ŦƻǊƳǳƭŀ ƎƛǾƛƴƎ нр҈ ǿŜƛƎƘǘ ǘƻ ŜŀŎƘ ŎƻƴƎǊŜƎŀǘƛƻƴΩǎ ŎƻƳƳǳƴƛŎŀƴǘ ƳŜƳōŜǊǎ ŀƴŘ тр҈ ǿŜƛƎƘǘ ǘƻ 
the number of member students from each congregation attending the school was used to 
determine the assessed amounts for each congregation. The table below gives a breakdown for 
each church and the estimated assessment for the upcoming school year for the new school.  

 
Communicants-

25% weight 

Member 
Students-75% 

weight 

% of total 
assessment 

Estimated 
Assessment 

2009-10 
School Year 

Peace 321 17 15% $79,908 

Mount Calvary 643 45 35% $195,580 

Bethlehem  858 38 33% $184,335 

Zion  458 19 17% $93,844  
Totals 2280 119 100% $553,667 

3.4 Congregational Tuition Assistance 

It may be appropriate for each of the congregations to consider direct congregational support of 
member students and non-member students who have attended their schools.  This support 
may take a variety of forms, and may involve grants, matching gift programs, and other 
congregational programs to off-set tuition. 

 Member Non-Member 

1st Child Rate $2,196 $3,362 

2nd Child Rate $1,894 $2,871 

3rd Child Rate $1,645 $2,454 



 Final Definition Document 
 

  

  Page 10 

 

3.5 Expense Assumptions 

Faculty and Staff  
{ŀƭŀǊȅ ŀƴŘ ōŜƴŜŦƛǘǎ ǿŜǊŜ ŎŀƭŎǳƭŀǘŜŘ ŀǎǎǳƳƛƴƎ ŀƴ ŀǾŜǊŀƎŜ ǘŜŀŎƘŜǊΩǎ ǎŀƭŀǊȅ ƻŦ ϷплΣллл ŀ ȅŜŀǊ ǿƛǘƘ 
an additional $15,000 to $18,000 for taxes and benefits. For the base case forecast 15 faculty 
positions (including an administrator) and four staff positions were assumed. The details behind 
their positions are included in the Human Resource section of this document. 

Administrative & Operating Expenses 
Because the guiding principle assumes the site with the highest current enrollment will be the 
primary site, the administrative and operating expenses assumed in the base case forecast 
ǎǘŀǊǘŜŘ ǿƛǘƘ ¦ƴƛǘȅΩǎ нллу-09 budgeted expenses increased by 30%. Also included in the 
administrative and operating expenses was $15,000 for books, $25,000 for capital 
improvements and $10,000 for marketing expenses.  

In other analysis done by the Finance committee which assumes even higher enrollments, the 
combined 2008-09 budgeted administration and operating expenses of Unity and Bethlehem 
are combined for the new schools 2009-10 budget.  
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Income

Tuition & Fees Income

Member Tuition $242,868 21%

Non-Member Tuition $312,824 27%

Gross Tuition Income $555,692 48%

Less Funded Tuition Discounts ($78,500) -7%

Less UnFunded Tuition Discounts ($77,567) -7%

Total Net Tuition Income $399,625 34%

Congregational Income

Congregational Assessment

Peace $79,908 7%

Mount Calvary $195,580 17%

Bethlehem $184,335 16%

Zion Lutheran $93,844 8%

Total Congregational Assessment $553,667 48%

Tuition Discounts $156,067 13%

Total Congregational Income $709,734 61%

School Fees $51,700 4%

Total Tuition, Congregational & Fees Income $1,161,059 100%

Other Income

Grant & Scholarship Funds $25,000 2%

Title I Grant $27,954 2%

Scrip & Fundraisers & Other General Contributions $61,967 5%

Total Income $1,275,980 110%

Expenses

Salary & Benefit Expenses $1,102,525 86%

Administrative & Operating Expenses $173,455 14%

Total Expenses $1,275,980 100%

Operating Surplus (Deficit) $0

Total Cost Per Student $5,800

Lutheran South Joint Venture

Base Case Forecast - School Year 2009-2010

3.6 Base Case Forecast 
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160 180 200 220 240 260 280

BUDGET

Gross Tuition $404,140 $454,657 $505,175 $555,692 $606,210 $656,727 $707,245

Less Funded Tuition Discounts ($78,500) ($78,500) ($78,500) ($78,500) ($78,500) ($78,500) ($78,500)

