Above and Beyond:
Mastering High-Impact
Governance

*Interactive Session
for Veteran School Board

Members Core Mandate:

Driving Student
Success

December 4, 2025



Appreciation and Introductions

HIDALGO

SAN JUAN RIO ARRIBA TAOS SOLEAR N ‘
uuuuuuuu Sl
\ MORA
Kt!— HARDING
MCKINLEY SANDOVAL
SANTA SAN MIGUEL
FE
=
BERNALILLO QuAy
CIBOLA GUADALUPE
VALENCIA TORRANCE IJ—
CURRY
DE BACA
ROOSEVELT
SOCORRO
LINCOLN
T I
SIERRA I LEA
GRANT 5 _/ OTERO [
DONA ANA
LUNA

To school board members: We honor the countless
hours, the difficult decisions, and the personal sacrifice
you have poured into your schools. Your leadership is not
merely a service; it is the sacred bedrock that ignites the
potential of every student, secures the future for every
family, and fuels the passion of every educator.

You represent our community's highest values.

*Introduce yourself - district, goals for
this session, what you have learned about
serving on the Board




Session Objectives:Why We're Here

This session builds on your expertise to:

e ‘“Maximize Impact” Sharpen your knowledge of
statutory duties, ethical guidelines, and effective
practices. NMsA 1978,§22-5-13, 6.60.9, 22-5-4

o “Clarify Your Role” Distinguish between
Student Outcomes-Focused Governance
(Board's role) and Management
(Administration's role). NMsA 1978, §22-5-4,22-1-1,6.29.1.9 *Table share: describe your

e “Fulfill the Mission” Function as a unified team | Board service and how you could
focused on student outcomes and transform into a truly high-impact

o outcomes-focused team member.
accountability. NMSA 1978, §22-5-13,22-2-1.2,22-1-1




Statutory Training Topics
(New Mexico State Requirements, NMSA 1978, Section 22-5-13)

1. Ethics: Review the
Governmental Conduct
Act and ethical
responsibilities.

3. Finance & Budgeting: Training on
fiscal oversight, performance-based
budgeting, and reading school
audits.

2. Legal Concepts: Understand
major state and federal laws,
including the Martinez/Yazzie
Ruling.

4. Student Achievement: The
board's role in evaluating and
monitoring student academic
achievement using data.




Unity, Transparency, and Data

1.

Effective Governance Practices

Teamwork and Unity: Work as a effective board,

speaking with one voice after a decision is made.

Informed Decision-Making: Base decisions on

facts, data, and policy.

Transparency and Public Trust:

o Follow the Open Meetings Act (OMA) and the
Inspection of Public Records Act (IPRA).

o Webcast and archive meetings for public
engagement.

*What is the impact of artificial
intelligence for effective Board
governance?

OMA - NMSA 1978, Sections 10-15-1 to 10-15-4; IPRA - NMSA 1978, Sections 14-2-1 to 14-2-12




Artificial Intelligence for Governance

Mastering NotebookLM

Your Personalized Al Research Assistant for Board Service

Al
Goal: Streamline document review,

facilitate more informed decision-making,
and synthesize complex data.

Focus: Elevating your preparation
and maximizing your time.



From Oversight to Insight:

How Al Could Help Your Board Work

The Challenge

Information Overload: Sifting through
lengthy budgets, audits, or legal documents

Policy Compliance in a Changing World:
Needing to quickly find a specific rule or
legal reference

Time Constraints: Missing key details due
to a lack of time for deep review.

NotebookLM Solution
(The Tool)

Instant Summaries & Briefings: Upload
50+ documents (Docs, PDFs, Slides, web
pages) and receive concise executive
summaries.

Grounded Q&A: Ask questions in plain
language and get answers cited directly to
the specific paragraph in your uploaded
source.

Audio Overviews: Convert lengthy reports
and policy drafts into a conversational,
two-host podcast you can listen to while
driving or multitasking.

Governance Impact
(The Outcome)

Faster Preparation: Spend less time
reading and more time analyzing and
focusing on strategic questions

Informed Decisions: Quickly verify facts
and policy alignment during a meeting
without relying on memory or staff input.

