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ABSTRACT

Relational trust focuses on the distinct rolesimita district setting and the obligations
and expectations each has within the organizatiéiben obligations and expectations are met,
this enhances trust within the school or distriotimnment. School districts across America are
influenced by labor statute, which drive negotiafwocesses between school boards and
classroom teachers. The negotiations process ookdistricts today is predominately driven by
collective bargaining statutes; however, a smathber of states, categorized as Right to Work
states, embrace other bargaining practices, suttfeaseet and confer process. The purpose of
this comparative case study was to examine, desand compare the importance of trust in
school districts as it relates to the relationdiepnveen the union president and the
superintendent bound by a collective bargaining@ss and the relationship between the union
president and the superintendent not bound bydhective bargaining process. Also, this study
examined the influence this relationship has oresatendent leadership behaviors. Two small,
rural school districts, one in Montana and one iyowing, were the focus of this study.

The research questions in the study are 1) Whataes trust play in the relationship
between teacher union presidents and the distnpersntendent in collective bargaining and
non-collective bargaining districts? 2) What roteed trust play in the relationship between
union presidents and superintendents in Wyoming, are not bound by a collective bargaining
agreement? 3) What are the similarities and diffees of the superintendent/union president
relationship, as well as similarities and differemdn superintendent leadership behavior, in
these two types of districts? and 4) How do kelgedtalders in a district perceive the influence
the union president superintendent relationshipomathe superintendent’s leadership behavior?

Study findings included the significant role redatl trust plays in this working
relationship. In addition, a key leadership behapi@valent in the collective bargaining district
was the trait of compromise. Another finding resgltfrom this study was the importance of the
superintendent’s ability to understand a distrideginition and expectation to be considered
trustworthy and then the overall ability to meetdt expectations.
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CHAPTER ONE

INTRODUCTION

Background, Purpose, and Need for the Study

American society entrusts its children to educatiamnstitutions to teach, guide, counsel,
and protect. Yet, little is known about the natoférusting relationships in a school once
children start the school day (Tschannen-Moran &,F2900). Trust is an important element in
human learning because much of what is learnedssdon the verbal and written statements of
others (Rotter, 1967). Lack of trust is a serioupadiment to many reforms and accountability
requirements taking place in American schools. ifi@athl management practices have
emphasized social distance among competing pami@ésave engendered a sense of distrust or
a low expectation of responsiveness (Tschannen+M&rdoy, 2000). This study examined the
importance of trust in school districts, especigitytaining to the relationship between the union
president and the superintendent. Furthermorereékasionship was explored in terms of how
trust impacts superintendent leadership behavior.

The history of collective bargaining in public sdfs began with early attempts to
organize labor in the private sector. Following és¢ablishment of bargaining in this sector,
public institutions started to see the beginningsotlective bargaining (Sharp, 2003). Since the
1960’s when collective bargaining began, two urgosups, the National Education Association
(NEA) and the American Federation of Teachers (Afr@ye lobbied state legislatures across the
country to pass laws authorizing the right to orgento negotiate, and to strike. Prior to thetfirs

collective bargaining agreement, many school boandsadministrators met with teacher
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representatives to discuss salaries, working cammditand grievance procedures ultimately
agreeing upon a contract. The contracts were verbatitten agreements, depending primarily
on the interests of the groups involved in the pssc Most teachers and administrators joined
the National Education Association at both theestaid national levels, and established local
organizations as well to further professional glawWhen the opportunity arrived for exclusive
representation by national association for colecbargaining, the teachers’ organization was in
place. The NEA eventually terminated the relatigmstith administrative members standing
ready to pressure legislatures (Sharp, 2003).

As previously stated, collective bargaining wagédy unknown in the K-12 public
schools until the 1960’s. Before then, most schiligtricts across the country enjoyed autonomy
in setting compensation and work conditions. In(,96e United Federation of Teachers (UFT)
chose to strike in New York City over these vesuiss, resulting in a generous collective
bargaining agreement. This event was instrumenttilé powerful process called collective
bargaining and sparked a rise in union membergngys & Mirel, 2001).

