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Introduction: ​
Leading with Insight in the Age of AI 
 
There has never been a harder, or more urgent, time to lead a school. 

The stakes are high. The bandwidth is low. The demands on school leaders continue to multiply, 
even as clarity and capacity feel increasingly scarce. You're expected to be an instructional 
expert, a systems builder, a climate cultivator, a family liaison, a data strategist, and a crisis 
manager—all before lunch. 

And somewhere in that whirlwind, you’re also expected to “use data” wisely. 

But what does that even mean when your data systems are fragmented, your team is stretched 
thin, and your calendar leaves no space for the deep reflection that real strategy requires? 

This guide was born from that tension. 

It’s not a celebration of AI for its own sake. It’s a field guide for reclaiming your time, sharpening 
your insight, and making data a tool for equity-driven leadership—not just compliance. 

This is not about using ChatGPT to do your job. It’s about using it to do your 
thinking more clearly, more quickly, and more strategically—when the people 
who need your leadership most can’t afford for you to wait. 

A Different Kind of Data Guide 
Most data training focuses on tools: dashboards, reports, visualizations. But tools don’t ask 
questions. People do. 

This guide flips the script. 

Rather than starting with Excel formulas or SIS exports, we start with something more 
foundational: How do you frame better questions? How do you create space for pattern 
recognition, not panic? How do you move your school from data overload to data 
wisdom? 

That’s where ChatGPT comes in. 

Not as a crystal ball. Not as a spreadsheet substitute. ​
But as a thinking partner, one that helps you: 
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●​ Spot what you might be missing​
 

●​ Summarize what matters most​
 

●​ Simulate the conversations your team needs to have​
 

●​ And most importantly, move from reactive management to reflective leadership​
 

Throughout this guide, you’ll find: 

●​ Prompts that unlock strategic insight—without advanced data skills​
 

●​ Real use cases from school leaders using ChatGPT to triage, plan, and reflect​
 

●​ Equity-centered questions that bring human nuance back into the data​
 

●​ Implementation tools to build staff confidence and professional fluency 

Why This Guide, Now? 
Because schools are facing: 

●​ Historic levels of student need​
 

●​ Rising expectations for equity and results​
 

●​ Shrinking windows for deep thinking and collaborative planning 

AI won’t fix those problems. But when used with intention, it can help you see faster, think 
deeper, and act sooner, in ways that protect your values, elevate your team, and center your 
most vulnerable students. 

This guide isn’t for tech experts. It’s for principals, coaches, superintendents, deans, and ILT 
members who believe: 

●​ That data should serve inquiry, not compliance​
 

●​ That equity lives in the questions we ask, not just the charts we show​
 

●​ That reflection is a leadership skill, not a luxury​
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How to Use This Book 
You don’t need to read this cover to cover. You can: 

●​ Start with the Prompt Bank in Chapter 11 to try quick wins​
 

●​ Explore real use cases in Chapter 9 that mirror your own challenges​
 

●​ Build capacity with your team using the Implementation Toolkit in Chapter 12​
 

●​ Deepen your inquiry practice through triangulation and protocols in Chapters 6–8​
 

But we encourage you to begin with Part I—because it lays the philosophical and ethical 
foundation that must guide all AI use in schools. 

From Data Compliance to Leadership Inquiry 
What if your next data meeting wasn’t about checking boxes—but about surfacing real 
questions? 

What if your next ILT debrief didn’t start with a slide deck—but with an equity protocol supported 
by AI? 

What if your school became known not for how much data it collected, but for how skillfully it 
made meaning? 

That’s what this guide is about. 

Not more data. Not faster dashboards. But deeper thinking, better questions, 
and bolder leadership—powered by AI and anchored in purpose. 

Let’s get started. 

 

 

 

 

© 2025 M. Ali Shama                                                                              eonseducation.com 



Leading with Insight in the Age of AI     5 

Chapter 1 ​
​

Why This Guide? Reclaiming Time, 
Truth, and Thinking 

 

The Leadership Cost of Reactive Data Culture 

In schools across the country, data is everywhere, but clarity is rare. We download 
spreadsheets, click through dashboards, and sit in meetings where charts are reviewed and 
goals are restated. Yet in too many cases, these routines are rituals of reaction, not reflection. 

This isn’t a failure of effort, it’s a byproduct of a system that values speed over sense-making. 
School leaders are often buried in compliance reports, last-minute data pulls, and siloed tools 
that provide numbers without narrative. The result? Leadership becomes reactive. Data 
becomes a checkbox. And time, perhaps a leader’s most precious resource, is lost to managing 
rather than meaning-making. 

The cost of this reactive data culture is profound: 

●​ Strategic thinking is replaced by spreadsheet triage.​
 

●​ Instructional leadership gives way to “data cycles” that move too fast to interpret.​
 

●​ And equity too often becomes a static slide rather than a guiding principle. 

But what if there was a way to slow down just enough to speed up the right things? 

What if, instead of scrambling to make sense of one more report, leaders had a trusted partner 
to ask better questions, surface blind spots, and simulate possibilities, without needing to be a 
data analyst or a tech expert? 

 

Enter ChatGPT: A Partner for Reflective Leadership 

This guide invites you to rethink how you use data, not by adding more complexity, but by 
introducing a new kind of simplicity. ChatGPT, when used ethically and strategically, can 
become a powerful partner in your leadership journey. 
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Not a tool that tells you what to do, but one that helps you think through what matters most. 

Imagine sitting with a behavior log and asking: 

“What patterns do you see by grade and time of day?” 

Or reflecting on a list of Tier 2 students and wondering: 

“Who shows academic decline and increasing absenteeism over the past two 
months?” 

You don’t need a pivot table or a data coach. You need a moment of clarity, and a conversation 
partner who can organize, interpret, and mirror insights back to you in natural language. 

That’s the promise of this book: to help you reclaim time, truth, and thinking in your 
leadership practice using AI. 

Grounding This Work in Equity, Time, and Meaning 

Let’s be clear: data is not neutral. It reflects the systems that generate it. And too often, those 
systems are inequitable. 

Reactive data cultures obscure rather than illuminate. They push leaders to ask “what 
happened?” instead of “why is this happening, and who is most affected?” 

This guide offers an alternative: a way to re-engage with data as a tool for equity-centered 
insight and action. 

●​ Time is reclaimed by reducing friction between the question and the answer.​
 

●​ Truth is clarified through thoughtful patterns, not panic.​
 

●​ Thinking is restored by elevating the leadership mind above the spreadsheet grind.​
 

ChatGPT won’t solve the systemic challenges we face, but it can help you see them sooner, 
frame them more clearly, and engage your team more deeply. 

And that matters because every day delayed in insight is a day lost in action. 

This Book Is for You If… 

●​ If you have ever felt like your data systems are overwhelming but underinforming.​
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●​ You’ve had to prepare for a data conversation without the time or tools to analyze 
patterns in a meaningful way.​
 

●​ You care deeply about equity but lack the bandwidth to do the kind of deep, 
disaggregated exploration that equity demands.​
 

●​ You believe leadership should be a thinking job, -not just a reacting job.​
 

This book is not a tech manual. It is a strategic guide for reclaiming leadership as inquiry, 
curiosity, and agency, using the power of generative AI to support, not replace your work. 

 

Leadership Reflection Prompt 

❝ Where in your leadership practice have you traded insight for urgency and what 
might be possible if you had a trusted partner to help you think before reacting? ❞ 
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Chapter 2​
 ​

From Spreadsheets to ​
Strategic Conversations 

 

Data Isn’t the Destination It’s the Doorway 

In too many schools, data lives in spreadsheets that are scanned, sorted, and shelved, only to 
be reopened when accountability is knocking. We hold “data meetings” where numbers are 
reviewed but rarely discussed. Charts are color-coded. Gaps are circled. Then the bell rings, 
and the urgency of the day takes over. 

This ritual isn’t the result of apathy. It’s the outcome of a system that has turned data into a 
compliance exercise rather than a curiosity engine. 

But what if we changed the purpose of our data conversations? 

What if the goal wasn’t just to report on what happened,but to ask why it happened, how it’s 
affecting students, and what we’re going to do next? 

That’s the shift this chapter explores: moving from spreadsheets to strategic 
conversations—where data serves inquiry, not just accountability. 

From Static Numbers to Dynamic Dialogue 

Here’s a common scene: 

A principal walks into a grade team meeting with an Excel printout showing how many students 
failed the first marking period. 

A teacher asks, “Do we know why?” 

A colleague replies, “Not yet. I can look into that this weekend.” 

The moment passes. The spreadsheet did its job—technically. But the conversation didn’t 
deepen. 

Now imagine the same team using ChatGPT as a thinking partner: 
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Prompt: 

“Given this list of students who failed marking period 1, what patterns do you notice 
in their attendance, subject performance, or behavioral referrals?” 

ChatGPT Output: 

"Of the 37 students listed, 62% had five or more unexcused absences. Math and 
science had the highest overlap in course failure. A subgroup of 9th-grade males 
appears in all three risk areas." 

Suddenly, the room gets quieter and more focused. 

This is the shift: ChatGPT doesn’t just help you interpret numbers. It helps you frame next 
questions. It turns the spreadsheet into a springboard for inquiry. 

Sample Prompts That Spark “Why” and “How” Conversations 

Below are examples of prompts school leaders can use to generate more meaningful, strategic, 
and equity-focused dialogue: 

Academic Outcomes → Root Cause Exploration 

“Here’s a table of students who failed two or more classes. What might be 
contributing factors based on their other available data (e.g., attendance, grade 
level, subgroup)?” 