Less UnFunded Tuition Assistance ($50,958) ($59,828) ($68,697) ($77,567) ($86,437) ($95,307) ($95,307)

Net Tuition $274,682 $316,330 $357,978 $399,625 $441,273 $482,921 $533,438

Congregational Assessment

Peace $103,816 $95,847 $87,877 $79,908 $71,939 $76,643 $68,674

Mount Calvary $254,096 $234,590 $215,085 $195,580 $176,074 $187,590 $168,084

Bethlehem $239,487 $221,103 $202,719 $184,335 $165,951 $176,804 $158,421

Zion Lutheran $121,921 $112,562 $103,203 $93,844 $84,485 $90,010 $80,651

Total Congregational Assessment $719,319 $664,102 $608,884 $553,667 $498,449 $531,047 $475,830

Total Congregational Tuition Assistance $129,458 $138,328 $147,197 $156,067 $164,937 $173,807 $173,807

Miscellaneous & Other Revenue $152,521 $157,221 $161,921 $166,621 $171,321 $176,021 $180,721

Total Revenue $1,275,980 $1,275,980 $1,275,980 $1,275,980 $1,275,980 $1,363,795 $1,363,795

Salary & Benefit Expenses $1,102,525 $1,102,525 $1,102,525 $1,102,525 $1,102,525 $1,102,525 $1,102,525

Administration & Operating Expenses* $173,455 $173,455 $173,455 $173,455 $173,455 $261,270 $261,270

*Students > 250 assumes increased Expenses

Operating Surplus (Deficit) $0 $0 $0 $0 $0 $0 $0

Number of Students

3.7 Sensitivity Analysis 

The following table depicts the affect that enrollment numbers have on the congregational 
assessments. As the number of students decrease, the congregational assessment increases and 
vice versa. It is assumed that when the number of students goes over 250, the administrative 
and operating expenses will also increase. Salary and benefits remain constant for this analysis.  

 

4.0 Curriculum 

4.1 Educational Methods 

Beginning in the Fall of 2009, the LSA will assign the school administration and faculty the task of 
exploring and implementing leading-edge educational techniques which will improve the quality 
of education, drive enrollment growth, and seek to attract donor interest. A significant portion 
of the faculty meetings prior to the commencement of classes in Fall of 2009 will be used to 
instruct, encourage and assist the faculty in implementing the new techniques. Additional local 
in-service days throughout the academic year will be used to critique and adjust the 
implemented techniques and to explore and implement further instructional method 
improvements. 

 
The  vision driving this joint venture is  the creation of a learning environment characterized by a 
culture of collaboration and collegiality among faculty and the infusion of leading-edge 
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instructional strategies and processes.  The aim is to enhance the instructional process and 
student learning.  An underlying premise is that teachers are life-long learners and continually 
strive for excellence.  Even though teachers are masters of their content knowledge and 
curriculum, one area where we can continually improve is in the area of our pedagogy 
(instruction).  Instructional strategies, management techniques, and curricular design 
encompass three areas of effective pedagogy.  Marzano (2007) identifies many of those 
strategies listed as follows: 

 Identifying similarities and differences  

 Nonlinguistic representations 

 Constructing instructional rubrics that align with assessments 

 Generating and testing hypotheses 

 Cues and questions 

 Interactive notebooks  

 Summarizing and note taking 

 Guided practice with homework 

 Sentence stems 

 Comparison matrices 

Multi-modal instruction favors the brain's natural proclivity to learn (Willis, 2006).  All of these 
strategies help students elaborate on the information being taught.  When students summarize, 
draw, reflect, etc., multiple sensory pathways are involved and make it easier for students to 
retain and recall information.   

It is expected that teachers will work together to design lessons and thematic units that cross 
disciplines and target different ability levels.  In addition, the teachers will use instructional 
strategies and processes to enhance the learning environment.  Such an arrangement is the 
beginnings for differentiated instruction.  Differentiated instruction of this scope is manageable 
for it involves groups of students among two or possibly three different ability levels.  

