
Effective 

Governance and 

Supporting 

Superintendents

Driving Student Growth 

Through Data-Informed 

Leadership and Caring 

Support

Prepared for Veteran School Board 

Members
June 5, 2025



Welcome & 

Why We're 

Here

• We respect you as elected officials — thank you 

for your continued dedication to our students, 

staff, and families.

• Today's session is to enhance collective impact 

as a Board and as individual leaders, grounded in 

the legal framework of New Mexico.

• Our focus is on strengthening the partnership 

between the Board and Superintendent to 

accelerate student growth.

Question for Board Members: What is one 

hope you have for today's session? 

(quick, brief share-outs)
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“School Boards are the vital voice of our community, 
shaping the future through commitment and 
collaboration.”
    -Unknown
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Open Mic

Introduce yourself

• Share a summary of your goals, challenges, 

or latest successes

• Identify items of interest in effective 

governance and supporting superintendents

• How do you drive student growth through 

data-informed leadership and caring 

support?
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Session Overview

Our Journey Together: What You'll Gain

• Practical frameworks for actively supporting your Superintendent 

within legally defined responsibilities.

• Research-based tools to strengthen communication, trust, and 

accountability, in line with good governance practices.

• Real-world scenarios and strategies that directly drive student 

outcomes.
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"Student growth starts with 

data-informed governance and 

caring support."

This is our shared "why" – 

ensuring every student 

thrives, a core responsibility 

outlined in New Mexico's 

Public School Code.

How we achieve it: Through a 

high-functioning, unified Board-

Superintendent team.
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Our Ultimate Compass: 

Student Growth



Open Mic

What is your 

level of 

familiarity 

with student 

data?
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Activity — Clarifying 

Roles

Purpose: To collaboratively 

define responsibilities within 

the Board-Superintendent 

relationship.
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Fostering clarity and mutual respect, 

particularly in light of New Mexico statutes 

and administrative code.



Governance vs. Management: The Core Distinction

New Mexico Law: NMSA § 22-5-4(A) states a local school board "shall develop educational 

policies for the school district." NMAC § 6.30.2.10(A)(4) mandates the board "delegate 

administrative and supervisory functions to the superintendent" and "refrain from involvement 

in delegated administrative functions.”  Management (The Superintendent): Focus on the 

how. Implements policies, manages daily operations, leads staff, and executes the strategic 

plan. (e.g., "I will implement these programs and processes to achieve the strategic plan.")
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New Mexico Law: NMSA § 22-5-14 states the 

local superintendent shall "carry out the 

educational policies and rules of the local school 

board" and "administer and supervise the school 

district." The superintendent is the "chief 

executive officer" responsible for day-to-day 

operations.



Instructions
Together — List school district responsibilities

Individually — Consider if each responsibility is primarily:

• Yours (Superintendent's): The Superintendent's direct responsibility, 

often rooted in NMSA § 22-5-14.

• Mine (Board's): The Board's direct responsibility, often rooted in NMSA 

§ 22-5-4.

• Ours (Shared): A joint responsibility requiring close collaboration.

10

In small groups — Discuss 

your placements 

We'll then share out and 

review as a large group.



1. What were some of the most surprising 

placements for your group, especially 

considering New Mexico’s legal framework?

2. Which responsibilities sparked the most 

debate or differing opinions? Why, and how 

might New Mexico law provide clarity?

3. How does gaining clarity on these roles, as 

defined by state statute and administrative 

code, impact our overall effectiveness as a 

Board and in supporting your 

Superintendent? 11

Unpacking Insights: Group Discussion



•Hiring and evaluating the Superintendent (Board: NMSA § 22-5-4(B), NMAC § 

6.30.2.10(A)(3))

•Developing and approving the district budget (Board: NMSA § 22-5-4(C); 

Superintendent prepares: NMSA § 22-5-14(D))

•Approving curriculum and instructional programs (Board sets policy: NMSA § 

22-5-4(A); Superintendent administers)

•Managing daily school operations (Superintendent: NMSA § 22-5-14(B))

•Setting district vision and strategic goals (Board: NMSA § 22-5-4(A))

"Yours, Mine, and Ours" 

Responsibilities List
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•Addressing individual parent complaints (Superintendent's administration, 

Board for appeals)

•Negotiating collective bargaining agreements (Superintendent leads, Board 

approves)

•Ensuring district fiscal solvency (Board oversight: NMAC § 

6.30.2.10(A)(9),(11))

•Communicating district performance to the public (Shared)

•Developing professional development plans for teachers (Superintendent)

"Yours, Mine, and Ours" 

Responsibilities List
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Let’s Look at Yours, Mine, and Ours in the Budget

Budget Category

1. Staff Salaries (largest 

portion)

2. Instructional Materials & 

Supplies

3. Technology

4. Safety, Facilities and 

Maintenance

5. Transportation

6. Student Nutrition 

Programs

7. Professional 

Development

8. Administration

Description

1. Salaries and benefits for staff constitute the 

largest expenditure category in most public 

school budgets

2. Textbooks, online resources, classroom 

materials, manipulatives, and other learning 

materials

3. Computers, online security, connectivity, 

software, and other educational technological

4. Funds for school safety and the upkeep and 

improvement of school buildings and grounds

5. Transporting students and staff

6. Funding is provided for breakfast, lunch, and 

other meal programs for students

7. This category covers the costs of training and 

professional development for teachers and 

staff

8. Funds for school administrators, central office 

staff, Principals and other non-instructional 

staff



Open Mic

15

How much 

latitude does a 

School Board 

actually have 

in managing 

the budget?