Attendance → Intervention Targeting 

“Which students with chronic absenteeism are showing academic decline and no 
Tier 2 supports logged yet?” 

Behavior → Equity Audit 

“Analyze this behavior log for patterns of disproportionality by race, gender, or IEP 
status.” 

Walkthrough Notes → Instructional Focus 

“Summarize the most common themes in our last 20 classroom walkthroughs 
across subject areas. What areas for professional development emerge?” 

Climate Survey → Follow-Up Questions 

“Based on these SEL survey results, what trends might be worth discussing with 
staff? What might we be missing?” 
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Each of these prompts moves the conversation beyond “what” and toward “so what” and “now 
what”—the real domain of strategic leadership. 

Reframing the Role of Data in Schools 

To lead well in the age of AI, we must stop treating data as a product and start treating it as a 
process. A good data conversation isn’t one where every answer is known. It’s one where better 
questions emerge. 

ChatGPT supports this process by: 

●​ Organizing what we already know​
 

●​ Suggesting patterns we might not see​
 

●​ Modeling how to ask next-level questions​
 

●​ Freeing up time for discussion, not just data prep​
 

When used this way, AI becomes less of a novelty and more of a facilitator of strategic thought. 
It can help school teams engage data not with fear or fatigue—but with focus, curiosity, and 
clarity. 

 

Leadership Reflection Prompt 

❝ In your next team meeting, what would it look like to ask ChatGPT to generate 
three “why” questions from your school’s most recent data set? How might that shift 
the energy in the room from reporting to reflection? ❞ 
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Chapter 3  

What ChatGPT Can and Can’t Do 
 

More Than a Magic Trick, Less Than a Data Analyst 

As school and district leaders begin experimenting with ChatGPT to support data conversations, 
one of the most common questions is: 

“What exactly can this thing do, and what shouldn’t I trust it to do?” 

It’s a smart question, and one that separates thoughtful leadership from blind adoption. 

Because ChatGPT isn’t magic. It’s not a spreadsheet, a calculator, or a school information 
system. It’s a language model that generates responses based on patterns in the data you give 
it and the way you ask. 

Used well, it can accelerate reflection, uncover insights, and suggest next steps. Used 
carelessly, it can hallucinate, mislead, or even reinforce bias. 

The key is understanding both its superpowers and its limits. 

Understanding ChatGPT’s Strengths in School Data Work 

ChatGPT shines when it’s used as a thinking partner—a tool that helps you organize, interpret, 
and ask better questions. In particular, it’s strong in: 

✅ Pattern Recognition in Text or Tables 

E.g., “Summarize the most common intervention types used across grades.” 

✅ Generating Descriptive Insights 

E.g., “What are the key trends in this dataset from the last quarter?” 

✅ Supporting Equity-Focused Queries 

E.g., “What disparities do you notice in disciplinary actions by subgroup?” 

✅ Synthesizing Reflections and Recommendations 
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E.g., “Based on this teacher observation feedback, what might be three areas for 
PD?” 

✅ Simulating Strategic Conversations 

E.g., “If I were preparing for an ILT meeting, what questions should I ask about this 
data?” 

✅ Reframing Prompts 

E.g., “How can I turn this data point into an open-ended reflection prompt for staff?” 

 

Where ChatGPT Falls Short—and Why That Matters 

AI is powerful but it is not infallible. Here’s what ChatGPT can’t or shouldn’t be trusted to do: 

🚫 Access or Query Live Student Information Systems (SIS)​
 It can’t connect to PowerSchool, Skedula, ATS, or any other internal school platform. 

🚫 Handle Raw, Unstructured, or Encrypted Files Without Support​
 It requires you to organize or paste information clearly. If you upload an image, it won’t 
“understand” context unless you describe it or convert it. 

🚫 Produce Guaranteed Accurate Calculations or Totals​
 It’s a language model—not a spreadsheet. While it can simulate math, it doesn’t run precise 
calculations on raw datasets like Excel or Google Sheets. 

🚫 Guarantee Bias-Free Interpretation​
 It mirrors societal patterns in the data it was trained on. Without clear context, it may reinforce 
stereotypes or present inequitable conclusions. 

🚫 Make Ethical, Legal, or High-Stakes Decisions​
 It should never be used to make decisions about student placement, staffing, discipline, or 
evaluations without human oversight. 
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Common Misconceptions (and How to Redirect Them) 

❌ “ChatGPT can replace my data team.”​
 ➡️ No—it can support your thinking, but it cannot clean data, align systems, or design 
dashboards. 

❌ “If it gives me an answer, it must be right.”​
 ➡️ Treat every response as a draft, not a directive. Always verify critical outputs before sharing. 

❌ “I can just copy-paste our student list and get help.”​
 ➡️ Never upload identifiable student data. Structure anonymized samples instead. 

❌ “This will give me faster answers to everything.”​
 ➡️ It’s better at better answers—not always faster ones. It helps you slow down and reflect, not 
shortcut thoughtful decisions. 
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When to Use ChatGPT—and When Not To 

✅ Use it when: 

●​ You're preparing for a data conversation and want to explore the “why” behind the 
“what.”​
 

●​ You need to summarize patterns in qualitative feedback or logs.​
 

●​ You want to simulate questions for a staff meeting, ILT session, or PD.​
 

●​ You’re reflecting on equity implications and want to generate probing questions.​
 

🚫 Don’t use it when: 

●​ The task requires exact math or statistical precision.​
 

●​ You’re dealing with sensitive or personally identifiable student information.​
 

●​ You don’t have time to review or interpret the output with care.​
 

Leadership Reflection Prompt 

❝ In your current leadership work, are there areas where you’ve been relying on 
spreadsheets for analysis—but could now explore patterns and questions with 
ChatGPT instead? Where do you need precision, and where do you need 
perspective? ❞ 
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Chapter 4  

Privacy, Ethics, and FERPA in the AI Era 
 

The Promise and the Peril 

The rise of generative AI offers school leaders new possibilities: instant pattern recognition, 
strategic simulation, and deep reflection on schoolwide data. But these capabilities come with a 
critical caveat: 

With great access comes great responsibility. 

Unlike traditional data tools, ChatGPT wasn’t built for schools. It wasn’t designed with FERPA in 
mind. And while it can offer incredible insights, it’s up to us—as educational leaders—to ensure 
that the way we use it aligns with our values, protects our students, and models digital 
responsibility for our communities. 

This chapter is about guardrails, not fear. You don’t need to be an IT director or legal expert to 
use ChatGPT safely—but you do need to develop habits, norms, and shared expectations that 
center ethics, privacy, and cultural responsibility. 

 

FERPA 101: What Leaders Must Know 

FERPA—the Family Educational Rights and Privacy Act—protects personally identifiable 
information (PII) in student records. That includes: 

●​ Names, addresses, birth dates​
 

●​ Student ID numbers​
 

●​ Class schedules and rosters​
 

●​ Grades, discipline records, or any combination of data that could reveal a student’s 
identity 

​
Uploading this kind of data to ChatGPT—even accidentally—is a FERPA violation if done 
through an unsecured or public-facing platform. 
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Even if the data is “only being used for a prompt,” it doesn’t matter. Once data is entered, you 
no longer control it. Unless you’re using a protected enterprise deployment of ChatGPT with 
strict data policies, assume everything entered is visible to the model. 

Safe Use = Smart Structuring 

The good news? You can still use ChatGPT meaningfully by anonymizing, summarizing, or 
simulating your data. Here's how. 

✅ Example Prompts That Protect Student Privacy 

❌ Unsafe Prompt: 

“Here’s a spreadsheet with names and ID numbers. Tell me which 8th graders failed 
Algebra.” 

✅ Safe Prompt: 

“Given this anonymized table of student grades by subject and grade level, what 
patterns do you see in Algebra performance among 8th graders?” 

 

❌ Unsafe Prompt: 

“Why did student #32415 get suspended?” 

✅ Safe Prompt: 

“Here’s a sample discipline log (no names or IDs). Based on these entries, what 
common infractions or time-of-day patterns do you notice?” 

 

❌ Unsafe Prompt: 

“Analyze this raw IEP spreadsheet.” 

✅ Safe Prompt: 

“If I upload an anonymized sample of service delivery data for students with IEPs, 
what trends could you help me identify by grade and setting?” 

🧭 The Ethical Decision Tree for AI Use in Schools 

Before you use ChatGPT with any data, run it through this three-step check: 
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Step 1: Is it anonymized? 

●​ ✅ All names, IDs, emails, and identifying info removed​
 

●​ ✅ Aggregated or grouped (e.g., "Grade 9 students" instead of "Jason")​
 

●​ ✅ Redacted or pseudonymized if referencing individuals​
 

 

Step 2: Is it appropriate for AI interpretation? 

●​ ✅ You are asking for insight, not action​
 

●​ ✅ You are using AI to reflect, not decide​
 

●​ ✅ You are not replacing legal, evaluative, or disciplinary processes​
 

 

Step 3: Are you modeling ethical use? 

●​ ✅ You would feel comfortable explaining this prompt to your superintendent or a parent​
 

●​ ✅ You are reinforcing ethical norms with your team​
 

●​ ✅ You’ve explained the why behind the AI use, not just the what​
 

 

👥 Modeling AI Responsibility with Your Staff 

AI tools don’t teach ethics—leaders do. 

