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NORMS?What are

Agreed-upon expectations of one another, particularly 

in areas where policy is unclear or there is some need 

for additional guidance.



NORMS?Why Do We Need

• Establish baseline civility

• Increase productivity

• Focus on mission

• Wasted resources

• Effective leadership



How does your conduct as a board 
affect student achievement?





What are the Eight Characteristics?

Vision
Commitment to clearly defined goals

Data Savvy
Identification and Direction

Knowledge
Processes, Community, and Potential

Resources
Align & Sustain

Accountability
Goal setting with monitoring

United Leadership
Superintendent + Board

Strong Relationships
Working together / Boundaries

Engagement
Development & Training



AUTHORITYBoard

Section 22-5-4 of the New Mexico Statutes defines the scope of Board Authority.

Focuses on: Setting policy direction; Budgets; Limited role in employment matters as a reviewing body; Acquire, lease and 

dispose of property; Except for salaries, contract for expenditure of money; Acquire property by eminent domain.

* Also places limitations on the role of the superintendent.



AUTHORITYSuperintendent

Section 22-5-14 of the New Mexico Statutes defines the scope of Superintendent Authority.

Focuses on: Chief Executive Officer; Administer and supervise the school district; Employ, fix salaries, assign, terminate, 

and discharge.

*This also places limitations on the Board.

* (HB 212, Public School Reforms (2003 Regular Session), changed general administrative and all employment functions 

in the hands of the administration.)



QUIZ QUESTION:
“Do I Get to Always Insist on Collaboration?”

Board member wants to change

the agenda language for the meeting.

Board member asks the 

Superintendent to make the change.

What questions should the board 

member have asked themselves?



HOW DO I MAKE THE CHANGE?

Do I individually have the 

authority to request such a 

change?

Where does the policy place the 

authority for accomplishing this 

change?

What is the correct process to 

follow?

Maybe I should check Board 

Policy?

WHO DO I ASK?

What might be the best way to raise 

the issue?

What will my action/request mean 

for relationships?

Is there a more civil or professional 

way to address this issue?

Who may be a good resource to 

ask?

IS THIS APPROPRIATE?

Am I placing improper pressure on 

the Superintendent by asking for 

this change?

Is there a board norm or policy 

that I can refer to with this 

request?

QUIZ QUESTION:
“Do I Get to Always Insist on Collaboration?”



WHEEL?Who is holding the  

Board Members should:

Help Superintendent anticipate problems – Remember the Superintendent is the CEO

Do no directly communicate with employees or community members regarding problems 

reserved for the superintendent.



COMMUNITY?How do you talk to the 

●Minimize contact on non-board issues;

●Know what issues DO NOT belong to you;

●Agree to not let employees use the board for complaints that need to 

follow the chain of command.



Put norms on the agenda to briefly discuss how 
you have done as a board each meeting.

Know your ROLE

Listen more, talk less.

No interrupting.

Attempt to work with the ideas of others.

Seek amicable resolution.

No raised voices.

Do not personalize issues.

Refrain from embarrassing other board 

members.

Rules for disagreements?

Professionalism, civility, merits



Public comment is for the public to be heard, 
not for you to defend your district.

How to DRIVE

You may also consider:

• Limiting Presentations

• Public Comment (and response)

• Agendas

 Who is designated to set the agenda?

 How will the process go each month? 

What about special meetings?

• Board Comment (at the end of meetings)

• Board Requests to Administration

• Letters to the Editor

• Comments Made Regarding Superintendent 

Performance



When your focus turns to other board members 
and not student outcomes, you are spending 

more time on adult issues.

Navigating CONFLICTS

Any group of five (5) members will have conflicts, 

personal and otherwise. 

The challenge when conflict arises is to NOT 

personalize the conflict.

Minimize presentation of such issue in front of the 

public.

 Consider the impacts for the board.

Establishing norms in this area:

 Meet privately (without establishing 

 quorum)

 Mediation

 Resolve members in conflict not publicly 

address each other



Are there any specific circumstances where 
being a parent and a board member is 

extremely difficult?

Navigating CONFLICTS

Board Members as Parents:

• You will have to determine when to be a parent 

and when to be a board member. You must hold 

yourself accountable to represent each 

adequately. 

