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• Understand roles/responsibilities of board 
and superintendent

Objectives

• Identify characteristics of strong 
relationships

• Practice communication and conflict 
resolution

• Learn effective evaluation strategies



Finding Common Ground

Find 3-5 shared values or experiences in education with a partner

How are common values a foundation for collaboration with the 
superintendent?



Board-Superintendent Relationships

Lead as a united 
“Team of Six” 
through 
collaboration and 
mutual trust



Why does is matter?

• Social science research on this indicates the most 
effective boards that have an impact on overall 
achievement of the district are:
• Highly functional, data-driven with shared goals

• Hold cohesive working relationships with administration

• Keep true to the mission

• Conversely, dysfunctional leadership can have the 
opposite effect and often waste money on “adult issues” 
instead of students as a priority

Source: 8 Habits of Highly Effective Boards



Roles of the School Board

• Section 22-5-4 of the NMSA defines the board’s scope as:

• Focus on setting policy direction

• Budget approval and oversight

• Limited role in employment matters, as a reviewing body

• Acquire, lease and dispose of property, including eminent 
domain right

• Except for salaries, contract for expenditure of money



School Board Authority

• The Board is the authority (legally, board members have 
no individual authority) and only by reaching decisions 
together in public can individual board members exercise 
this authority

• Single board member outside of the board room:
• Respect the role of the superintendent
• Advocate for the district
• Act with integrity
• Listen and communicate responsibly
• Support board unity
• Continue learning



Cautions:  Single Board Member Outside the 
Boardroom

• Avoid acting as a lone decision-maker

• Do not direct staff

• Maintain confidentiality

• Avoid personal agendas

• Speak as an individual, not for the Board

• Be mindful of public statements

• Avoid over-engaging with constituents

• Respect legal and ethical boundaries

• Do not undermine Board decisions

• Focus on advocacy, not operations

• Represent ALL students



Roles of the Superintendent

• Section 22-5-14* of the New Mexico Statutes 
Annotated (NMSA) states role as:

• Chief Executive Officer for the district

• Administer and supervise school district

• Employ, fix salaries, assign, terminate, and discharge

• * Statute places general administrative and all employment functions in the 
hands of the administration (HB212, passed in 2003).



Governance vs. Management

• Board
• Vision

• Policy

• Budget Approval

• Accountability

• Superintendent
• Implementation

• Personnel

• Operations

Role clarity prevents conflict and builds respect 



Foundations of Trust & Communication

• Transparency, trust, and 
alignment

• Effective communication 
norms

• The importance of “no 
surprises”



Trust Builders & Trust Breakers

Trust Builders:

What behaviors/actions 
build trust?

Trust Breakers:

What behaviors/actions 
damage trust?



What one thing can you do as a board 
member to foster trust?



Navigating Conflict & Tough Conversations

• Common sources of board-superintendent tension
• Micromanagement
• Media leaks
• Lack of communication

• How to disagree respectively and productively
• School boards reflect a cross-section of the public, so some 

disagreement is to be expected 
• Some dissent may prove beneficial for considering issues from 

different perspectives and may build board credibility among 
members of the public

• The role of board norms 
• Prevent escalation



Scenarios for Governance & Supervision 
Challenges

                           

                     

     

Debrief after each role play

1. What worked well in this 
scenario?

2. What challenges arose, and 
how were they addressed?

3. What governance principles 
or practices could improve 
outcomes in this situation?

4. How can this scenario inform 
the board’s future actions?



Board Norms

• To abide by the code of ethics of the NMSBA

• To strive sincerely to build better relationships with one 
another and with the superintendent

• To vote our individual convictions and do what we can to 
destroy factionalism on the board

• To refuse to become involved with micromanagement

• To emphasize planning, policymaking, and public 
relations rather than becoming involved in management 
of schools



Board Norms (cont.)

• To prepare ourselves carefully before each meeting, to 
ensure that comments are concise, organized, and clear 
when we have the floor

• To listen carefully and with courtesy when other people 
have the floor and are speaking during board meetings

• To set clear goals for the superintendent

• To support the superintendent and to help him/her be as 
effective as possible

• To establish goals for our school district and to make sure 
the community is aware of these goals



Superintendent Supervision and Evaluation



Superintendent Evaluation

• Purposes and Goals

Strengthen relationships 

Regular and anticipated outlet for resolving conflicts 

Provide dialogue mechanism

Gauge the superintendent’s job satisfaction

Provide a mechanism for commending or rewarding good work

Assessment and Improvement

Provide a basis for fairly assessing weaknesses and strengths (including those of 
the board)

Document the communication of board concerns

Accountability

Track progress toward goals

Protect the District’s Interests

Provides documentation for just cause



Superintendent Supervision & Evaluation

• Develop goals aligned to district strategic plan

• Collaborative goal setting

• Determine metrics 

• End-of-Year Evaluation is completed by individual board 
members, then compiled into ONE document

•  Superintendent has only one evaluator—the Board



Aligning Goals to the Strategic Plan

• Importance of a shared vision

• Align superintendent goals to district priorities

• Use of SMART goals (Specific, Measurable, Achievable, 
Relevant, Time-bound

• How the board supports implementation through policy 
and oversight



Metrics that Matter

Examples of Key Performance 
Indicators (KPIs):

• Student achievement

• Attendance rates

• Staff retention

• Family Engagement



Strategic Alignment

➢ Review a sample strategic goal

➢ Draft a matching superintendent 

    performance goal and relevant 

    metrics

➢ Share and discuss alignment with 

     board responsibilities



Question to Consider

• What strengths are demonstrated by the Superintendent?

• Based on the evaluation, what are one or two growth 
areas for the Superintendent?

• What can the Board do to support the Superintendent’s 
growth?



Indicators of an Effective Evaluation

• Evaluation is conducted in a positive climate

• Board is familiar with the Superintendent’s job

• Board provides frequent and timely feedback to the Superintendent

• The Board’s judgments are supported with specific examples

• The evaluation focuses on performance results, not personalities

• The Superintendent is afforded an opportunity to respond to the evaluation

• Evaluation is limited to those matters which are observable by the Board

• Evaluation is limited to those matters over which the Superintendent has 
authority

• Board supports the Superintendent in the achievement of educational goals



What is your evaluation process?

01
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03

04

Develop 
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and set 

goals

Midpoint 

update – 

Superintendent 

self 

assessment

Discussion – 

Board & 

Superintendent

End-of-year 

evaluation



Board Self-Assessment

“We do not learn from experience…

We learn from reflecting on experience”
•   -John Dewey

The Board is also responsible for examining its own work 
as a governance team and how is work supports progress 

toward district goals



What are your next steps?

• One behavior you will adopt 
to strengthen the board-
superintendent relationship

• One behavior you will adopt 
to strengthen board 
functionality

• One question you will ask 
your superintendent this 
month

• Other ideas?

2

1

3

4



Resources NMAC:  New Mexico Administrative 
Code

• Title 6:  Elementary and Secondary 
Education

• http://164.64.110.134/nmac/title
06

NMSA:  New Mexico Statutes 
Annotated  

• Chapter/Section 22:  Public 
Schools

• https://law.justia.com/codes/new
-mexico/2011/chapter22/

http://164.64.110.134/nmac/title06
http://164.64.110.134/nmac/title06
http://164.64.110.134/nmac/title06
http://164.64.110.134/nmac/title06
http://164.64.110.134/nmac/title06
http://164.64.110.134/nmac/title06
https://law.justia.com/codes/new-mexico/2011/chapter22/
https://law.justia.com/codes/new-mexico/2011/chapter22/
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