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My 
commitment 
to our 
students

● Bernalillo is where I was born, went to school, 
and started my career as an educator. I 
returned this year because I believe two 
things: 

1. Our students deserve a world-class education, 
and 

2. Bernalillo Public Schools can give them that right 
here at home. 



Today, I want to share with you more context about these 
initiatives and how they will help us better serve our 

families and students. 

To deliver on 
this 
commitment of 
a world-class 
education, we 
have embarked 
on two 
ambitious, but 
necessary, 
initiatives:

Strategic Planning

The strategic plan will prioritize 
the most urgent strategic needs 
our community identified, 
including high-quality, 
culturally- and linguistically-
sustaining learning experiences 
that lead our students to high 
academic outcomes.

Central Office Design

Parallel to the strategic planning 
process, we have also 
determined that our 
organization needs to be 
restructured so that we can 
effectively execute on the 
district’s priorities. This new 
structure ensures resources will 
be used to best serve our 
students.



Strategic Planning
Supporting High Academic Achievement for BPS Students



Our goal is to 
facilitate the 
development 
of a strong 
plan that 
clearly 
articulates:

1.What we will achieve 
together - including specific 
outcome goals for our students;
2.How we will do it - including 
specific strategies and projects 
we will enact to achieve our 
goals; and
3.By when we will accomplish 
our ambitious, time-bound and 
measurable goals.



We reviewed data and background materials, conducted focus groups and 
interviews, and surveyed many internal and external stakeholders

Focus groups/interviews conducted with (more than 60 people total): Surveys issued to staff, students, and 
families (362 responses total) 

▪ Student responses (52) 

▪ Staff responses (49) 

▪ Teacher responses (73) 

▪ Family responses (161)

▪ Community and non-school staff 

(27)

▪ Board members

▪ Superintendent

▪ Cabinet

▪ District leaders and managers

▪ School Administrators

▪ Teachers

▪ Support Staff

▪ Community leaders

▪ HS & MS students

▪ Family/caregivers



What we heard

Key strengths:

1. Cultural, linguistic & ethnic diversity – This was the topmost cited strength; 
almost every stakeholder in interviews & surveys voiced this. “We are probably one 
of the most diverse, unique school districts in America.”

2. Community commitment to the district – “It feels like our district is unique, like a 
giant family. We get to see the same families over and over [in schools]; it is awesome 
to create those relationships.

3. Hope in new leadership – “We have all the components to build a bright future for 
our kids.”

Key challenges & growth areas:

1. Academic rigor – A “deficit focus” has plagued efforts to implement consistent 
high-quality instruction that supports student transitions and prepares them for life 
after high school. “If I didn't show up to school I could still get straight A’s.”

2. District culture – There is a sense that the central office is disconnected from 
school sites, and that it is uncoordinated internally. 

3. A need to align resources with strategic priorities – “We only keep a certain 
program for a couple of years and then it changes with no follow-through.”



The capacity 
review 
suggested that 
BPS should 
focus on the 
following key 
themes in the 
design of the 
strategic plan

Academics, 
particularly 

rigor and 
effective, 

individualized 
support for 

students

Culture, 
particularly 
within the 

Central Office

Operations & 
Systems, 

particularly 
alignment to 

strategy
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Bernalillo Public Schools are resource-
rich and beloved by the community; 
the task now is to effectively prioritize 
and implement specific priorities for 

the benefit of students.



This feedback 
has been 
translated into 
a set of goal 
areas that we 
are working to 
achieve over 
the next three 
years

Each of these goal areas is owned by a lead, who serves as 
the individual responsible & accountable for 
implementation monitoring and follow-through.

Goal 1: 
High-

quality, 
culturally 
sustaining 

learning 
experiences
High academic 

outcomes for our 
students that 

honor our 
communities

Goal 2: 
Strong 
school 

leadership & 
educator 

quality
Leaders and 

educators placing 
students at the 

center.

Goal 3: 
College & 

career 
readiness for 

all
Career pathway 

development that 
supports 

community and 
business needs

Goal 4: 
Inclusive, 

collaborative 
district 
culture

Servant-leaders 
in the central 

office.

Goal 5: 
Effective 

systems and 
routines

Ensuring effective 
implementation 

and follow-
through to 

achieve our goals.



This DRAFT 
emerging
architecture of 
the strategic 
plan defines 
what we are 
focused on and 
committed to 
doing over the 
next 3 years.

● Increase in reading 
& math proficiency

● Increase high school 
graduation rates

● Increase average 
daily attendance

● Principal time in 
classroom on coaching 
and improving 
teaching and learning.
● Increased teacher 

motivation to improve 
their practice.