Deeper Understanding: Engage with
complex material on the go, ensuring you
are never unprepared



The "How'": Getting Started with NotebookLM

1. Create a Notebook

e Login or create a Google Workspace Account — find NotebookL M.
e Name a new "Notebook" for a specific project (e.g., "Annual Budget Review," "Superintendent
Evaluation," or "Policy Development").

2. Add Your Sources

e Upload Board materials directly: Google Docs,
Slides, PDFs, or Text Files.
Paste Web URLs (e.g., links to websites).
Note: Your data remains private and is not used to
train the Al model.

3. Ask Questions

e Use the chat box to ask complex questions,
compare documents, or request specific outputs.




High-Impact Use Cases for Board Members

High-Impact NotebookLM Sample Prompt

Task

Budget
Alignment

Superintendent
Evaluation

Policy Review.

"Identify all proposed expenditures related to our
Student Outcome Goal #2 (Math Proficiency) and
summarize their costs.”

"Compare the superintendent’s performance report
against the 'Guardrails’ policy and identify any
areas of non-adherence.”

"Generate a concise briefing document comparing
our current Transportation Policy with the new state
statutory requirements (N.M.S.A. § 22-5-4)."

Benefit to the Board

Ensures the budget is directly
aligned with the Strategic Plan
and goals.

Enables Results-Based
Evaluation by focusing on
objective evidence across multiple
sources.

Streamlines the Policy
Development process by
highlighting necessary revisions.



Statutory Powers and Duties

(N.M.S.A. § 22-5-4)

*Stakeholder The Board has the legal authority and duty for:
Engagement e Strategic Planning: Set the overall school district direction.

e Policy Development: Adopt educational policies and procedures.
In policy e Budgetary Approval: Review and approve the school district
development, budget and adjustment requests.

how can & ® Resources: Property; Awareness of time, dollars, and expertise.
School Board

encourage
engagement
with students,
staff,
colleagues, and
the community?




The Core Function:

Governance vs. Management

e Strategic Plan: Establish vision, S
mission, goals, and guardrails. § 22-5-4 Set
student outcome goals and monitor
results.

e Policy: Develop and adopt district
policies. § 22-5-9.1

e Superintendent: Employ and
continuously assess the single employee

who reports directly to the board.
§ 22-5-4.1

e Financial Oversight: Approve the
annual budget and ensure fiduciary
responsibility. § 22-5-4

SCHOOL
Board's Role (Governance) BOARD |

27 The Superintendent’s Role (Management)
e Chief Executive Officer: Administer and

supervise the district. § 22-5-4.1
Execute Policy: Carry out the strategic

plan and policies set by the Board. §
22-5-14(B)(1)

Personnel Management: Employ, assign,

and manage all district employees. §
22-5-14(B)(3)

Accountability: Ensure continuous
improvement in meeting academic, financial,
legal, and operational expectations with

transparency to the Board and community. §
[0-15-1 et seq. I



Increasing Challenges

*Table
Discussion

e Whatis
the
situation in
your school
district?

Nearly one in four | 7-year-old
boys in the United States has
attention deficit hyperactivity
disorder.

In the early 1980s, a diagnosis
of autism was delivered to
one child in 2,500.That figure

is now one in 31.

Almost 32 percent of adolescents have at some point been
given a diagnosis of anxiety.

More than one in 10 have experienced a major depressive
disorder :



Student Outcomes Focused Governance

*Share

e Have you
established
guardrails?

o If yes,share
an example

Five Key Areas for High-Impact Boards (I of 2)

l. Vision and Goal Setting (The "What" and "Why")

Adopt a Shared Vision: Ensure a collective, community-based vision is the district's
foundation.

Set High-End Goals: Establish clear, measurable student outcome goals
(achievement, equity, needs of all learners).

Establish Guardrails: Set policy "guardrails” that align management decisions with the
strategic vision.

L Goals &

Il. Superintendent Leadership and Accountability ~N Guardrails

Employ a Chief Executive: Hire a Superintendent who can translate the vision into
action.