• You can be a parent that is a board member, but 

you cannot be a board member that is only a 

parent.

Your position as a board member comes with 

influence, whether you intend it to or not. As a 

board member, you must understand and 

acknowledge when YOU are operating in each role. 

For example, at a parent-teacher conference, you 

must designate yourself as a parent and then hold 

yourself accountable to remain in that role.



AUTHORITYBOARD

Board members only have AUTHORTIY when acting with the board, not as individuals.

In giving direction to the administration, the board must act as ONE BODY.

Speak to the Superintendent with ONE VOICE, which is the majority on any one issue.

The Superintendent cannot (and should not have to) pursue five agendas.

Do not undermine the Board’s majority decision or the administration’s attempts to implement.



How do social media posts come up in your 
district?

Navigating SOCIAL MEDIA

Facebook, Instagram, Twitter, Snapchat, TikTok, 

Reddit, LinkedIn, etc. posts

How can your social media posts undermine the 

Board?

 Circumventing the board process, the board 

president, or the superintendent’s role as a 

representative of the District with authority to 

act.

Establishing Social Media Norms:

 No posts attacking or questioning the actions 

or motive of the board.

 Focus on positive posts: cheering on or 

informational.

 Do not speak for the Board.



Union matters are rotated yearly. Keep in mind 
there are only certain items that can be 

discussed each year.

Navigating UNIONS

What are your obligations to the District in 

negotiations?

 What are appropriate boundaries?

What about communicating with union 

representatives in the context of an on-going HR 

matter?

 Risks? Undermining? Control?

Establishing Union Norms:

 Only speak as ONE BOARD to the union.

 Establish meetings to discuss board focus in 

executive session.

 Voice concerns only in board discussions.



• What norms would be wise for protecting confidentiality?
• Carrying any documents out of executive session

• Not generating documents in executive session

• Not speaking of executive session content

• Others?

• Examples Where Confidentiality is the expected norm:
• Employment Discharge Hearings

• Review of student appeals, high profile conduct, FERPA

• Leaking Executive Session Discussion

• Sharing District negotiation positions or taking open positions against 
the District

• Possible Negative Consequences of Confidentiality Violations:
• Civil Rights Claims

• Undermining the Board/Superintendent/Programs

• Causing Recusal from Your Participation in Issues/Hearings

• Harming the District’s legal or financial interests

• Public Embarrassment for you and the Board

Defensive DRIVING



Employment Barred:  

NMSA 1978, Section 22-5-5 (Public School Code): 

A. The members of a local school board shall serve without compensation.  

B. No member of a local school board shall be employed in any capacity by a school 
district governed by that local school board during the term of office for which the 
member was elected or appointed. 

Volunteering:

• Regular Volunteers: subject to background check and HB128 checks in place.

• Additional training required by state law.

• Enforcement of Code of Ethics and Professional Standards (including dismissal)

• Spontaneous Volunteers: require supervision without background check, can be for 
a one-day field trip, etc. (not regular attendance) 

Potential Problems:

• Supervisory problems

• Improper use of influence

• Public Perception of a Board Member using his/her influence

Recommendation:  No board members as regular volunteers or 
spontaneous volunteers. However, more flexibility about serving as 
spontaneous volunteers.

Navigating VOLUNTEERS



NORMSAdopting 

Growth 

Areas 

Identified
Facilitated 

Discussion

Open 

Meeting Create 

“Norms 

Statement”

Vote to 

AdoptAspiration 

for Full 

Board 

Adoption

Review 

at Each 

Meeting

Use as 

“living 

document”



NORMSEnforcing

What if a board 

member simply 

decides they do 

not want to 

follow those 

norms?
What if you see 

a board member 

actively going 

against the 

norms you have 

agreed on?

Once a norm is adopted, rogue 

board members should be first 

encouraged. 

If encouragement does not work, the 

board can consider measures to censure 

the member from engaging in action 

contrary to the agreed-upon norms.



THANK YOU!

Questions? 

Meagan R. Muñoz, Esq.

meagan@ortiz-zamora.com

(505) 986-2900

Geno Zamora, Esq.

geno@ortiz-zamora.com
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