If we want teachers, coaches, counselors, and deans to explore AI with curiosity and caution, 
we need to model a culture of safe inquiry. That means: 

●​ Hosting briefings on what’s appropriate and not​
 

●​ Sharing example prompts and use cases during PD​
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●​ Creating shared norms around anonymization and documentation​
 

●​ Emphasizing that ChatGPT is not a shortcut—it’s a strategy​
 

You might even start a meeting by saying: 

“Let’s try this question with ChatGPT, but let’s first make sure our data is clean, 
safe, and anonymous.” 

Small moments like this establish professional fluency and set expectations for safe 
experimentation. ​
​
Building a Culture of Digital Stewardship 

More than just compliance, this work is about trust. Our students and families trust us to protect 
their information. Our teams trust us to lead by example. And our systems work best when they 
are guided not only by tools, but by principles. 

This is not about avoiding innovation—it’s about leading it responsibly. 

 

Leadership Reflection Prompt 

❝ What protocols or prompts could you introduce to your team that both encourage 
AI exploration and protect student privacy? How can you embed ethical 
stewardship into your school’s professional learning culture? ❞ 
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Chapter 5 ​
​

Preparing Your Data ​
for Smart Conversations 

 

From Raw Data to AI-Ready Insight 

Most school leaders have sat in front of a spreadsheet that feels more like a riddle than a 
resource. Rows of test scores, columns of attendance codes, cells filled with abbreviations, so 
much potential insight, yet no clear path to meaning. 

That’s where ChatGPT can help. But like any good conversation, it needs context. ChatGPT 
can’t draw conclusions from clutter. It can’t sort through unstructured chaos and produce clarity 
without your help. 

The goal of this chapter is to show you how to turn raw data into AI-ready input so ChatGPT 
can return insights, patterns, and strategic reflections that truly support your leadership. 

You don’t need to master data science. You just need to know how to format, clean, and protect 
your data with intention. 

 

Step 1: Clean It — Strip Away the Noise 

Start by reviewing your dataset. Before bringing it into ChatGPT, ensure that: 

●​ It has a clear structure (columns labeled, rows consistently filled)​
 

●​ Unnecessary columns (e.g., timestamps, internal notes) are removed​
 

●​ All entries follow consistent formatting (e.g., all dates in MM/DD/YYYY)​
 

●​ Blanks are accounted for (either filled with “N/A” or removed)​
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✅ Instead of this: 

Name Q1 Q2 Attendance Notes Grade Level 

Jayden M. 78 65 Present Needs help 9 

Amaya R.  83 Absent sick note 10 

🚫 Confusing for ChatGPT 

​
✅ Try this: 

Student_ID Q1_Score Q2_Score Attendance_Status Grade_Level 

001 78 65 Present 9 

002 N/A 83 Absent 10 

Key insight: Consistent and stripped-down data is easier for ChatGPT to interpret—and for you 
to explain. 

Step 2: Anonymize It — Protect Student Privacy 

Before uploading or referencing student data in ChatGPT, ensure it contains no personally 
identifiable information (PII). 

❌ DO NOT include: 

●​ Student names​
 

●​ ID numbers (unless they are scrambled and unlinkable)​
 

●​ Addresses, emails, phone numbers​
 

●​ Free-text comments with names or sensitive details 

✅ DO: 

●​ Replace names with generic identifiers (e.g., Student_01, or Grade9_Student_A)​
 

●​ Refer to groups, not individuals, whenever possible​
 

●​ Summarize sensitive data as trends or frequency counts​
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Step 3: Format It — Structure Matters 

ChatGPT can read clean, tabular data when pasted as plain text or within markdown-style 
formatting (like a table in a Google Doc or plain CSV). Avoid uploading screenshots, PDFs, or 
merged cells. 

Best file formats for ChatGPT interaction: 

●​ .csv or .tsv (comma/tab-separated values)​
 

●​ Markdown tables (e.g., | Column | Value |)​
 

●​ Plain text with clear labels​
 

Example of an “AI-ready” markdown-style table: 

| Grade_Level | Avg_Math_Score | Attendance_Rate | Behavior_Incidents 
| 
|-------------|----------------|------------------|------------------| 
| 9           | 72             | 91%              | 14                  
| 
| 10          | 75             | 87%              | 21                  
| 
| 11          | 68             | 82%              | 32                  
| 
 

Then use a clear prompt like: 

“Analyze this dataset and summarize the relationship between grade level and 
behavior incidents. What might be contributing factors?” 

Step 4: Add a Brief Description or Prompt Context 

ChatGPT works best when you explain what it’s looking at. 

Instead of just pasting the table, preface with a sentence like: 

“Here’s a simplified and anonymized table showing average math scores, 
attendance rates, and behavior incidents by grade level. Help me identify patterns 
or correlations.” 
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This extra sentence makes a big difference. It gives ChatGPT a lens for interpreting the data, 
and models the kind of inquiry you want your staff to practice too. 

Prompt-Ready Structures for Common School Use Cases​
 

Use Case Recommended Structure Prompt Example 

Academic 
Performance 

Columns: Student_Group, 
Subject, Score, Term 

“Which subgroups are underperforming 
in ELA based on these benchmark 
scores?” 

Attendance Trends Columns: Date, Grade, 
Attendance %, 
Excused/Unexcused 

“What are the attendance patterns by 
grade and day of the week?” 

Behavior 
Disproportionality 

Columns: Incident_Type, 
Grade, Race/Ethnicity, 
Consequence 

“Are there discipline patterns that 
appear disproportionate across race or 
grade level?” 

SEL Survey Results Columns: Question_Label, 
Grade_Level, Avg_Score 

“Summarize trends in student wellbeing 
based on this SEL survey data by 
grade.” 

Staff Observations Columns: Indicator, Frequency, 
Notes (summarized) 

“What areas for professional 
development are emerging from our 
last 15 classroom observation logs?” 

✅ FERPA-Safe Upload Checklist 

Before you share any data with ChatGPT, ask yourself: 

Question Yes No 

Have all names, emails, IDs, or identifiable info been removed? ☐ ☐ 

Have I replaced individual records with summaries, pseudonyms, or 
aggregates? 

☐ ☐ 

Am I using a structure that clearly communicates trends or comparisons? ☐ ☐ 

Is my prompt focused on insight, not evaluation or action? ☐ ☐ 

Would I feel comfortable showing this to a family member or colleague? ☐ ☐ 

If you check YES for all five—you’re ready to proceed. 
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Leadership Reflection Prompt 

❝ How might preparing your data for AI interpretation also improve how you 
present data to staff, families, or students? What new habits of clarity and care 
could this process reinforce? ❞ 
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Chapter 6 ​
​

Prompting with Purpose: ​
A Framework for Inquiry 

 

Better Questions, Better Insight 

ChatGPT doesn’t know your students. It doesn’t know your school. It doesn’t have context 
beyond what you give it. That’s what makes the prompt so powerful, and so essential. 

The way you ask the question determines the quality of the answer. 

In this chapter, you’ll learn how to design clear, strategic, equity-centered prompts that turn 
your data into insight, not confusion. You’ll discover common prompt types, review real 
school-based examples, and adopt a simple formula to refine your own questions for maximum 
clarity and impact. 

Think of this not as technical training—but as leadership coaching in how to ask better 
questions, faster.​
 

Why Prompts Matter More Than You Think 

In traditional data work, school leaders spend enormous amounts of time gathering numbers, 
but far less time framing the questions those numbers should answer. 

With ChatGPT, that balance shifts. You now have a partner who can surface patterns, flag 
trends, and simulate possibilities—if you ask well. 

A good prompt: 

●​ Anchors the AI in a specific dataset, structure, or scenario​
 

●​ Clarifies what type of insight you’re seeking (e.g., summary, comparison, interpretation)​
 

●​ Frames the inquiry with an ethical, human-centered lens​
 

A vague prompt yields vague answers. But a clear, purposeful prompt can spark breakthroughs. 
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The Four Prompt Types for Educational Leadership 

Use these core prompt types to guide your conversations with ChatGPT across any dataset or 
leadership domain: 

1. Descriptive Prompts 

Used to summarize or organize information. 

Purpose: “Help me see what’s here.” 

Examples: 

●​ “Summarize trends in attendance by grade level.”​
 

●​ “What do you notice in these ELA benchmark results by class?”​
 

●​ “Based on this list of student infractions, what are the top three recurring behaviors?”​
 

 

2. Comparative Prompts 

Used to identify differences, disparities, or progress over time. 

Purpose: “Help me understand what’s changing or different.” 

Examples: 

●​ “Compare GPA and attendance for 9th and 10th graders.”​
 

●​ “What changed between the fall and winter assessments for this student group?”​
 

●​ “Which teachers have the largest variance in student performance across subjects?”​
 

 

3. Equity-Checking Prompts 

Used to identify disproportionality or systemic patterns affecting subgroups. 

Purpose: “Help me uncover possible inequities.” 

Examples: 

© 2025 M. Ali Shama                                                                              eonseducation.com 



Leading with Insight in the Age of AI     26 

●​ “Are there any racial disparities in this suspension data?”​
 

●​ “Which subgroups have the lowest participation in advanced coursework?”​
 

●​ “What patterns emerge in the intervention referrals by student need category?” 

 

4. Predictive or Reflective Prompts 

Used to generate foresight, strategy, or decision scenarios. 

Purpose: “Help me think through what might happen or what I should consider.” 