Evaluate Against Goals and Guardrails: Use a Results-Based Evaluation to
measure the Superintendent's performance primarily against student outcome goals'3and
adherence to guardrails.



Student Outcomes Focused Governance

*Popcorn

¢ What are
your
greatest
challenges?

e What are
you
celebrating
in your
schools?

I1l. Fiscal and Resource Alighment

e Budgeting: Align the annual budget directly with the strategic plan and student outcome goals.
e Fiduciary Responsibility: Act as responsible stewards of public funds, ensuring transparency
and compliance with New Mexico finance laws.

IV.Accountability and Data Monitoring

e Regular Progress Monitoring: Systematically track student progress using multiple data
points (e.g., achievement, equity gaps, well-being).

e Corrective Action: Hold the Superintendent accountable and support systemic changes when
data shows the district is veering off track.

V.Advocacy and Community Engagement

e Champion Public Education: Act as the primary
advocates for all students and public education.
e Cultural Responsiveness: Ensure policies and

practices are culturally and linguistically responsive,

fulfilling mandates like the Martinez/Yazzie Ruling.



Legal Focus:

The Martinez/Yazzie Ruling

What is the Mandate? The landmark consolidated lawsuit, Yazzie/Martinez v. State of
New Mexico, ruled that the state failed to meet its constitutional obligation to provide a
uniform and sufficient education for all students, particularly "at-risk" groups.

Key Identified Student Groups - The Court found the state was failing to provide a
sufficient education for four groups of students:

o Native American Students

o English Learners (ELL)

o Students with Disabilities

o Economically Disadvantaged Students




State Action Plan:

¥ Martinez/Yazzie Action Plan

Rooted in Equity, Committed to Action

The Martinez/Yazzie Ruling

This plan is the state's formal response, directing systemic changes across all districts. The board's role
in fulfilling this mandate is addressed across the following critical areas:

Instruction & Curriculum - Ensure equitable access to high-quality, culturally and linguistically responsive
(CLR) education.

Educators - Ensure access to well-prepared, CLR teachers, and support professionals.

Support Services - Ensure students have sufficient access to academic, social, and behavioral support

services.
Funding and Resources - Align budget to prioritize

the needs of identified student groups with fair and
equitable funding.

Accountability - Establish and use data systems to
track district expenditure and student progress
toward achieving equity goals. .




Career Technical Education

Science, Technology, Audio Video * Why has career
Engineering, Technology &
Mathematics (ST) Communications (AR) technical

education
Business Management become so
& Administration (BM) .

important for

today’s students?

Information
Technology (IT)

Hospitalit
& Tourism (HT

Education

& Training (ED) *As a School

Board, what are

Health Government & Public ycu doing about
Science (HL) = Administration (GV)
T CTE?

H




What Do Students Say?

e CTE motivates us to attend
and stay in school, making the
"real world" less intimidating.

e "Traditional” learning doesn't
work for everyone; CTE offers
personalized, hands-on
learning.

e CTE helps us see connections
between academic classes
and the real world.




High-Impact Difference

*Table
Discussion

Does this
table track
with your
experience?

The Routine Board

Focuses on /nputs (purchases,
staff hours, daily problems).

Governs by Responding to

crises and micromanaging staff.

Measures Compliance (Did we
follow the rules?).

Goal: “Keeping it all together”.

The High-Impact Board

Focuses on Outcomes (student
achievement, equity gaps).

Governs by Strategy—setting
the vision and delegating
execution.

Measures Results (Did our
students meet the goals?).

Goal: Ensuring quality education
for every child. ’



Transform Your Board

Elevate your service by embracing your
role as the policymaking and
outcomes-focused body.

Summary: The Call to Action

Focus on the WHAT (Student
Outcomes) and WHY (Vision).

Administration) to handle the HOW
(Management).

Govern as a unified team to fulfill the
promise of quality education for every

child.

*What are key takeaways
from today’s session?

20



Kurt Steinhaus
ksteinhaus@ces.org
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