4.2 Curriculum Content 

As stated in the guiding principles, the LSA School Board will set forth the educational 
philosophy and standards for the school in keeping with the accreditation standards set by the 
State of Indiana and the agencies associated with National Lutheran School Accreditation. The 
specific course offerings will be determined by the school administration in consultation with a 
curriculum committee of faculty and administrators of the school. This curriculum committee 
will determine the specific curriculum for each course of study. An effort will be made to align 
the curriculum with other Indiana District  schools. 
 
In an effort to prepare for the Fall of 2009, the proposed curriculum committee should be 
formed immediately following the formation of LSA. 2009-10 curriculum will be consistent with 
the past practices at the schools, however, not all current offerings will be guaranteed. 
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Over time, the curriculum will be adjusted to ensure consistency with the new educational 
methods. However, curriculum will continue to have alignment with other area Indiana District  
schools and continue to ensure the current accreditation. 

4.3 Accreditation 

Per the guiding principles, accreditation has been a focus of the three existing schools, 
accreditation being achieved with the State of Indiana and National Lutheran School 
Accreditation.  Maintaining or achieving existing accreditations should be a requirement for LSA. 
 
LSA should be aware of the requirement to maintain existing accreditations as it undergoes the 
formation activities of modifying the existing association, renaming the association, editing the 
bylaws, choosing curriculum, and investigating the new educational methods. 

4.4 Religious Instruction 

¢ƘŜ ŜƳǇƘŀǎƛǎ ƻƴ ά[ǳǘƘŜǊŀƴέ ƛƴ [ǳǘƘŜǊŀƴ ŜŘǳŎŀǘƛƻƴ Ƴǳǎǘ ǊŜƳŀƛƴ ŀ Ǿƛǘŀƭ ǇŀǊǘ ƻŦ ŀƴȅ ƴŜǿ [ǳǘƘŜǊŀƴ 
school organization. This means that there will be not simply an emphasis on Christ-centered 
education, but an emphasis on the Biblical doctrines confessed by Lutherans since the time of 
the Reformation, as articulated in the Lutheran Confessions contained in the 1580 Book of 
/ƻƴŎƻǊŘΣ ƛƴŎƭǳŘƛƴƎΣ ŦƻǊ ŜȄŀƳǇƭŜΣ ǘƘŜ ƳȅǎǘŜǊȅ ƻŦ ǘƘŜ Iƻƭȅ ¢ǊƛƴƛǘȅΣ ǘƘŜ ŎŜƴǘǊŀƭƛǘȅ ƻŦ WŜǎǳǎ /ƘǊƛǎǘΩǎ 
work of salvation on the cross, the primacy of justification by grace through faith alone in Jesus 
Christ, the efficacy  of the Word and Sacraments, baptismal regeneration, etc.  It is 
recommended that the religious instruction include the following aspects: 

 Each school week will begin and end with school-wide chapel consisting of orders of 
service from one of the service books of the LCMS. Brief school-wide devotions will begin 
the remaining days of the school week. 

 Class time weekly will be made available for individual pastors to conduct catechetic 
classes with all 7th and 8th grade students and other students deemed ready for 
ŎƻƴŦƛǊƳŀǘƛƻƴΦ ¢ƘŜ ōŀǎƛŎ ǘŜȄǘǎ ŦƻǊ ŎŀǘŜŎƘŜǎƛǎ ŀǊŜ ǘƘŜ .ƛōƭŜΣ [ǳǘƘŜǊΩǎ {Ƴŀƭƭ /ŀǘŜŎƘƛǎƳ ŀƴŘ ŀ 
service book of the LCMS. 

 The member congregation pastors will coordinate the schedule of instruction. These 
pastors shall examine those students desiring to be confirmed by the congregation. 
Students confirmed in the Evangelical Lutheran faith prior to 8th grade will continue their 
catechism instruction with the other students. 

 Memorization and recitation of Bible, catechism and hymn texts remain an important part 
of instilling a Lutheran ethos in children. 

 Class time weekly should be set aside for additional instruction in basic Bible stories and 
history. 