Examples: 

●​ “Based on these trends, which students are at risk of not graduating?”​
 

●​ “What might explain a drop in math scores despite consistent attendance?”​
 

●​ “What questions should I ask my ILT based on this walkthrough data?”​
 

Introducing the Prompt Clarity Formula 

To help leaders and teams write better prompts, use the Prompt Clarity Formula: 

[Goal] + [Context] + [Data Summary or Table] + [Specific Ask] 

Let’s break it down: 

Component Example 

Goal “I’m reviewing behavior trends across grade levels.” 

Context “This table includes incident counts, time of day, and student groups.” 

Data Summary (Paste cleaned, anonymized table or sample data here) 

Specific Ask “What patterns do you see in this data? What should I be asking 
next?” 

Full Example Prompt: 

“I’m reviewing behavior trends across grade levels. This table includes incident 
counts, time of day, and student groups. Help me identify where most infractions 

© 2025 M. Ali Shama                                                                              eonseducation.com 



Leading with Insight in the Age of AI     27 

are occurring and whether there are any subgroup disparities. What follow-up 
questions should I ask my deans or ILT?” 

This formula grounds your request in leadership purpose—not just data structure. 

Sample Prompts Across Leadership Domains 

Domain Sample Prompt 

Academics “Which subgroups are showing the most growth on these benchmark 
scores? How can I tailor supports?” 

Attendance “What patterns exist in chronic absenteeism across grades and days of 
the week? Are Tier 2 supports aligned?” 

Behavior “Analyze this data for disproportionality in suspensions. What trends are 
most urgent?” 

Teacher Support “Summarize the areas of strength and growth based on this last round of 
teacher observations.” 

Family 
Engagement 

“Which student groups have the lowest family participation rates? What 
barriers might be inferred?” 

 

🧩 Quick Tips for Refining Your Prompts 

●​ ✅ Use clear, specific language​
 “What trends do you notice in...” works better than “Tell me about this...”​
 

●​ ✅ Set boundaries on what you’re asking​
 “Only compare Grades 9–10” or “Focus on students with 5+ absences”​
 

●​ ✅ Clarify the type of output you want​
 “List 3 insights” or “Summarize in bullet points” helps the model structure its response​
 

●​ ✅ Use follow-up prompts to go deeper​
 “What might explain that trend?” or “Who might we be overlooking?”​
 

Leadership Reflection Prompt 

❝ How might refining your questions—before looking at the data—help you slow 
down and lead more strategically? What would it look like to build this kind of 
inquiry into your team’s weekly routines? ❞ 
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Chapter 6 Toolkit 

Prompting with Purpose: ​
One-Page Guide for School Leaders and 
Staff 
Why Prompts Matter 

Strong prompts lead to strong thinking. Whether you're using AI to reflect on student data or 
prepare for a team discussion, the way you frame your question shapes the quality of your 
insight. 

 

Four Prompt Types for Reflective Leadership 
Prompt Type Purpose Example Prompt 

Descriptive Summarize what’s happening “Summarize trends in academic 
performance by grade level.” 

Comparative Identify contrasts or changes “Compare attendance patterns across 
content areas.” 

Predictive Explore potential risks or future 
scenarios 

“Which students are on track for academic 
decline based on current data?” 

Equity-Centered Surface patterns of 
disproportionality or impact 

“Do discipline referrals show disparities by 
race, gender, or IEP status?” 

 

Prompt Clarity Framework 
Use this four-step formula to write effective, inquiry-based prompts: 

1.​ Start with Purpose​
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○​ What do you want to understand or explore?​
 

2.​ Include Context​
 

○​ Briefly describe the dataset or situation (e.g., grade levels, time frame, type of 
record).​
 

3.​ Use Natural Language​
 

○​ Keep the prompt conversational and clear. Avoid jargon or overly complex 
wording.​
 

4.​ End with an Action-Oriented Question​
 

○​ Ask: What stands out? What trends do you see? What should we explore next?​
 

 

📌 Example of a Strong Prompt 

“Here is a list of students who failed two or more courses. Each row includes grade 
level, attendance, and IEP status. What patterns do you notice, and which student 
groups appear most at risk?” 

Tips for Staff Use 

●​ You don’t need to be a data expert to write a strong prompt.​
 

●​ Prompts can be used before team meetings to clarify trends, or after walkthroughs to 
reflect on instructional patterns.​
 

●​ The best prompts lead to better conversations—not just quicker answers.​
​
Try This​
 Before your next team meeting, write one prompt using the framework above. Bring the 
AI-generated insights to spark a reflective group discussion. 
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Chapter 7 ​
 

Asking Strategic Questions ​
Across Datasets 

Seeing the Story Between the Spreadsheets 

School leaders rarely lack data. GPA spreadsheets. Attendance dashboards. Behavior logs. 
SEL surveys. Walkthrough notes. Each one offers a slice of the truth—but often in isolation. 
When we look at these sources separately, we risk missing what matters most. 

The real insights emerge in the spaces between the spreadsheets. 

When we connect data across systems, we shift from reacting to individual moments to 
understanding the broader patterns shaping student experience. This chapter is about building 
that habit—using ChatGPT to ask questions that bridge datasets, surface deeper insights, and 
support leadership that sees the whole picture. 

Why Triangulation Matters 

Triangulation is the practice of looking at the same student, trend, or issue from multiple data 
angles. It’s how we move from symptoms to causes. 

Take a simple case: 

●​ A student’s GPA shows solid academic performance.​
 

●​ Their attendance log reveals frequent lateness.​
 

●​ An SEL survey indicates rising stress and disengagement.​
 

Viewed separately, each data point tells a partial story. Viewed together, they reveal a pattern 
that could otherwise go unnoticed. 

This is where ChatGPT can help. It doesn’t just summarize one dataset. It can connect dots 
across multiple sources—helping leaders spot outliers, reveal system gaps, and ask stronger 
follow-up questions. 

Moving Beyond Single-Point Thinking 
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When leadership decisions are based on a single data point, responses tend to be reactive. 

●​ A low test score prompts immediate remediation.​
 

●​ A behavior spike leads to a parent phone call.​
 

●​ A few walkthroughs trigger a rushed PD session.​
 

But when leaders take a step back and ask, what else might be happening?, the tone of the 
conversation changes. 

For example: 

●​ Are these behavior concerns connected to chronic absenteeism?​
 

●​ Is this academic decline related to inconsistent instruction or student wellness?​
 

●​ Why are students with strong grades showing signs of disengagement? 

These are systems-level questions—and ChatGPT can support the thinking behind them by 
helping leaders see across data types at once. 

Structuring Cross-Dataset Prompts 

You don’t need to have perfectly merged spreadsheets to prompt AI across datasets. What you 
do need is clarity. Start by naming what you’re looking at, where the connections might be, and 
what kind of insight you need. 

Here’s a simple structure to guide your thinking: 

“Given [Dataset A] and [Dataset B], what patterns, inconsistencies, or next 
questions emerge when analyzed together?” 

This format can expand as needed: 

“Using GPA, attendance, and SEL survey results, help identify students who are 
academically successful but may be at risk socially or emotionally. What support 
strategies could we explore?” 

The strength of this structure is that it centers the prompt in real leadership needs. You aren’t 
just asking for a summary—you’re creating a space to think more broadly about student 
experience. 

Real Scenarios That Call for Triangulation 

Here are a few leadership examples where triangulated prompts can support deeper planning: 
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Academic + Behavior + Attendance 

“Which students have a GPA above 85 but have five or more behavior incidents this 
quarter? What patterns might we be missing?” 

Benchmark Scores + SEL + Teacher Comments 

“Analyze these ELA results alongside SEL survey feedback and teacher reflection 
notes. Who might be meeting standards academically but struggling emotionally?” 

Attendance + Classroom Climate + Walkthrough Notes 

“Compare attendance patterns with classroom climate survey responses and recent 
observation notes. What trends emerge in under-attended classes?” 

Intervention History + Progress Monitoring + Behavior 

“Which students have received Tier 2 supports but continue to show academic and 
behavioral challenges? What deeper causes should we explore?” 

Engagement + Grades + Extracurricular Involvement 

“Which students are passing their classes but show low in-class engagement and 
no participation in extracurriculars? What might re-engagement look like?” 

These prompts are not complex. What makes them powerful is their layered perspective. They 
ask why and what next, not just what happened. 

Helping ChatGPT Think Like a Leader 

The more context you provide, the more ChatGPT can offer meaningful insight. You can guide 
its thinking by briefly sharing: 

●​ Your leadership goal (“I’m preparing for an MTSS meeting”)​
 

●​ Your core concern (“I want to know who’s flying under the radar”)​
 

●​ The data types you’re reviewing (“I have GPA, behavior, and intervention logs”)​
 

●​ What kind of reflection you need (“Help me identify trends, ask better questions, and 
prioritize supports”)​
 

When you position ChatGPT as a conversation partner, not just a reporting tool, it becomes 
easier to simulate the kind of thinking that happens in your best leadership team 
meetings—curious, layered, and strategic. 
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What to Listen For in AI Responses 

When using ChatGPT to support cross-dataset thinking, pay close attention to: 

●​ Unexpected outliers: Students who seem fine in one area but are struggling in others​
 

●​ Recurring patterns: Grade levels, periods, or subjects that show consistent issues​
 

●​ Blind spots: Missing data or perspectives that should be part of the picture​
 

●​ Assumptions surfaced: AI-generated insights that challenge your initial interpretation​
 

These insights won’t replace your judgment. But they can sharpen it—giving you new angles to 
explore with your team. 