● Pathway and post-
sec transition 
completion

● Completion of CTE 
pathway(s) prior to 
HS graduation

● Seniors accepted 
into 4 yr college/ 
university

● Staff stay interview 
results

● Staff collaborative 
mindset; perception 
of clear, high-quality 
communication.

● 80% of operating 
budget to direct 
instruction and 
instructional support.

● Equitable funding 
through targeted 
allocations.

● Customer 
satisfaction of 
business office.

Strong school 
leadership & 

educator quality

College & career 
readiness for all

Inclusive, 
collaborative 

district culture

Effective systems 
and routines

High-quality, 
culturally 
sustaining 

learning 
experiences

Lead: Gwen Lead: Nina Lead: Baylor Lead: EricLead: Demetria

G
oa

l

1 2 3 4 5

1.A - Tier 1, culturally 
relevant instruction 
with all students.
1.B - Develop an 
aligned, standards-
based student profile 
for each grade level
1.C - Build trust and 
understanding with 
families and 
community. 

2.A - Principal success 
as instructional leaders.
2.B - The PDP as a 
resource to identify 
educator strengths and 
areas of growth.
2.C - Educator and 
leadership pipeline that 
promotes a diverse 
workforce with strong 
ties to the local 
community.

St
ra
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M
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3.A - CTE programs of 
study that meet 
industry standards and 
are benchmark-driven.
3.B - College and 
career readiness 
supports that span 
grades 6-12.
3.C - Advisory 
strategies and routines 
with students and 
families.

4.A - Improve 
transparency and 
availability of timely 
and accurate 
information
4.B - Foster an 
inclusive culture 
focused on servant 
leadership at the 
central office

5.A - Equitable, 
consistent systems for 
triaging and addressing 
resource requests.
5.B - Align funding 
formula and grants 
programs with strategic 
priorities.
5.C - Improve student 
data systems to create a 
single source of data at 
the district.

*Strategy names are abbreviated. See next slide for a sample of detail from each goal area. 



What does 
this mean for 
you?

Sampling of descriptions of strategies:

Goal 1: High-quality, culturally sustaining learning experiences

Strategy 1.B - Develop an aligned, standards-based student profile for each grade level - Standards-
based profiles will clearly articulate what our students know and can do at each grade level, ensuring 
consistent expectations and support for student success across the district. All stakeholders will be able 
to see and understand our expectations for students. 

Goal 2: Strong school leadership & educator quality

Strategy 2.B - Create and utilize a system that supports the application of the teacher support and 
development process to identify educator strengths and areas of growth. - BPS will collect data from 
both formal observation tools and informal district walkthroughs. These data, along with student 
performance data will be utilized to design professional development activities for staff. Staff strengths 
will be leveraged to provide maximum impact on student learning.

Every strategy in the plan has a description, activities, and milestones to track progress.



By June of this 
year, the goal 
leads and 
teams will 
have finalized 
the 
architecture 
and plan 
details.

Goal teams are working on “The How.” Once final, we will 
begin progress monitoring routines to support 
implementation of the plan.

“The What” “The How”“The Why”
1mo 1mo 2mo 3mo 3mo

PLANNING EXECUTINGLEARNING

3mo

Goal  teams further 
define goal details 

including metrics and 
strategies/leads

Steering Committee  
drafts plan architecture 

and identifies root causes

DeliverEd conducts 
capacity review and 

data analysis

Strategy teams define 
strategy details; Goal 
leads set goal targets

DeliverEd supports the 
district team to facilitate 

ongoing performance 
management routines

District team takes over full 
facilitation of ongoing performance 

management routines 

Stakeholder 
input

Stakeholder 
feedback

Stakeholder 
feedback

Stakeholder input collected 
throughout implementation

We are here



Central Office Design
Structures to Support Schools, Educators, and Students 



Goals of 
Central Office 
Planning

1. Assess the district’s current and future talent needs 
in the Central Office in order to effectively execute 
on its strategic plan 

1. Design a Central Office structure that efficiently 
allocates the district’s most valuable resource – its 
people

1. Anticipate change management needs and 
communicate Central Office changes with empathy 
and transparency



We are here

Vision Alignment & 
Capacity Assessment

• Anchors the design 
of the Central Office 
structure and 
implementation 
plan in an analysis 
of the current state 
versus the vision for 
the future 

Recommendations

• Brings to life the 
potential future 
state by providing 
options for reaction 
and highlighting key 
decision-points for 
the leadership team

Implementation

• Creates an 
actionable plan to 
execute on the 
recommendations 
adopted by 
leadership

• Ensures that the 
impacted staff 
understand the 
rationale for 
changes, feel heard 
and treated with 
respect throughout 
the process 

Planning for the 
Future

• Sustains the 
momentum of the 
talent management 
vision and ensures 
the district has the 
talent and people 
systems to meet the 
demands of the new 
strategic plan

Phase 1 Phase 2 Phase 3 Phase 4

Central Office 
Planning 
Process 



The BPS Central Office is a group of 
servant leaders who each possess a growth 

mindset and a sense of urgency 
to produce results for students. 