 In all other classes, tŜŀŎƘƛƴƎ ǿƛƭƭ ƴŜǾŜǊ ōŜ ŘƻƴŜ ƛƴ ŀ άǾŀƭǳŜ-ƴŜǳǘǊŀƭέ ǿŀȅΦ ²ƛǘƘƻǳǘ ƛƎƴƻǊƛƴƎ 
or neglecting topics of legitimate concern, teachers will always provide biblically-based 
views of moral, ethical, and scientific topics (for example, homosexuality and evolution). 
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5.0 Enrollment/Marketing  

5.1 Function 

 LSA is committed to the creation and support of an enrollment management and marketing 
function. Initially, LSA should have the equivalent of one full-time staff member (2 part-time 
employees or a job share would be acceptable) to support the enrollment management and 
marketing function. The function would have the following responsibilities: 

 Enrollment process 

 Enrollment and marketing materials 

 Scholarships/tuition assistance(both merit and need-based) and other financial aid 

 Coordination with each of four congregations regarding their scholarship/tuition 
assistance programs 

 Coordination of placement tests and all admissions procedures 

 Coordination of marketing efforts with marketing committee and school board 

5.2 Enrollment Projections 

The enrollment/marketing committee was tasked with creating initial enrollment projections for 
the joint-venture school. The following are low and high projections from the committee by 
grade for the 2009-10 school year: 

High Projection: 

Total 
Bethlehem Zion Unity Students

K 13 6 10 29
1 13 2 7 22
2 8 12 11 31
3 8 2 19 29
4 8 3 15 26
5 8 5 20 33
6 7 7 26 40
7 7 3 13 23
8 10 4 15 29

82 44 136 262

Estimated Students High Projection
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Low Projection: 

Bethlehem Zion Unity Students
K 7 5 8 20
1 7 0 7 14
2 5 10 10 25
3 5 3 18 26
4 7 2 15 24
5 7 5 18 30
6 4 4 24 32
7 5 2 12 19
8 8 4 14 26

55 35 126 216
 

5.3 Enrollment Strategies for Preschools and Other Area Lutheran Churches 

LSA should be the beneficiary of preschools at Peace, Mt. Calvary, and Zion. In addition, it is 
recommended that LSA target the following groups with preschools  and/or congregations  who 
do not have an elementary school: 

 Aboite Lutheran 

 Bethany Lutheran 

 Redeemer Lutheran 

 Southwest Lutheran 

 Trinity ς Decatur Rd. 

 Trinity ς {ǘΦ aŀǊȅΩǎ 

 Grace ς ELCA 

 ¢ƘŜ /ƘƛƭŘǊŜƴΩǎ ±ƛƭƭŀƎŜ ŀǘ [ǳǘƘŜǊŀƴ IƻƳŜ 

 New Life Lutheran 

 Holy Scripture Lutheran 

Every year enrollment packets should be provided to these schools in conjunction with on-site 
visits and open houses. The preschools should be an initial and on-going source of enrollment 
growth. 

In addition, possibilities for expanding enrollment from other area independent and faith-based 
preschools should be explored. Some of these include: 

 Waynedale United Methodist Church 

 Avalon Missionary Church and Preschool 

 Waynedale Baptist Church 

 Fellowship Missionary 
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5.4 Marketing Strategies / Short-term 

The committee recommends the following three short-term strategies be pursued for LSA. 
These strategies would take place between March and June 2009 and can be categorized as 
events, communications, and required marketing resources. 

Events 
 

Target Date Events 

March 8 
 

Informational open house held at Unity with separate breakout sessions for 
each school. This event could include a power point presentation on the joint 
venture by members of the steering committee along with a question and 
answer time with parents. It would be clear that this is an informational open 
house  prior to the congregational vote, but would give voters additional 
information in addition to the information presented by their congregations.   
The suggested format would be an open house from 1:30-6:00, with each 
school having a separate 90 minute breakout session for parents and faculty 
from that school.  General tours would be given every 30 minutes and there 
would be a general reception area for all parents to interact. 

March 9-15 Congregational votes are taken to approve new school association. 

March 16 Open house for parents and families.  The open house would provide 
enrollment information for the 2009-2010 school year. 

March 16  
 

Enrollment packets are mailed to all current students of Bethlehem, Unity 
and Zion (who do not attend the March 16 session) as well as the preschools  
represented by the participating congregations. 