In 1962, the NEA Representative Assembly passeaduiésns on professional
negotiations, avoiding the term collective bargagniThe assembly asked state and local
associations to seek state legislation to estatilishight of teachers to negotiate collectively
(Sharp, 2003). Both the American Federation of eexand the National Education
Association have been vying for teacher membenrfsbip 1962 to the present (Sharp, 2003).

Over a ten year span, there were 27 state coléebawvgaining laws for teachers. These
laws reflected similarities across state laws; hawevery few early laws provided the right to

strike. Collective bargaining laws predominately@ed the following areas: the right of public
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employees, or teachers, to organize; the rightdleyees to be represented in collective
bargaining by a representative of their choicegsubr the “duty to bargain” (Sharp, 2003, p. 8)
obligation for both employers and employees orgations; a definition of Unfair Labor
Practices (ULP) process and procedures; proceflurssttling impasses, such as mediation
services, fact finding, and arbitration; and in sostates, the right to strike (Sharp, 2003).

By the early 1990’s, collective bargaining in théoppc schools was a reality in many
school districts across the country. The negotatiorocess has gone from being virtually
nonexistent, to a process today that involves atgteal of time, money, directly or indirectly,
and emotion (Sharp, 2003). Largely absent amiditbeussions about teachers’ unions in
general is a clear understanding of what colledtaeaining looks like today. Collective
agreements are the contracts that govern theae#tip between any group of employees and its
employer (Sharp, 2003). In the case of teacheecie bargaining, the two parties involved in
the negotiating process are the local teachersgruand the school district (Hess & Kelly, 2006).

Collective bargaining agreements are created ifigabhool settings by implementing
some type of collective bargaining process. Thesthads may include win-win or interest-
based bargaining which is considered less advatshan other bargaining methods. Bargaining
methodologies in some respects have changed theashayp| districts negotiate contracts.
Contractual agreements between the teachers’ amdrschool district now result from an
organized process within the district structur@ngrily involving the school board, the union
president, and the administration as key partidgarhe central office team, led by the
superintendent, is charged with implementing refareasures to improve efficiency and

improved student performance, while simultaneotrsing to avoid labor-management conflict.
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Moreover, district superintendents and members@bBdministrative team are typically former
teachers and principals who need the support oht&a to implement instructional reforms or
improve student achievement as part of the maraldtmed in the No Child Left Behind

(NCLB) legislation. School board trustees and supendents may prefer to interpret contract
language in routine, accepted ways and hesitagdcessively pursue changes attempting to
maintain labor peace (Hannaway & Rotherham, 2006he day-to-day working relationship of
the union president and the superintendent, tlags@ pivotal role in implementing all aspects
of a complex collective bargaining agreement.

Public education is considered to be the singlgelstremployer in state and local
government, with 5.1 million employees and expamds of $400 billion in 1997. In 2001, the
NEA claimed 2.7 million members and the AFT clainaggbroximately 1.3 million members
(Kahlenberg, 2001). The NEA has been officiallyssified as a union since 1976 by the Bureau
of Labor Statistics and the Internal Revenue Sepdespite continued insistence by the NEA
that the association is not a union (Kearney, 2001)

The courts have ruled that states may regulateatole bargaining but may not prevent
public employees from joining unions, deeming stestrictions a violation of the First
Amendment right to free association. Consequeall\jO states have teachers’ unions and more
than 90% of all teachers today are union membeabl@tburg, 2006). The school law scholar
Louis Fischer (2003) explains, “While the First Amdenent protects the rights of teachers to
associate and advocate, it does not guaranteththatdvocacy will be effective or that

government bodies must bargain with them” (Hannav&otherham, 2006, p. 56).
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In nearly all states, the teacher collective bamgagi process is regulated at the state level.
In states with mandatory collective bargaining, &y@rs are required to collectively bargain
with organized employees. Unorganized employeesseaak to organize as a bargaining unit by
going through the following process: an organizaseeking to represent the employees must
petition the state agency, be approved by the ggamc win a majority vote of employees in a
certified election. If the organization fails tom& majority vote by the membership, no
collective bargaining agent is created. In 200Rtythree out of the fifty states had mandatory
collective bargaining laws established by statéslatures and another six allow collective
bargaining, but do not require it (Krueger, 2002).