From Data Points to System Patterns 

Ultimately, triangulating data is not just about identifying student needs. It’s about seeing the 
health of the entire system. 

●​ Are our Tier 1 supports reaching all students?​
 

●​ Are specific classes or teams under-supported across multiple indicators?​
 

●​ Are our interventions addressing the right root causes?​
 

When you engage in cross-dataset inquiry, you move your leadership from responsive to 
proactive. You stop chasing numbers and start listening for the story they are trying to tell. 

 
​
Leadership Reflection Prompt 

❝ Think of a recent decision you made based on a single data point. How might 
your thinking have shifted if you had layered in two more perspectives? What 
systems would you need to build to make triangulation a leadership habit? ❞ 
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Chapter 8​
​

Coaching, ILT Reflection, ​
and Building Staff Capacity 

 

Moving from Data to Dialogue 

Every school has data. What makes the difference is whether that data leads to reflection—or 
just reaction. 

Instructional Leadership Teams (ILTs), coaches, and administrators often spend hours reviewing 
student data, designing action plans, and planning supports. But too often, the cycle stops at the 
surface. We talk about what’s happening without asking why. We document next steps without 
uncovering root causes. We gather insight as leaders, but don’t always share that process with 
staff. 

This chapter is about how ChatGPT can support deeper instructional dialogue—not by replacing 
reflection, but by preparing, modeling, and scaffolding it. When used intentionally, AI can help 
leaders and teams pause, think, and talk differently. It can make reflection more accessible, 
more focused, and more embedded in the culture of school improvement. 

Making Inquiry Protocols Work in Real Time 

Most schools have adopted some form of data inquiry protocol. Whether it’s the Five Whys, 
Data Wise, or ATLAS, these tools are designed to slow teams down and help them reason 
through complex issues. But in practice, these protocols can fall flat. Time is short. Data is 
messy. Facilitation can feel awkward. And staff often default to compliance over curiosity. 

ChatGPT offers a way to make these protocols more actionable. By simulating reflection in 
advance or generating facilitation questions in real time, it helps leaders bring structure and 
depth to conversations without increasing workload. 

Take the Five Whys protocol, for example. A ninth-grade ILT notices a drop in Algebra I scores. 
Before the meeting, a leader can ask: 

“Help me simulate a Five Whys protocol starting with: Why are Algebra I scores 
dropping in 9th grade?” 
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​
From there, ChatGPT can walk through a logical series of responses: 

●​ Students are not mastering foundational concepts​
 

●​ Many enter high school with gaps in math skills​
 

●​ Those gaps were not diagnosed early enough​
 

●​ Diagnostics were delayed due to scheduling challenges​
 

●​ Staffing priorities took precedence over early academic screening​
 

Now the team has something real to discuss. The protocol has moved from theory to 
preparation. 

Supporting ILT and PLC Reflection 

Inquiry doesn’t have to begin in the meeting. It can begin in the prompt. 

When leaders prepare for ILT sessions using ChatGPT, they can generate clearer framing 
questions, anticipate areas of confusion, and build focus before the conversation starts. This is 
especially helpful when trying to shift teams from surface-level analysis to instructional 
reflection. 

For example, using reading benchmark data, a leader might prompt: 

“Suggest three reflection questions that focus on instruction rather than student 
performance.” 

ChatGPT might respond: 

●​ How are vocabulary strategies being introduced and reinforced across classrooms?​
 

●​ In what ways are we scaffolding multi-step comprehension for English learners?​
 

●​ Are teachers modeling reading strategies consistently and explicitly?​
 

These questions don’t replace professional judgment—they focus it. 

Similarly, when leading a PLC around student writing samples or analyzing walkthrough 
evidence, leaders can prompt ChatGPT to generate questions like: 
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●​ What trends do we notice in how students respond to checks for understanding?​
 

●​ How did the use of group roles support or limit equitable participation?​
 

●​ Which students were most engaged, and what conditions supported that?​
 

These questions serve as entry points. They help make the invisible work of interpretation 
visible to the team. 

Coaching with Curiosity, Not Compliance 

Instructional coaching is one of the most powerful levers for improving teaching and 
learning—but only when it is built on trust and genuine reflection. Too often, post-observation 
conversations fall into checklist territory. Teachers are told what was seen. Feedback is 
delivered. Time runs out. 

ChatGPT can help reframe this process by supporting coaches as they plan debrief questions 
that center on strengths, invite ownership, and link practice to student learning. 

For example: 

“Based on this observation script, generate three reflective questions a coach could 
ask the teacher.” 

The output might include: 

●​ What patterns did you notice in how students responded to your questioning?​
 

●​ How did your pacing support or hinder student thinking?​
 

●​ Where did you see students making connections—and how might we build on that?​
 

These prompts shift the tone from evaluation to inquiry. They open space for teachers to 
reflect—and for leaders to listen. 

Modeling Inquiry and Building Staff Capacity 

When leaders use AI to prepare for coaching or team reflection, they are doing more than just 
saving time. They are modeling a way of thinking. They are showing that asking better 
questions is a leadership habit—and that reflection is not a luxury, but a practice. 

Over time, this modeling builds confidence. ILT members can begin to use ChatGPT themselves 
to prepare questions for their grade teams or PLCs. Coaches can design reflective protocols 
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before meetings. Teacher leaders can plan facilitation moves without needing to rely on 
administrators to guide every step. 

This decentralization builds capacity. And that, more than any single insight, is what makes a 
reflective culture sustainable. 

A Simple Framework for AI-Supported Debriefs 

Whether preparing for a coaching cycle, a team discussion, or a data review session, the 
following five-step framework can guide reflection: 

1.​ Describe – What do we see in the data or observation?​
 

2.​ Reflect – Why might this be happening?​
 

3.​ Connect – Where else do we see this pattern?​
 

4.​ Prioritize – What is most important to act on?​
 

5.​ Plan – What is one concrete next step we can take?​
 

At any step, ChatGPT can support the thinking process—offering clarifying questions, testing 
logic, or generating language for communication. It doesn’t replace the work. It supports it. 

 
​
Leadership Reflection Prompt 

Leadership Reflection Prompt​
❝ How might using ChatGPT to prepare for coaching or team reflection strengthen your 
school’s culture of inquiry? What is one upcoming meeting where a reflective prompt could 
create a more meaningful conversation? ❞ 
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Toolkit 

🟩 1. Coaching Prep Template 
Use this template before post-observation conferences to prepare AI-supported reflection 
questions. 

🎯 Coaching Goal: 

What instructional focus or teacher goal are you centering this debrief around? 

 

📊 Observation Snapshot: 

What specific student behaviors, instructional strategies, or moments stood out? 

 

🧠 Prompt for ChatGPT: 

“Based on the following observation notes, generate three reflective, 
strengths-based coaching questions to guide a post-conference.”​
 [Paste anonymized observation script or summary] 

 

🔍 Suggested Questions (from ChatGPT or leader): 

●​  
●​  
●​  

 

💬 Reflection Conversation Plan: 

How will you open the conversation? What tone or framing will support trust? 
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🔄 Follow-Up Action or Practice to Explore: 

What might the teacher try next? How will reflection connect to student learning? 

 

✅ Ready to Use? 
●​ Observation notes anonymized and summarized​

 
●​ Prompt crafted for reflective, strength-based focus​

 
●​ Questions align with teacher’s goals or growth area​

 
●​ Follow-up is actionable and aligned to instructional priorities​

 

🟨 2. ILT Prompt Builder 
Use this to prepare reflection prompts for data meetings or instructional leadership team 
sessions. 

🧭 Leadership Focus: 

What outcome are you hoping to achieve in this meeting?​
 (e.g., identify root causes, prioritize supports, surface equity issues) 

📁 Data Being Reviewed: 

What data sources will the team examine?​
 (Check all that apply) 

●​ Benchmark scores​
 

●​ Attendance​
 

●​ Behavior logs​
 

●​ SEL or climate survey​
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●​ Walkthrough notes​
 

●​ Student work​
 

●​ Other: ___________​
 

Prompt for ChatGPT: 

“Given the following data [describe or paste sample], generate 3 strategic questions 
for our ILT to reflect on patterns, root causes, and equity considerations.” 

 

Example Prompts (ChatGPT-generated or leader-written): 

●​  
●​  

 

💬 Meeting Use Plan: 

How will these questions be introduced? 

●​ Anchor discussion at start​
 

●​ Used during analysis phase​
 

●​ Debrief at the end of meeting​
 

 

🟦 3. AI-Supported Debrief Framework (Printable) 
Use this for coaching, PLCs, or team learning sessions. 

🔁 AI-Supported Debrief: 5 Steps 

Step Purpose ChatGPT Prompt Example 

Describe Identify what was observed or 
surfaced 

“Summarize key patterns in this walkthrough or 
student data set.” 

© 2025 M. Ali Shama                                                                              eonseducation.com 



Leading with Insight in the Age of AI     41 

Reflect Explore possible reasons or 
causes 

“What might explain these patterns in 9th grade 
reading scores?” 

Connect Link to other data, teams, or 
patterns 

“Where else do we see these issues across grade 
levels or subgroups?” 

Prioritize Focus the team on what 
matters most 

“What themes should we act on first based on 
student impact or urgency?” 

Plan Identify next instructional or 
strategic steps 

“Suggest a next step or instructional move to 
address these trends.” 