March 16 ς April 15 Early Enrollment Period 

March 16 and May 11 Kindergarten Round-Up: Advertise to all preschools 

May 16 Lutheran South Unity Fest ς Carnival & Welcome Celebration ς Include all 
schools in planning and actual event 

Other Events to Be 
Scheduled 

Combined roller skating party, additional open houses (perhaps another joint 
open house and then a separate open house for Bethlehem and Zion), joint 
chapel services or prayer events. 

Communications 
The following communication activities are recommended: 

 Immediately after the congregational votes, it is recommended that the three parent  
organizations be merged into one. New materials should be developed immediately to 
announce parent club activities and events. 

 Develop coordinated plan for news releases and announcements. Ensure that parents and 
congregations hear critical information in advance of the media. 

 ! άƳŜǊƎŜǊ ƴŜǿǎƭŜǘǘŜǊέ ƻǊ άƴŜǿ ŀǎǎƻŎƛŀǘƛƻƴέ ƴŜǿǎƭŜǘǘŜǊ ǎƘƻǳƭŘ ōŜ ŘŜǾŜƭƻǇŜŘ ǘƻ ŘƛǎǘǊƛōǳǘŜ 
merger related information updates on a regular basis (bi-weekly). 
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 Identify a point person to answer all calls and inquiries regarding the new association.  

 Consider hiring an enrollment management position immediately due to the expected 
level of inquiries and questions. 

Marketing Resources Required 
The enrollment management and marketing committee recommend that the following 
resources be mobilized immediately: 

a. Formation of an ad-hoc enrollment and marketing committee. Building off the committee 
formed by the steering committee, this new committee would become a subcommittee of 
the LSA Board. The committee should consist of three representatives from each school, 
along with one or two appointees from the newly formed LSA Board. This committee will 
need to begin work in early March, so it is strongly recommended that the appropriate 
committee members be identified immediately for this assignment. 

b. Utilization of a temporary staff resource (full-time) is strongly suggested given all the 
activity required to secure the enrollment for the fall of 2009. 

c. Additional event and publishing costs may be incurred during this initial enrollment 
period, but these costs are not expected to exceed $2500. 
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5.5 Marketing Strategies / Longer-term 

Under the direction of the enrollment management coordinator and the marketing and 
enrollment committee, it recommended that the following marketing strategies are pursued by 
audience: 

Audience Strategies 

Current Bethlehem Students 
Current Unity Students 
Current Zion Students 

Å Parent Club Events 
Å Congregational Informational Events 
Å Parent & Congregation Communication 
Å Current Student Retention Strategies 

Preschool  ς Peace 
Preschools  ς Mt. Calvary 
Preschool  ς Zion 

Å Marketing Materials / Enrollment Packets 
Å Kindergarten Round-Up 
Å Open Houses 
Å άaŜŜǘ ¦ƴƛǘȅέ- kindergarten orientation day 

field trips during latter portion of school 
year 

Preschools of Aboite Lutheran, Bethany Lutheran, 
Redeemer Lutheran, Southwest Lutheran, Trinity ς 
Decatur Rd, Trinity ς {ǘΦ aŀǊȅΩǎΣ DǊŀŎŜ ς ELCA, Holy 
Scripture Lutheran ς WELS Σ ¢ƘŜ /ƘƛƭŘǊŜƴΩǎ ±ƛƭƭŀƎŜ ŀǘ 
Lutheran Home, and other area independent and 
faith-based preschools 

Å Marketing Materials / Enrollment Packets 
Å Kindergarten Round-Up 
Å Open Houses 

Bethlehem Members Attending Other Schools 
Peace Members Attending Other Schools 
Mt. Calvary Members Attending Other Schools 
Zion Members Attending Other Schools 

Å Congregational Presentations 
Å Informational Mailings 
Å Open Houses 

Area Lutheran Congregations without a School Å Congregational Presentations 
Å Informational Mailings 
Å Open Houses 

New Prospective Students on the South Side of FW Å Neighborhood Marketing 
Å Neighborhood Open Houses 

5.6 Tuition Assistance/Scholarship Programs 

Multiple tuition assistance programs are anticipated  and this will require extensive coordination 
by the Enrollment Management / Marketing Coordinator. These programs include: 

 Bethlehem Congregational Scholarships 

 Mt. Calvary Congregational Scholarships 

 Peace Congregational Scholarships 

 Zion Congregational Scholarships 

 LSA Need-Based Scholarships 
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The Congregational Scholarships will be funded by each congregation and the policy and 
practice will vary by congregation. The LSA Need-Based Scholarships will be managed by the LSA 
school board. This program will seek outside funding to support and grow this tuition assistance 
program. 

