
 Hot Springs Public Schools 
Special School Board Meeting 
April 23 2012 
High School Library – 6:30 p.m. 
 
Roll: Terry Prongua, Julie White, Dirk Roosma, Kim Baker, Kevin Meredith, Carmen 

Jackson, and Sean Estill 
 
Absent: Frank Salmi 
 
Visitors: Heidi Holmquist, Tom Gigstad, and Lisa Peters 
 
RIF Termination Hearing: 
Trustee Prongua stated that because the termination hearing is based on budgetary issues, and not 
non-performance, the hearing will be held open for the public. 
 
Superintendent Meredith discussed the RIF report presented to the Board at the April 9, 2012, 
meeting.  (See attached) 
When the Board adopted the RIF report at the, April 9, 2012, meeting resulting in a recommend 
the termination of the K-12 Music teacher, Heidi Holmquist. 
Tom Gigstad, MEA-MFT union field representative for Heidi, distributed a packet of 
information for to the Board.  The packet included: 

1. The termination notice to Heidi Holmquist and the RIF Plan 
2. State Law related to termination of a tenured teacher 
3. Important cases under Montana Statute 
4. 2013 Budget Data Sheets 
5. 2011 Impact Aid  Balances – Trustees’ Financial Summary 
6. Accreditation standards for Junior High funded at the High School level 

• Mr. Gigstad stated he did not understand the reason for Heidi’s termination, as he did not feel 
that it was stated clearly in the termination notice.  Mr. Meredith replied that the reason for 
termination is completely budgetary. 

• Mr. Gigstad asked if the budgetary shortfall could be resolved through attrition, or reduction 
of a non-tenured teacher as directed in board policy.   

• Mr. Gigstad asked about the criteria applied to selecting the Music program as the program to 
cut.  Trustee Baker responded that student participation was the main criteria for selecting the 
program.  Mr. Gigstad responded that Heidi teaches music K-12 and the elementary students 
are not being considered in the participation criteria. He suggested that if a non-tenure 
teacher is going to be teaching music next year to elementary students then that could be 
considered in violation of the statutes. 

• He addressed the preliminary budget data for the district.  Stating that the district would have 
a budgetary increase and asked if cutting the music program was still needed. He addressed 
the impact aid balance as of the end of the 2010 stating a balance of $221,433 and $113,685.  
Impact aid can be used in the same manner as the general fund.  Impact Aid laws would 
allow the District to use this money to maintain the music program, thusly eliminating the 
need to cut a tenured teacher. He submitted a list of school district’s that use Impact Aid for 



salaries and benefits, and reminded the board that the local MEA recommended that if a levy 
was not run, impact aid should be considered.  

• He addressed Junior High accreditation standards, pointing out that in order for the District’s 
junior high to be funded at the high school level, the school must align its curriculum with 
the high school.  Music is an elective that could/should be offered to meet these 
requirements.   

• He encouraged the board to research further the need of the Music program and the 
budgetary necessity to do so. 

 
Heidi addressed the board regarding student participation being a scheduling conflict rather than 
the desire to participate. 
Trustee Baker questioned the accuracy of the Browning School’s salary expenses. 
Lisa Peters submitted a petition she circulated voicing the desire to keep the program.  She 
believes that Music should be offered to graduate the most well rounded students possible.  She 
stated that music was the one place her child felt welcome and was disappointed that the 
opportunity was being taken away from her.  Lisa also felt the Board did not properly notify the 
public that the program was on the chopping block. 
 
Move to accept the recommendation to terminate Heidi Holmquist due to the approval of the RIF 
report at the April 9, 2012 meeting. 
Baker/White  (P) 
 Salmi abstained due to late arrival. 
 
Adjourn 7:27 p.m. 
 
 
 
 
Clerk         
 
 
 
 
 
Chairman        
 
 

  



Reduction in Force (RIF) Report 
 
In reviewing a Reduction in Force option, I first considered the Collective Bargaining Agreement 
contract.  The contract does not contain language regarding a RIF’s process.  I also reviewed current 
school policy regarding a RIF.  The following Reduction in Force policy is attached.   
 
 
 Staff Reduction 5256 

Staff reduction in the event of levy failure, enrollment reduction, changes in school funding, or other factors 
requiring staff reduction.  
The Board of Trustees of the Hot Springs Schools recognizes that at some future date budget requirements 
brought on by levy failure, reductions in enrollment, changes in school funding, or other factors may require 
staff reductions beyond normal attrition achieved through resignation and retirement. Should such action be 
determined by the board to be necessary, the board will take the following steps:  
A. The board will determine which instructional and curricular areas, including all student activities, athletics 

and classes will be maintained at their present levels, and will be reduce or eliminated. In so doing, the 
board will strive to maintain a balanced educational program for all students within existing financial 
limitations.  