 

✅ Tips for Use: 

●​ Use one step per meeting if time is tight​
 

●​ Don’t rush to the “Plan” phase—spend time in reflection and connection​
 

●​ Use ChatGPT to support any step where clarity or framing is needed​
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Chapter 9​
 ​

Real Leadership Use Cases 
From Daily Fires to Strategic Insight 

School leadership is rarely short on tasks. There are Regents scores to review, MTSS meetings 
to prep, student behavior patterns to investigate, surveys to unpack, and equity gaps to close. 
Amid the urgency, it's easy for data to become something we glance at—rather than something 
we sit with. 

This chapter is about moving from abstract potential to grounded application. It explores how 
ChatGPT can help leaders tackle real, everyday challenges by framing better questions, 
surfacing overlooked patterns, and prompting deeper conversation. 

Each example highlights a leadership scenario that many school teams face. In each case, 
ChatGPT doesn’t replace the work—it creates space to do it more strategically. 

 

Regents Analysis with Purpose 

Scenario:​
 A principal needs to review Regents exam results after June to identify instructional gaps 
before the fall. 

Without ChatGPT:​
 The assistant principal combs through spreadsheets manually. Patterns are hard to see. PD is 
planned based on assumptions rather than insight. 

With ChatGPT:​
 After organizing the data by subject, teacher, and attendance, the leader asks: 

“Based on this table of Regents results by course and teacher, what patterns do 
you notice? Are there any clusters of failure that suggest instructional gaps or 
student subgroups in need of support?” 

Insight:​
 ChatGPT surfaces that Living Environment scores dropped most among students with high 
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absenteeism. In Algebra I, one teacher’s students outperformed their peers despite similar 
demographics—suggesting an internal PD opportunity. 

The conversation shifts from blame to design. The team now discusses how to align resources, 
observe strong practice, and address absenteeism as part of academic recovery. 

Streamlining Tier 2 Planning 

Scenario:​
 An MTSS team is tasked with identifying students in need of Tier 2 support with limited time 
and capacity. 

Without ChatGPT:​
 The team cross-references GPA, behavior incidents, and attendance manually. Patterns get 
missed. Some students fall through the cracks. 

With ChatGPT:​
 After compiling data on GPA, behavior incidents, and intervention history, the team asks: 

“Which students meet two or more Tier 2 risk indicators but are not currently 
receiving targeted support?” 

Insight:​
 Twelve students are identified as meeting the criteria. Only four are currently being supported. 
The team now starts each MTSS meeting with a list generated through AI—saving time and 
improving consistency. 

 

Catching Attendance Risks Early 

Scenario:​
 An assistant principal wants to identify students at risk of chronic absenteeism—before it’s too 
late. 

Without ChatGPT:​
 Attendance is reviewed once a month. By the time patterns are noticed, the semester is 
halfway through. 

With ChatGPT:​
 Using a simple weekly export of attendance data, the AP prompts: 

“Which students are trending toward chronic absenteeism based on the first five 
weeks of data?” 
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Insight:​
 Nine students are on pace to miss more than 18 days if trends continue. The AP initiates early 
outreach. What would have been an April intervention becomes a September conversation. 

 

Making Climate Data Actionable 

Scenario:​
 A principal reviews student and staff survey results as part of planning a summer retreat. 

Without ChatGPT:​
 Data stays in a spreadsheet until late summer. Staff see bar graphs. Student voice is reduced 
to summary statistics. 

With ChatGPT:​
 Using cleaned, open-ended survey responses, the principal asks: 

“Summarize the most common themes in these student and staff climate 
responses. Group by frequency and tone.” 

Insight:​
 Student responses frequently mention hallway safety and teacher connection. Staff note 
exhaustion and inconsistent enforcement of policies. Tone analysis reveals students are hopeful 
but desire more structure. Staff feel stretched but committed. 

The retreat focuses on relationships, consistency, and re-centering school culture—grounded 
not in charts, but in voice. 

 

Elevating Equity Audits 

Scenario:​
 A district leader is asked to lead an equity audit across multiple schools. 

Without ChatGPT:​
 Each school generates its own data story. There’s no cross-site synthesis or unified lens. The 
audit becomes a compliance task. 

With ChatGPT:​
 The leader combines enrollment, disciplinary, and demographic data and asks: 

“What patterns of disproportionality emerge across these schools? Where do we 
see consistent gaps in opportunity or outcomes by race, ELL status, or IEP 
classification?” 
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Insight:​
 Across all schools, Black male students are overrepresented in suspensions and 
underrepresented in honors courses. ELL students have less access to advanced math before 
10th grade. 

The audit becomes more than a report. It becomes a call to action—with focus areas, guiding 
questions, and follow-up conversations already taking shape. 

A Shift in Mindset 

In each of these cases, the change wasn’t about AI doing the work. It was about AI changing 
how the work gets done. 

The principal didn’t have more hours in the day. The counselor didn’t get more staff. The MTSS 
team didn’t get a new platform. What they got was a thinking partner that helped surface 
patterns, save time, and frame better questions. 

The most powerful use of ChatGPT in schools isn’t automation. It’s amplification—of strategy, of 
awareness, and of capacity. 

 

Leadership Reflection Prompt 

❝ What is one recurring task in your leadership week where a better question—or a clearer 
pattern—could shift your team from reacting to anticipating? How might ChatGPT help you see 
more before you act? ❞ 
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Here is a “Before & After Leadership Use Case” one-pager designed for professional 
development sessions, coaching conversations, or leadership retreats. It distills the major use 
cases from Chapter 9 into a visual and practical tool for reflection and application. 

Before & After: Real Leadership Use Cases with ChatGPT 
Shifting From Reaction to Strategy in School Leadership 

Leadership 
Task 

Before ChatGPT With ChatGPT Impact 

EOY​
Assessment 
Analysis 

Manually reviewed 
scores, focused on 
failure rates, reactive 
PD planning 

Identifies patterns by 
subgroup, teacher, and 
attendance; surfaces root 
causes and bright spots 

Moves conversation 
from blame to 
instructional design and 
equity-focused supports 

Tier 2 
Intervention 

Time-consuming 
cross-referencing; 
students overlooked 

Flags students meeting 2+ 
risk indicators who lack 
interventions 

Saves hours weekly and 
ensures no students fall 
through cracks 

Attendance 
Monitoring 

Monthly reports often 
too late to act 

Predictive analysis highlights 
students at risk after first few 
weeks 

Enables early, targeted 
outreach—shifting from 
reactive to preventive 

Climate 
Survey 
Review 

Charts sit in folders, 
open-ended 
responses ignored 

Summarizes tone and 
themes in student/staff 
responses 

Builds human-centered 
strategy from actual 
voices—not just bar 
graphs 

Equity Audit Each school reports 
separately, no 
cross-site insight 

Detects disproportionate 
patterns in discipline, 
enrollment, outcomes across 
campuses 

Moves from siloed 
compliance to 
system-level red flags 
and strategic next steps 
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🔁 Reflection Questions for Leadership Teams 

●​ Which column best describes how your team currently works with data?​
 

●​ What would change if you started with better questions?​
 

●​ How might you adapt one of these use cases to an upcoming leadership decision?​
 

✅ Quick Start Tip 

Pick one routine you already do (like MTSS, Regents prep, or survey analysis) and build a 
simple prompt: 

“Here is [dataset]. What patterns stand out by [category]? What might we be 
missing?” 

 

Leadership Reflection Prompt 

❝ What everyday leadership routine in your week could be transformed by asking a 
better question—and letting ChatGPT help you see the full picture before you act? 
❞ 
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Chapter 10​
 ​

Guardrails, Hallucinations, ​
and Responsible Use 

Don’t Let the Tool Think for You 
AI can be a powerful ally in school leadership. It can save time, sharpen insights, and expand 
your thinking. But that power also comes with risk. ChatGPT responds confidently—even when 
it’s wrong. It offers ideas quickly, but not always responsibly. 

This chapter is about staying grounded in your role as a leader. Not just a user of tools, but a 
guide who brings discernment, ethics, and professional judgment to every decision. ChatGPT 
can support your thinking. It should never replace it. 

 

What AI Hallucinations Are—and Why They Matter 
A hallucination is when ChatGPT generates something that sounds plausible but isn’t accurate. 
These are not technical errors. They are the result of how the model works: predicting what text 
is likely to come next, not checking if it’s true. 

In leadership, hallucinations show up when ChatGPT: 

●​ Assumes causes from correlation​
 

●​ Summarizes without citing evidence​
 

●​ Invents policy requirements or district-specific rules​
 

These responses can seem credible, especially under pressure. But taking them at face value 
can lead to flawed conclusions—and real consequences. 

Three Missteps to Watch For 

1. Assuming Causation Without Evidence 
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Prompt: “Why are 10th grade math scores low?”​
 ChatGPT Output: “Because students are distracted by social media and lack homework 
support.”​
 What Went Wrong: These causes weren’t in your data. The AI guessed based on language 
patterns—not your school’s reality. 

2. Overstating Staff Sentiment 

Prompt: “Summarize teacher feedback on school climate.”​
 ChatGPT Output: “Most teachers feel unsupported by leadership.”​
 What Went Wrong: The AI may have focused on a few strong comments and exaggerated the 
tone. 

3. Inventing Local Policies 

Prompt: “What PD is required for NYC DOE co-teachers?”​
 ChatGPT Output: “All co-teachers must complete 12 hours of mandated training.”​
 What Went Wrong: That requirement doesn’t exist. ChatGPT filled in the gap with something 
that sounded official. 