6.0 Facility 

6.1 Recommended Facility Usage 

Based on the guiding principle regarding locations, LSA may choose to operate one or more 
school locations depending on enrollment. Two sites should only be utilized if the first school 
location has exceeded capacity. Because the basis of the selection of a primary site should be 
based on maintaining the highest possible enrollment and causing disruption to the fewest 
number of existing families, Unity Lutheran School will be the primary site for 2009-10. 
Secondary sites will be utilized for selected programming and as a permanent location if 
enrollment goals are achieved. 

As enrollment grows, LSA must determine how best to use the assets of the partner 
congregations. While LSA will ultimately determine which alternatives make the most sense at 
the time, the facility committee has identified some alternative facility uses depending on 
enrollment size. 
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The school currently utilizes classrooms for grades Kς8, a computer lab, science classroom, shop 
classroom, media center (library), extended-care room, chapel/auditorium, gymnasium, and 
conference room. These rooms are shown in the floor plan below. 

 

With average classroom size of 25 students, the current nine classrooms (Kς8) can accommo-
date 225  students. The current Unity School facility is therefore recommended as the primary 
site for the new school, with other facilities being utilized as needed for special programming, 
particularly by the upper grade levels. 

When more rooms are needed, there are a number of alternatives that should be considered. 
The chart below identifies alternatives recommended by the Facilities Committee for 
consideration by the LSA School Board.  
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Expansion Alternatives Description Projected Cost 

Move kindergarten to 
preschools 

Since three involved churches operate a 
preschool, each preschool could expand to 
include kindergarten, thus relieving the new 
school of providing kindergarten. 

$0 

Convert extended-care room 
into a classroom 

A smart-board would be needed. This should be 
available at no cost from another school. 
Installation and connectivity would be only cost. 

$500 

Convert science classroom Science classes could be taught in the various 
grade-level classrooms, thus eliminating the 
need for a science classroom. 

$0 

Convert shop classroom into 
a grade-level classroom 

The school could buy a storage trailer or build a 
storage facility that would accommodate storage 
of the items currently stored in the garage. This 
would allow the shop classroom to be moved to 
the garage, and the shop to be converted to a 
grade-level classroom. The garage would need to 
be insulated and have more electrical outlets 
and dust vents installed. The new classroom 
would require new tile floor, new ceiling, new 
lighting, and a smart-board. 

Storage facility 
$3,000 

Garage upgrades 
$5,000 

Floor/ceiling/lights 
$5,000 

Convert media center to a 
grade-level classroom 

The library resources could be distributed to 
classrooms throughout the building, current 
storage areas, the lobby, and/or chapel. The 
room would need new tile floor, new ceiling, and 
new lighting. 

$5,000 

Modular classroom A modular classroom could be purchased for use 
as a Title 1 or resource center. 

TBD 

6.2 Ownership of the Buildings 

All facilities are presently owned by the congregations. There does not appear to be a 
compelling reason to change any ownership on a going forward basis.  

6.3 Required Capital Improvements (Immediate and Long-Term) 

Unity School is in excellent condition, but certain improvements will be required over the 
coming years. The chart below identifies some of the anticipated projects along with a cost 
estimate and timeframe when the improvements will be required. 
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Capital Improvement Project Timeframe Projected Cost 

8 cafeteria table sets at $450. Immediate $3,600 

Tile ceilings and replace lighting in classrooms and hallways 
throughout the building, except where recently installed. 

0ς3 Years $60,000 

Install new HVAC system throughout the building. Roof units that 
will each manage two rooms are anticipated. This would provide 
air conditioning to the entire facility and allow room 
temperatures to be controlled in groups of two, thus eliminating 
the current south/north hot/cold problem. The current boilers 
would be used in extreme cold. This cost estimate includes the 
required electrical work. 

5ς10 Years $165,000 

Roof repairs. The oldest part of the roof is 15ς20 years old and is 
nearing its life expectancy. 