In most states, teachers may still organize amgiygucollective bargaining, but the
school district is not obliged to bargain with gedected representative. In a few states, state law
stipulates that districts manpt collectively bargain. In the state of Texas, fwample, districts
where teachers have organized and selected aeapaige, typically negotiate with teachers
through a process called “exclusive consultatidtérinaway & Rotherham, 2006, p.55). A state
bargaining law usually defines the bargaining uHiite state employment relation’s board must
craft procedures for electing the employees’ reregtive. Once the teachers have elected their
representative, the school board must negotiatewoitlh the elected representative of the
teachers. This elected official is called gxelusive bargaining ageot exclusive representative
of the teachers. The elected official continuelddhe sole representative of the teachers until a
new election brings in a different representatidar(naway & Rotherham, 2006).

A 1979 study of teacher bargaining by Lorraine Mobell and Anthony Pascal

(Henderson, Urban, & Wolman, 2004) found that, tifodistricts often bargained with little
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attention to state laws, the presence of such arlakes a differencélicDonnell and Pascal
suggested, “Local attitudes and the relationshegphto parties create with each other are far
more significant (than collective bargaining lawsyetermining the tenor of the negotiations
process and the quality of the final contract” (Haway & Rotherham, 2006, p. 59).

Teachers’ unions were mentioned in the politicaharin August 1996, when presidential
candidate Bob Dole accepted his nomination at #euBlican National Convention. Dole
excoriated teachers unions: “If education were g w@u would be losing it. If it were a
business, you would be driving it into bankruptifyt were a patient, it would be dying.” (Dole
1996 Republican Speech, p. 6)

In actual practice, it is difficult to separate #féects of unionization from those of
collective bargaining, and the two may in fact ieirelated; for example, states with strong
teachers’ unions are more likely to lobby for coliee bargaining. For this reason, most
literature does little to distinguish between thige effects.

Superintendents’ ability to function under colleetbargaining agreements in this new
era of educational accountability requires a unisgteof leadership skills. Regardless of the
nature of specific reform and accountability effornion presidents and superintendents will
play an important role in reform and accountabifiitgasures. School administrators, especially
superintendents, have the organizational authtwitletermine how education will be conducted,
and teachers will determine the actual implememtatRosow & Zager, 1989). Thus effective
work relationships between school administratosteachers are critical for successful

educational reform.
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One ingredient of effective work relations betwesion leadership and superintendent
is trust. Trust has been researched heavily icongorate arena; however, little research has
been conducted in the field of education pertainathe relationship between the
superintendent and the union president.

Trust is a complex dynamic particularly as it retato “organizational processes such as
communication, collaboration, climate, organizagibeitizenship, efficacy, and effective”
(Tschannen-Moran & Hoy, 2000, p. 547). Rosow & 283889) suggest that administrator-
teacher collaboration is difficult to obtain forlaaist four reasons. First, administrators tend to
see reform programs as an infringement on mandgigis. Second, administrators tend to
perceive teachers as experts in their day-to-dstyuational duties, but incapable of contributing
to improvement of a school as a whole. Third, tministrators and teachers’ unions’
members tend to believe that the other group wwilbeace education reform programs as a
means to advance partisan interests. Fourth, temalsume that their increased involvement in
school governance matters is no more than thet lat@sagement fad used by superiors to
extract more work for the same pay. These exangplggest that administrator and teacher
groups see different risks in reform initiatives.

Today's superintendents are faced with the dynarhéffectively managing a school
district and honoring a collective bargaining agneat simultaneously. The purpose of this
study was to ascertain whether or not relationattbetween union presidents and the
superintendent influences the superintendent’seleshgp behavior.