Putting Guardrails in Place 
Use the following strategies to prevent missteps and keep your leadership grounded: 

Guardrail Why It Matters How to Apply It 

Verify with source data ChatGPT doesn't fact-check 
itself 

Cross-reference summaries with raw 
numbers or documents 

Avoid judgment-based 
prompts 

It may infer criteria you 
didn't intend 

Ask for “possible explanations” or 
“multiple interpretations” 

Add clear context to your 
prompt 

Vagueness invites 
inaccurate generalization 

Specify time frame, student group, or 
leadership goal 

Ask for evidence Encourages grounded 
responses 

Use phrases like “What data 
supports this conclusion?” 

Never upload personally 
identifiable data 

Ensures FERPA compliance 
and ethical use 

Anonymize student info and 
summarize datasets 
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A Simple Protocol: Validate Before You Act 
Whenever ChatGPT gives you an insight—pause and run it through this four-step check: 

1.​ Pause​
 Ask yourself: Is this a surprising or high-stakes claim? Does it reinforce something I 
already believe too easily?​
 

2.​ Trace​
 Ask ChatGPT: “What in the data led to this conclusion?” This reveals whether it is 
grounding its insights or just guessing.​
 

3.​ Cross-Check​
 Look back at the original data. Ask a colleague, “Does this line up with what we know?”​
 

4.​ Decide​
 Choose how to proceed:​
 

●​ Share the insight​
 

●​ Reframe the language​
 

●​ Dig deeper before acting​
 

●​ Discard if misleading​
 

 

Responsible Use Is a Leadership Practice 
Using AI responsibly doesn’t slow your leadership. It sharpens it. The real goal is not just to 
avoid errors, but to model the kind of inquiry we want from our teams: thoughtful, reflective, and 
principled. 

You are still the one who: 

●​ Interprets the context​
 

●​ Sets the tone for how data is used​
 

●​ Protects student dignity​
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●​ Makes meaning that leads to action​
 

AI can accelerate your thinking—but only you can ensure that thinking is just, accurate, and 
grounded in your school’s reality. 

 

Leadership Reflection Prompt 

❝ What would it look like to teach your leadership team how to spot hallucinations 
and exaggerations in AI-generated insights? How might that build not just digital 
literacy—but shared responsibility and a culture of critical thinking? ❞ 
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🧭 Leadership Output Validation Protocol 

For Thoughtful and Responsible Use of ChatGPT in Schools 

Use this 4-step protocol anytime ChatGPT offers a recommendation, summary, or insight from 
your data. 

 

✅ STEP 1: PAUSE 

●​ Is this insight surprising or unusually confident?​
 

●​ Does it confirm what I already believe too easily?​
 

●​ Could acting on this too quickly create confusion or harm?​
 

If yes: Slow down. Don’t take it at face value. 

 

🔍 STEP 2: TRACE 

●​ Where did this idea come from in the prompt or dataset?​
 

●​ Ask ChatGPT:​
 “What part of the data led you to this conclusion?”​
 “Explain how you arrived at this summary.”​
 

Goal: Surface the logic or assumptions underneath the output. 

 

🧪 STEP 3: CROSS-CHECK 

●​ Compare the output to your source data or policy documents.​
 

●​ Spot-check numbers, quotes, or trends.​
 

●​ Ask a colleague:​
 “Does this interpretation hold up to what we’ve seen?”​
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Watch for: 

●​ Inaccurate generalizations​
 

●​ Overstated tone​
 

●​ Fabricated policies or practices​
 

 

🧠 STEP 4: DECIDE 

Determine the best next step: 

Decision Path When to Choose It 

✅ Use as-is If the insight is accurate, grounded, and actionable 

✏️ Reframe If the idea is useful but needs better language or 
clarity 

🔁 Recheck 
data 

If key evidence is missing or inconsistent 

🗑️ Discard If the insight is unsupported or misleading 

 

🔒 Remember: You Are the Filter 

AI can assist—but only you can:​
 ✔ Interpret context​
 ✔ Ensure accuracy​
 ✔ Protect student privacy​
 ✔ Lead with integrity 
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Chapter 11  

​
Prompt Bank : Tools by Topic, ​

Tiered by Skill 

From Curiosity to Strategy—One Prompt at a Time 
The most powerful use of AI in school leadership is not automation. It’s inquiry. 

This chapter offers a practical, accessible prompt bank to help you turn data into dialogue, and 
dialogue into decisions. Each section is grounded in everyday leadership use cases and 
organized by topic, with prompts scaffolded from foundational to strategic. These are not scripts 
to memorize. They’re launchpads to build your fluency—and your team’s—one question at a 
time. 

Whether you’re a new principal exploring trends or a district leader conducting an equity audit, 
this collection is designed to help you: 

●​ Start small​
 

●​ Build skill​
 

●​ Ask better questions​
 

●​ Lead more strategically​
 

All examples assume anonymized or aggregated data, aligned with FERPA-safe practices. 

🔍 How to Use This Prompt Bank 
●​ Start with "Starter" prompts to explore data at a surface level.​

 
●​ Use "Intermediate" prompts to compare, connect, or begin drawing meaning.​

 
●​ Advance to "Expert" prompts for strategic planning, synthesis, and reflection.​

 

© 2025 M. Ali Shama                                                                              eonseducation.com 



Leading with Insight in the Age of AI     55 

You can use them for: 

●​ Personal analysis​
 

●​ Team planning​
 

●​ Coaching sessions​
 

●​ Leadership retreats​
 

●​ ILT or PLC meetings​
 

📂 Prompt Categories by Leadership Domain 

📘 1. Attendance & Engagement 

Starter 

●​ “Summarize attendance trends by grade level for [Month/Term].”​
 

●​ “Which students have missed more than 10% of instructional days?”​
 

Intermediate 

●​ “Compare unexcused vs. excused absences by grade and identify patterns.”​
 

●​ “What days of the week have the highest absences, and how does that impact 
instruction?”​
 

Expert 

●​ “Identify students with strong academic performance but declining attendance. What 
might we ask them in a student voice circle?”​
 

●​ “Based on this trend data, what interventions might be appropriate by subgroup and 
grade level?”​
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2. Academic Performance & Regents Readiness 

Starter 

●​ “Summarize benchmark scores by subject and grade level.”​
 

●​ “List students failing two or more subjects this term.”​
 

Intermediate 

●​ “Compare performance across subjects. Which students show strengths in one subject 
but struggle in another?”​
 

●​ “Which teachers or courses had the highest growth in assessment scores?”​
 

Expert 

●​ “Analyze Regents readiness across subjects. Which students are at risk based on 
current trends?”​
 

●​ “Simulate three strategies for increasing pass rates for historically underperforming 
subgroups.”​
 

3. Behavior, Climate & Discipline 

Starter 

●​ “Summarize behavior incidents by type, grade, and time of day.”​
 

●​ “What are the top 3 most common infractions this quarter?”​
 

Intermediate 

●​ “Compare behavior referrals by subgroup. Are there patterns of disproportionality?”​
 

●​ “What interventions are currently in place for students with 5+ referrals?”​
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Expert 

●​ “Identify students with increasing behavioral incidents but no Tier 2 support. What might 
we recommend?”​
 

●​ “Draft a reflection protocol for deans to revise behavior support systems using this data.”​
 

4. SEL & Student Well-Being 

Starter 

●​ “Summarize SEL survey results by domain (safety, connection, regulation).”​
 

●​ “Which grade level reports the lowest sense of belonging?”​
 

Intermediate 

●​ “Compare student well-being before and after breaks. Are there shifts across terms?”​
 

●​ “Link SEL scores with attendance and GPA. What correlations emerge?”​
 

Expert 

●​ “Which students report low belonging and academic risk? What might be driving 
disengagement?”​
 

●​ “Design three Tier 1 strategies to improve connection based on this SEL data.”​
 

5. Equity & Access 

Starter 

●​ “Summarize enrollment in honors, AP, or electives by subgroup.”​
 

●​ “Are there disparities in discipline rates across demographic groups?”​
 

Intermediate 

●​ “Compare access to interventions or enrichment programs. Are services equitably 
distributed?”​
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●​ “Identify gaps in achievement by race/ethnicity across core subjects.”​
 

Expert 

●​ “Simulate a root cause analysis of equity gaps in advanced course participation. What 
policies may be contributing?”​
 

●​ “Draft equity inquiry questions for an ILT session based on this disproportionality data.”​
 

6. Teacher Practice & Instructional Coaching 

Starter 

●​ “Summarize walkthrough trends by subject. What practices appear most often?”​
 

●​ “Which teacher reflection themes show up in recent observations?”​
 

Intermediate 

●​ “Compare engagement strategies across classrooms. Who consistently uses checks for 
understanding?”​
 

●​ “What PD needs surface from the most recent round of coaching conversations?”​
 

Expert 

●​ “Identify patterns in teacher impact using walkthrough and assessment data. How might 
this inform next year’s PD?”​
 

●​ “Simulate a reflective coaching session for a teacher with dropping student 
engagement.”​
 

🔄 Prompt Progressions: From Question to Strategy 
Each progression starts with observation and moves toward leadership action. 