B. Necessary staff reductions will be achieved through the following steps in the order listed:  
1. Normal attrition from retirement or resignation.  
2. If further reductions are required, non-tenure teachers will be retained on the basis of best qualified for 

existing positions. Other non-tenure teachers will be released, as necessary, to meet staff reduction 
requirements. (Qualifications will be determined by certification, training and performance as 
evaluated by appropriate administrators.)  

3. Any further necessary reductions will be achieved through dismissal of non-tenure teachers on the 
basis of seniority as determined by date of board approval of contract.  

4. This policy does not restrict legal powers of the board with regard to retention or dismissal of staff.  
C. Teachers dismissed through the process described above will be considered for re-employment as financial 

conditions permit.  
D. Final authority for staff reduction rest with the board, and such reduction, if necessary, shall be achieved 

within the limits of relevant school laws.  
Policy History:  
Adopted On: September 1999  

 
 
 
I next reviewed and evaluated my personal values and thoughts regarding the criteria that I would be 
using to determine the most appropriate Reduction in Force.  I also sought input from the teachers 
union on determining RIF’s criteria.  These criteria are listed below. 
 
Superintendent Criteria for RIF 

1.) Ensure that RIF will not affect school accreditation. 
2.) Impact the least amount of students K-12 as possible and maintain the quality education for the 

students of our school.   
 
 
Hot Springs Education Association (input regarding criteria for RIF) 

1.)  We feel as a unit that a levy should be first attempted before RIF is a consideration. 
2.) Why are we not using Impact Aid Money that is available 



3.) The reduction in force needs to affect the least amount of students possible in achieving a 
quality education at Hot Springs Schools; therefore, we need to look at accreditation, college 
preparation, and vocational preparation for the future of our students.   

4.) Could we use “Pay to Play” for extracurricular activities? 
5.) Look at classified staff (RIF) before certified staff 
6.) Utilize only one gymnasium vs. two gymnasiums 

*fuel costs 
*New heating method for old gym/weatherization 

       7.)  Half-time Principal 
       8.)  Cutting transportation funding and put towards other funding  
 *large buses vs. smaller buses 
 *fuel costs 
 

After reviewing school policy 5256, superintendent RIF criteria, collaborating with the teachers 
union, and visiting with the Montana School Boards Association, the following recommendations for 
next year’s programs and staffing patterns has been formulated.  The scenario that has been formulated 
will not affect accreditation.  It also, affects the least amount of students in our school.   

The music program currently has 8 high school students participating in a music class.  This is 
approximately 4% of our K-12 student body.  A high school is required to offer 2 units of arts in order to 
maintain good accreditation status.  Hot Springs schools would fulfill our requirement for the arts even 
with the loss of a fine arts program such as music.  Our current Art and Industrial Arts programs meet 
the accreditation standards of the state of Montana.  The tenured positions that occupy these programs 
have seniority.  With this information, I have concluded that a Reduction in Force should be applied to 
the Music Program.  This would require a Reduction in Force of a music position.  The position is 
occupied by a tenured staff member, however policy number 5256 section B states  “non-tenure 
teachers will be retained on the basis of best qualified for existing positions”.  Elementary certified 
teachers are accredited to teach K-8 music, however a specifically endorsed K-12 music certification 
does not qualify a teacher to teach regular elementary education courses.  Therefore, on the basis of 
appropriate certification, non-tenure teachers are afforded immunity from the RIF’s process in this case.  
(Cost savings = $41,380.00)  

Reduction in Force of Classified staffing is an area that is to be considered.  I recommend that the 
elementary secretarial position be cut by 3 hours a day.  I recommend that the high school secretary 
position be reduced to 1907 hours (11/12).  This has little or no impact on the students of our school. 
(Cost savings = $6986.00) 

Summer custodial and maintenance planning has historically been budgeted for up to three extra 
members.  I recommend cutting the summer program by two positions.  This has little to no impact on 
the students of our school.  (Cost Savings = $6120.00) 

Teacher Aides support our teaching staff by assisting with various duties.  I recommend 
reassignment of a Special Education classified position to the Title I program.  (Cost Savings = $6738.00)   

I also recommend partially funding our full time kindergarten program with Title I funds.  Title I funds 
are used to provide supplemental and additional academic support and learning opportunities to help low-
achieving children master challenging curricula and meet state standards.  (Cost savings = $3020.00)  

 
The total cost savings in the general fund is $64,244.00.   These recommendations would balance the 

general fund budget as of 4/4/2012 and would be subject to change based on the outcomes of the 
negotiations between the Hot Springs School Board and Hot Springs Educators Association.       
 