0ς5 Years $10,000 

5ς10 Years $20,000 

10ς15 Years $30,000 

Gymnasium roof repair. Immediate $3,000 

Handicap access restrooms 5ς10 Years TBD 

6.4 Expected Facility Costs 

At the current time, the finance committee has estimated facility costs at the 2008-09 Unity 
budget plus 30% resulting in estimated facility maintenance costs of approximately $90,000. In 
addition a budget of $25,000 is currently being suggested for capital expenditures. 
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7.0 Human Resources 

7.1 Staffing Model 

Based on projected enrollment numbers, the following staffing model is recommended: 

Faculty Positions (15 Positions) Number Required  

Kindergarten 1 Full Time 

1
st

 Grade 1 Full Time 

2
nd

 & 3
rd

 Grades Combined 3 Full Time 

4
th

 & 5
th

 Grades Combined 3 Full Time 

6
th

 & 7
th

 Grades Combined 3 Full Time 

8
th

 Grade 1 Full Time 

Special Education (LSEM) 1 Full Time 

Resource/Title 1  1 Full Time (50% funded by a special grant) 

Principal 1 Full Time 

Staff Positions (4.5 Positions) Number Required 

Recruiter / Marketing 1 Full Time* 

Gift Developer 1 Full Time* 

Secretary 1 Full Time 

Custodian 1 Full Time 

Bookkeeper Part Time 

 
*Plan to seek foundation grants for these positions 

Other positions (e.g. music, industrial arts, library, technology, cafeteria) should be considered 
in time by the LSA Board. 
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7.2 Faculty Selection Process 

Based on information provided by the schools, the following is the pool of eligible teachers at 
the three schools separated by called, commissioned, and contracted: 

School Called1 Commissioned2 Contract3 Total1,4

Unity Lutheran School 5 3 3 11

Bethlehem Lutheran School 3 2 2 7

Zion Academy Lutheran School 0 2 1 3

Totals 8 7 6 21

1 Does not include faculty expected to retire or leave in 2009
2 Contract Rostered are considered Commissioned.
3 Contract does not included Contract Rostered.
4 Includes 3 part-time faculty and LSEM Special Ed Instructor

Summary Faculty Data

 

Breaking down this group by the grade level that each teacher is currently teaching, or area of 
specialty, the available teaching pool very nicely matches the required teaching pool: 

Called1 Commissioned2 Total

Available Available Available

Kindergarten 0 2 2 1

1st Grade 0 1 1 1

2ndςоrd Grade 1 2 3 3

4thςрth Grade 2 1 3 3

6thςтth Grade 4 0 4 3

8th Grade 1 0 1 1

Administrator 0 1 1 1

Resource/Title 1/Special Ed/LSEM 0 0 0 2

Totals 8 7 15 15
1 Does not include faculty expected to retire or leave in 2009
2 Contract Rostered are considered Commissioned.

Called and Commissioned Faculty Available / Required

Specialty Required

 

 

The actual selection of the teachers for each grade will be the responsibility of the LSA Board 
and the administrator. However, the guiding principle that has been adopted regarding the 
faculty suggests that certain teachers should be given priority in the selection process. The 
determination of this priority is based on the following information: 
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Called1 and Called1 and Called1 and All

Commissioned2 Commissioned2 Commissioned2 Categories

{ŜǊǾƛŎŜ  җ м ȅǊ{ŜǊǾƛŎŜ  җ р ȅǊǎ {ŜǊǾƛŎŜ җ о ȅǊǎ{ŜǊǾƛŎŜҗ о 

yearsAvailable Available Available Available

Kindergarten 2 1 1 1 1

1st Grade 1 1 1 1 1

2ndςоrd Grade 3 2 2 3 3

4thςрth Grade 3 2 3 3 3

6thςтth Grade 4 3 3 3 3

8th Grade 1 1 1 1 1

Administrator 1 0 0 0 1

Resource/Title 1/Special Ed/LSEM 0 0 0 0 2

Totals 15 10 11 12 15

1 Does not include faculty expected to retire or leave in 2009
2 Contract Rostered are considered Commissioned.

Specialty Required

Various Scenerios: Faculty Available / Required

 

 