Governance vs. Management: The Core Distinction

Analogy: On a ship at sea, the School 

Board sets the destination and monitors 

the trip; the Superintendent is the chief 

engineer, the expert navigator, guiding the 

boat.
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Governance (The Board): Focus on the what and why. Sets the 

overarching vision, mission, broad policy, and strategic goals. Holds 

the Superintendent accountable for results. (e.g., “By 2028-29, we 

will achieve 50% proficiency for all students.”)



Open 

Mic

What is the boards role in capital outlay funding, 

school maintenance, and construction?
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Clarity Empowers: Benefits of Defined Roles

1. Avoids Micromanagement: Prevents the Board from getting bogged down in 

operational details, as legally required by NMAC § 6.30.2.10(A)

2. Empowers Superintendent: Allows the Superintendent to lead effectively with 

clear authority and accountability, consistent with NMSA § 22-5-14
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3. Maximizes Collective 

Impact: Ensures both Board 

and Superintendent focus on 

their highest-value 

contributions, aligning with the 

overall purpose of public 

education in New Mexico.



Open Mic Examples:

• Balancing interests from 

students, staff, and the 

community

• Local control vs. mandates 

from the state

• Accountability and oversight

• Effectively communicating 

with parents, students, and 

community members
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What are your 

governance and 

management challenges?



Clarity Empowers: Benefits of Defined Roles

1.Builds Trust & Respect: Clear boundaries, supported by legal 

definitions, foster mutual respect and confidence within the 

leadership team.
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2.Enhances Public Confidence 

and Potential for Student 

Collaboration: A unified, 

clearly defined leadership 

structure inspires students, 

trust in the community, and 

demonstrates adherence to 

good governance.



•   NMAC § 6.30.2.10: Details procedural requirements 

for local boards, including approving district and 

school-level educational plans, delegating 

administrative functions to the superintendent, 

ensuring annual board training (5 hours), and 

overseeing fiscal management. 

•   NMSA § 22-5-18: Grants local school boards sole 

authority to authorize school security personnel to 

carry firearms. New Mexico Administrative Code 

(NMAC)

Additional Statutes & 

Regulations for Clarity…
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Artificial Intelligence in Our Schools

The AI Challenge

● AI can “hallucinate” or 

“spit out garbage”

● One serious concern is 

academic integrity and 

the authenticity of 

student, teacher and 

administrator work.

AI is Much More Than a Tool

● AI can enhance budgeting, administration, teaching, and learning.

● It can save time, automate tasks, personalize instruction, and provide 

valuable insights.
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Open mic!



•   This relationship is a strategic 

alliance, crucial for district success 

and the effective implementation 

of educational policies. 

•   Support directly impacts their 

ability to lead effectively for our 

students, fulfilling the district's 

mission.

Your Superintendent: A Partner for Student Growth
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Beyond the essential duties of hiring and evaluating (as mandated by 

NMSA § 22-5-4(B) and NMAC § 6.30.2.10(A)(3)), how do we actively, 

consistently, and meaningfully support our Superintendent?



Open Mic
How do you 

plan to provide 

effective 

governance and 

support your 

superintendent?

25

Driving Student Growth Through 

Data-Informed Leadership and 

Caring Support



Clear, Consistent Expectations & 

Feedback: Regular, objective, and 

constructive feedback tied directly to 

strategic goals and performance 

metrics, aligning with the board's duty 

to evaluate the superintendent.

1. Practical Frameworks for Support
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Resource Advocacy & Protection: 

Champion the Superintendent's 

needs for resources (funding, 

staffing, professional development) at 

the federal, state, and local levels, 

supporting the board's duties related 

to budget approval and property 

management.

2. Practical Frameworks for Support
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Strategic Alignment & Unity: 

Ensure Board decisions consistently 

align with the Superintendent's 

strategic plan and the educational 

policies developed per NMSA § 22-5-

4(A); present a united front publicly.

3. Practical Frameworks for Support
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Superintendent 

Success

2

Yours, Mine, and 

Ours

3

Path Forward with 

New Insights

4

Artificial 

Intelligence

School Board 

Leadership

Summary - Effective Governance and 

Supporting Superintendents

1 5
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We appreciate you!

Dr. Kurt Steinhaus 

COOPERATIVE EDUCATIONAL 

SERVICES

ksteinhaus@ces.org

mailto:ksteinhaus@ces.org
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