Our systems and structures are designed 
with intentionality, reflect our priorities, 

and make it easier to work with each other 
and our schools and community.  

Vision for the 
BPS Central 
Office



1. Student Focused: We aspire to make 
choices and act in the best interests of 
students – every time. 

2. Equity: Distributing resources according 
to student need.

3. Data-driven Decision-making: Actions 
and decisions are informed by data and 
evidence.

Guiding 
Principles



4. Balancing of autonomy: We seek a balance of 
autonomy between the Central Office and 
Schools while accounting for economies of 
scale, efficiency, and student-centered 
decision-making. 

5. Empathy: We approach this work with 
empathy for our colleagues and the impact 
that change in work lives can have on other 
areas of their lives. 

6. Transparency: Clear is kind; unclear is unkind. 

Guiding 
Principles



We grounded our decision-making in evidence and 
alignment with the emerging strategic plan

• Reviewed all available performance evaluations, 
portfolios, and job descriptions for Central Office staff 

• Conducted talent review for all Central Office leadership 
and school leadership

• Identified the areas that are highest leverage and need 
additional capacity

• Identified relevant emerging themes from strategic 
planning process to inform Central Office Capacity 
Review  

Summary of 
Review 
Process



Grants management lived  in 
multiple places, and yet the 
programmatic aspects of grants 
were not owned by the schools or 
program owners. 

The Central Office and School 
Leadership structure was flat, with 
me directly managing 9 Central 
Office positions and 9 School 
Leaders.

This flat structure contributes to 
critical gaps in key functions 
including:

• There was no one who is 
singularly responsible for 
curriculum and instruction.

• There was no one who is 
singularly focused on school 
leadership support and 
management.

• Many of these functions and 
the people overseeing them 
were not receiving the 
coaching and support they 
need from highly-skilled 
managers as the leadership 
was spread thin.

• Key functions and business 
units that may benefit from 
increased collaboration and 
alignment were siloed. 

Findings: 
Gaps



Elementary 
Education and

High School 
Education did not 

manage school 
leaders, but they 
do oversee grant 
management for 

programs in those 
schools

Some roles may 
be more effective 

if based in schools 
(e.g., Athletic 
Coordinator, 

Athletic 
Bookkeeper, 

Family Support 
Services roles)

Facilities and
School Safety 

functions may be 
consolidated and 

aligned 

There may be some functions that are not maximized in their 
current iteration. 

Findings: 
Redundancies



Align the Central Office 
structure with emerging 
priorities from the strategic 
plan, including a Chief 
overseeing each function:
• Operations
• School Leadership 
• Business Services
• Academics

In addition, we added 
capacity to drive 
integration of functions and 
performance management 
through a Strategy & 
Innovation function. 

Aligning to 
Priorities





This new structure will:

Desired 
Outcomes

Create cohesive, cross-functional leadership 

Dedicate resources to the functions that will 
provide the most support to schools and students

Create clear lines of management and 
accountability for our top priorities as a district

Allocate positions back to schools, where they are 
can be closer to the work and people they serve

Ultimately result in better support for families, 
educators, and students



Meet the new 
Leadership Gwendolyn 

Maldonado

Chief of Leadership
● School leader support
● Recovery  
● Intervention

Demetria Navarrette
Chief Academic Officer

● Instructional Design● Bilingual Services● Indian Education● Special Education 
Services



Meet the new 
Leadership

Terry Darnell 

Chief Operations Officer

● Facilities and Safety
● Transportation 
● Food Services

Eric James

Chief Business Officer
● Human Resources
● Finances 
● Grant Management



Meet the 
Board of 
Education



What you can 
expect 
moving 
forward

● The Central Office redesign will be complete by this 
summer. 

● If your school’s principal or assistant principal has 
moved to a new role or out of the district, their 
position will be filled by this summer

● You will have an opportunity to meet new members 
of the Central Office and School Leadership before 
school begins next year



More 
opportunities 
to connect

● I’d like to make these opportunities to engage with 
families more frequent. I’m planning to set up a 
regular schedule of Family Updates starting this 
month of June. 

● At our next Family Update, we will have additional 
opportunities to connect and learn about the 
Strategic Plan as it comes together. 

● Please be on the lookout for those chances to 
engage! 



Together, we are committed to high 
expectations and strong systems that 
achieve equitable outcomes for OUR 

students.
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