Based on this analysis, it is recommended that called teachers and teachers with five or more 
years of service on the faculties of Bethlehem School, Unity Lutheran School, or Zion Lutheran 
Academy be given priority in the selection process. Any remaining positions will be selected 
based on the individual qualifications of each teacher with the goal of selecting the best 
qualified faculty. The following procedure will be followed for initial staff selection: 

 Faculty  currently called (by a congregation) and/or commissioned (by synod) with at least 
five years of service on the faculties of Bethlehem School, Unity Lutheran School, or Zion 
Lutheran Academy will be placed, if they so desire, although not necessarily in the position 
in which they currently serve. Faculty currently called by a congregation will have the 
option of retaining their call. 

 If additional teachers or administrators are needed, other staff currently on the faculties 
of Bethlehem Lutheran School, Unity Lutheran School, or Zion Lutheran Academy will be 
considered for the remaining positions. For those positions, the goal of the School Board is 
to choose the best qualified administrators and teachers. 

 Only if suitable candidates cannot be found in this pool will outside applicants be 
considered. 

7.3 Faculty Qualifications 

LSA administrators and Faculty will have the following qualifications. They must: 

 Be a member of a congregation of The Lutheran ChurchτMissouri Synod. If not a member 
of one of the partnership churches, the individual will be encouraged to attend one of 
those churches. 

 Be on the LCMS roster of commissioned teachers, be eligible to be on the LCMS roster of 
commissioned teachers, or be willing to commit to the LCMS teacher colloquy program. 
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 Commit to participate in the investigation and adoption of leading-edge, innovative 
instructional strategies. (Examples of such strategies can be found in Section 4.1 
Educational Methods.) 

 Be licensed, or committed to become licensed, by the State of Indiana. 

In addition, the administrator(s) will have the following qualifications. They must: 

 Be licensed as an administrator, or committed to become licensed, by the state of Indiana. 

 Have had experience in a Lutheran school. 

8.0 Timeline / Next Steps 

Assuming a prompt approval from all four member congregations, the following is the suggested 
critical next steps along with a suggested timeline. 

Target Date Critical Next Steps 

February 27 ς March 8 Informational meetings with school boards, parents, and congregations 

March 2 In anticipation of approvals, Ad-hoc Marketing Committee formed with 3 
members from each congregation. If possible, temporary staff person for 
enrollment activities is identified. 

March 8 
 

Informational open house held at Unity. 

March 1-15 Congregational votes are taken to approve new school association. 

March 16  
 

Enrollment packets are mailed to all current students of Bethlehem, Unity 
and Zion as well as the preschools represented by the participating 
congregations. 

March 16 ς April 15 Early Enrollment Period 

March 20 Each congregation elects board members for LSA Board 

March 23 Inaugural LSA Board Meeting 

April 10 Faculty Appointments 

April 17 Curriculum Committee Formed 

March 23 ς August 1 LSA Formation Activities 
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Affirmation of Steering Committee Members 
The undersigned members of the Lutheran South Joint Venture Steering Committee affirm this 
Definition Document, and endorse its distribution to Bethlehem, Mt Calvary, Peace and Zion 
congregations.  We encourage these congregations to support fully this new joint venture.  
Compromise, cooperation, and congeniality have characterized our work, and we ask everyone 
to continue in this spirit.  Most importantly, we ask that you pray for this new endeavor in the 
days ahead. 
 

Rev Jeffrey Geisler 
Bethlehem 

Rev Donald Porter 
Mt Calvary 

Rev Paul Spira 
Peace 

Rev Douglas Punke 
Zion 

    

Phil Amt 
Bethlehem 

Rev Steven Ensley 
Bethlehem 

Renee Bleke 
Bethlehem 

Clifford Dietrich 
Bethlehem 

    

Glenn Emley 
Bethlehem 

LuAnn LeBeau 
Unity 

Ron Gehring 
Unity 

Samih Abouhalkah 
Unity 

    

Tom Nehrenz 
Mt Calvary 

Marty Blessing 
Peace 

Rev Ronald Stephens 
Zion 

Rev Richard Lammert 
Zion 

   

 

Jon Mielke 
IN District LCMS 

Terry Breininger 
CLHS 

Chris Goeglein 
True North Strategic 
Advisors  