🧩 Academic Triangulation 

●​ Starter: “Which students are failing two or more subjects?”​
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●​ Intermediate: “What commonalities do those students share in attendance or SEL?”​
 

●​ Expert: “Simulate a Student Support Team meeting using this multi-factor data.”​
 

📈 Attendance + Engagement 

●​ Starter: “Which students are trending toward chronic absenteeism?”​
 

●​ Intermediate: “How does their attendance compare to academic growth and behavior?”​
 

●​ Expert: “Design early interventions based on this multi-indicator profile.”​
 

🧠 ILT Instructional Use 

●​ Starter: “What are the top 3 trends from recent walkthroughs?”​
 

●​ Intermediate: “How do these trends align with student outcomes?”​
 

●​ Expert: “Draft a 30-minute ILT session prompt based on this data.”​
 

🧰 Additional Tools to Print or Share 
●​ Prompt Design Worksheet – Helps teams generate strong, focused questions​

 
●​ From Insight to Action Template – Maps prompts to output and leadership next steps​

 
●​ Team Norms for Prompt Writing – Builds collective fluency and shared practices​

 

 

Leadership Reflection Prompt 
❝ What if your school’s data culture shifted from reviewing charts to designing better 
questions? How might this prompt bank serve as a tool for shared insight, distributed 
leadership, and real-time action planning? ❞ 
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Chapter 12 ​
​

Implementation Toolkit 
 

Turning Strategy into Daily Practice 
If the earlier chapters explored why and how, this chapter focuses on what now. 

By this point, you may be convinced: ChatGPT, when used wisely, can be a meaningful tool for 
equity-driven, strategic leadership. Your team is interested. Your school is data-rich but 
time-poor. Now comes the challenge of turning insight into consistent, responsible routines. 

This chapter provides practical tools and templates to help you: 

●​ Train staff in safe, purposeful AI use​
 

●​ Model responsible practice with clarity and care​
 

●​ Integrate ChatGPT into leadership meetings and planning​
 

●​ Encourage a culture of inquiry and reflection across roles​
 

Each tool is meant to be easy to adapt, aligned with professional judgment, and grounded in the 
day-to-day work of schools. 

Section 1: Prompt Templates for Leadership Use 
Use these as scaffolds to build strong, focused prompts in coaching, ILT, or student support 
settings. They can be printed, copied into shared folders, or built into slide decks. 

General Prompt Template for Leaders 

Goal: What insight or decision will this prompt support?​
 Context: What situation or dataset are you working with?​
 Data: (Paste anonymized or summarized data here)​
 Prompt: What do you want ChatGPT to analyze, highlight, or simulate?​
 Intended Use: Reflection, planning, meeting prep, student support, etc. 
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Instructional Leadership Prompt Starter 

“Based on this walkthrough data across [grade/department], what trends do you notice in 
student engagement? Suggest three areas to explore in our next ILT session.” 

MTSS/Student Support Prompt Starter 

“From this list of flagged students, identify those not receiving Tier 2 supports. What needs or 
commonalities emerge?” 

Equity Reflection Prompt Starter 

“Review this disaggregated outcome data by subgroup. What patterns might suggest equity 
gaps? Generate three questions for an equity-focused ILT discussion.” 

Section 2: Slide Outline for Leadership PD 
Use this structure to lead a 60-minute training session on ethical and strategic AI use. 

1.​ Framing the Moment​
 Why AI matters now, and what leadership challenges it addresses (overwhelm, equity, 
burnout)​
 

2.​ From Compliance to Inquiry​
 Show examples of data use before and after AI adoption​
 

3.​ Safe and Ethical Use​
 Review anonymization, FERPA reminders, and ethical decision points​
 

4.​ Prompting with Purpose​
 Introduce the Prompt Clarity Formula; model how to refine vague prompts into strategic 
ones​
 

5.​ Practice Protocol​
 Invite participants to write their own prompts and get feedback in small groups​
 

6.​ Scaling the Work​
 Preview tools, templates, and leadership use cases; close with a reflection​
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Section 3: ChatGPT Use Policy Template 
This draft policy can be shared with staff or adapted to suit your school or district context. 

Purpose 

To promote safe, ethical, and effective use of AI tools like ChatGPT for educational planning and 
professional learning. 

Acceptable Uses 

●​ Analyzing anonymized or aggregated data​
 

●​ Drafting discussion guides or meeting materials​
 

●​ Generating questions to support instructional planning​
 

●​ Simulating coaching conversations or planning scenarios​
 

Prohibited Uses 

●​ Uploading any data with student names or identifiable details​
 

●​ Using ChatGPT to make final decisions about people​
 

●​ Sharing credentials or confidential information​
 

Staff Expectations 

●​ Complete a brief training before use​
 

●​ Validate all outputs before sharing​
 

●​ Treat ChatGPT as a thought partner, not a decision-maker​
 

 

Section 4: Mini Case Studies and Reflections 
These short examples illustrate how AI is supporting leadership across schools. 
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Case 1: Weekly Data Debriefs 

Scenario: A principal uses ChatGPT to summarize weekly attendance and referral patterns.​
 Prompt: “Summarize key trends in attendance and behavior. Highlight anything urgent.”​
 Result: Meeting prep time dropped significantly; the team now focuses on relationship-building 
instead of reacting to raw numbers.​
 Reflection: What recurring meetings in your school could benefit from a five-minute AI briefing? 

Case 2: ILT Prep with Walkthrough Data 

Scenario: An ILT lead uses ChatGPT to analyze patterns across multiple observation notes.​
 Prompt: “What themes emerge in questioning techniques and student ownership?”​
 Result: The team designed a PD cycle on academic discourse with teacher voice built into the 
plan.​
 Reflection: Where are you currently sitting on a pile of raw notes that could be turned into 
strategic insight? 

Case 3: Coaching with Confidence 

Scenario: A new coach uses ChatGPT to generate post-observation reflection questions.​
 Prompt: “What coaching questions could deepen reflection on rigor and student thinking?”​
 Result: Faster turnaround between visits and greater confidence in conversations.​
 Reflection: How could this tool support coaches who are still building their toolbox? 

Closing Thought 
Technology does not transform schools. People do. 

But the right tools, in the hands of thoughtful educators, can shift the culture—from reactive to 
reflective, from fragmented to focused, from overwhelmed to prepared. 

This toolkit is not the end of your leadership growth. It’s a way to sustain it. 

 

Leadership Reflection Prompt 

❝ Which tool could you try this week? And what support structures—norms, protocols, 
expectations—would help you and your team build a culture of AI-supported leadership 
over time? ❞ 
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Chapter 13​
 ​

From Analysis to Agency 

​
You Were Never Just Managing Data 
When you stepped into school leadership, your role was never just about numbers. It was about 
people. About patterns. About finding clarity in the complexity of school life—so your decisions 
could make a difference. 

This guide has not been about ChatGPT as a tool. It has been about reclaiming your thinking 
space. 

In a system flooded with information, the real challenge isn’t accessing data. It’s finding time to 
make sense of it. 

AI doesn’t solve that for you. But it can help you slow down, focus your questions, and elevate 
the signal above the noise. It can help you create room for meaning—so you can lead with 
clarity, not just compliance. 

 

From Burden to Compass 
Too often, data feels like another burden on an already full plate. Attendance reports stack up. 
Dashboards blur into the background. Behavior logs get logged—but not discussed. 

This book has offered a different possibility: 

●​ That data can spark conversation, not just reporting​
 

●​ That you can move from reacting to trends to recognizing root causes​
 

●​ That you don’t need to be a data analyst to lead with insight and empathy​
 

​
​
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​
ChatGPT becomes more than a digital assistant. It becomes: 

●​ A coach for your thinking​
 

●​ A partner in planning​
 

●​ A mirror to your system’s patterns​
 

●​ A catalyst for conversations that move teams forward​
 

Insight That Serves Equity 
Every data point comes with a story, and every pattern asks for interpretation. 

AI can accelerate your ability to disaggregate, spotlight disparities, and prepare for difficult 
discussions. But it can’t define what matters. 

That’s your job. 

The lens you bring to the data—one grounded in justice, curiosity, and care—will always 
shape the impact of your decisions. 

Leadership is not about finding a pattern. It’s about choosing how to respond to it. 

 

A New Leadership Habit: Reflective, Strategic, AI-Literate 
This moment in education requires more than urgency. It requires thoughtfulness. A willingness 
to pause. A discipline of asking better questions before jumping to answers. 

Leadership today means being: 

●​ Prompt-literate and data-aware​
 

●​ Ethically grounded and transparent​
 

●​ Reflective in your interpretation​
 

●​ Creative in your next move​
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AI won’t replace school leaders. But those who understand how to lead with it—wisely and 
well—will help shape more responsive, equitable schools. 

You are not just managing inputs. You are facilitating insight.​
 You are not just reviewing reports. You are redesigning the conversation.​
 You are not just reacting. You are restoring time for thoughtful decision-making. 

 

What Happens Next? 
Implementation doesn’t start with a system overhaul. It starts with one prompt. One team 
conversation. One decision made with more clarity than before. 

●​ At your next team meeting, try generating a few reflective prompts from your data​
 

●​ When reviewing trends, ask for patterns, -not just numbers​
 

●​ If you feel stuck, let ChatGPT surface possibilities, then bring your judgment to the table​
 

You are not alone in this work. But your leadership is what gives the data meaning. 

 

Final Reflection Prompt 
What kind of decision-maker do you want to become over the next year? And how can AI, 
used intentionally, ethically, and strategically support that journey? 

Thank you for making time to think.​
 Thank you for leading with reflection.​
 Thank you for choosing to turn data into action—and insight into equity. 

Your leadership makes the difference.​
 And your questions will shape what’s possible. 
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