The focus on superintendents and union presidsstspgported by research on the

importance of relationships among group represeetatn organizations (Adams, 1976).
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Lawrence & Lorsch (1967) suggested that the relatigpps among organizational group
representatives can influence overall organizatieffactiveness and success. Also, Brown
(1983) emphasized that internal and external enwmental pressures to produce organizational
change exerts stress on group interfaces by geamgratcertainty and conflict (Currall, 1992).

Additionally, ascertaining the role trust playslie development of the superintendent’s
leadership behavior is significantly important besait will assist superintendents to identify
specific leadership behaviors that will result neaer success as a leader. One aspect of trust is
the willingness to risk vulnerability. A stipulatioof trust is interdependence, wherein the
interests of one party cannot be achieved witheliance upon another (Rousseau, Sitkin, Burt,
& Camerer, 1998). Where there is no evidence @efrd@pendence, there is no need for trust. The
degree of interdependence may influence the foust takes. Interdependence brings with it
vulnerability. Vulnerability is a matter of importee or value to the trusting person as conveyed
in most definitions of trust (Baier, 1986; ColemaB90; Deutsch, 1958; Mayer, Davis, &
Schoorman, 1995; Mishra, 1996; Zand, 1971). Th&tdrus aware of the possibility for betrayal
and harm from the other person (Granovetter, 1888;& Knox, 1970; Lewis & Weigert, 1985)
and uncertainty concerning whether the other peirsgends to and will act appropriately is the
source of risk (Rousseau et al., 1998). The dedmibf risk is the perceived probability of loss
as interpreted by the decision maker (Coleman, 188llamson, 1993). Risk creates an avenue
for trust, which then leads to risk-taking. Moregwisk-taking connects the notion of trust when
the expected behavior presents itself (Coleman)l$ousseau, et al., (1998) define trust as the

willingness to be vulnerable under conditions ekrand interdependence. This study examined
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specific leadership behaviors superintendents emsrace when striving to build a trusting

relationship with a union president.

Statement of the Problem

Research has been conducted in the area of redatrost as it pertains to organizations,
politics, and personal relationships. However, aimal amount of relational trust research has
been done specifically analyzing the role trusyplaetween a union president and a district
superintendent. Few studies analyzed trust faataeducational settings, rather the studies focus
on the meaning of trust in organizational settifiggchannen-Moran & Hoy, 2000). In fact,
researchers have yet to agree on a single defirfbiotrust, some referencing trust as an attitude
and others a behavior (See Appendix E). Sincedbearch is unclear about the characteristic of
relational trust between union leadership and teick superintendent in collective bargaining
districts and non-collective bargaining schoolmiits, and how trust levels influence the
superintendent’s leadership behavior, the studyded on trust within this working relationship.

Research on trust in schools is relatively regetit studies conducted by Currall (1992)
and Bryk & Schneider (2002) leading the forefrdrayever, interest in the dynamics of trust in
organizations has been present for a longer timmee&ch on trust in organizations can be of
significant importance as it relates to relatiopshin schools. When relationships are embedded
in an organizational context, the dimensions anthdyics of trust have a very real impact on the

collective sense of effectiveness of the entir@aoization (Tschannen-Moran & Hoy, 2000).
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The Purpose of this Study

The purpose of this study was to examine, desenilobecompare the characteristic of
relational trust between the union president aeddiktrict superintendent in collective
bargaining and right to work districts and desctite perceptions of key stakeholders regarding
the influence the union-administration relationshs on the superintendent’s leadership
behavior. This purpose was achieved through a cratipa case study design. Individual cases
in the collection may or may not be known in adwatecmanifest the common characteristic.
When more than one case is studied, it is refaoes a collective case study (Stake, 1994).

Whitener, Brodt, Korsgaard, & Werner (1998) sugeedive behaviors managers can
embrace to develop trust: consistency, integribyycern, communication, and shared control.
Studies of teachers in schools have suggesteddhas elements of trust are more prominent in
teachers’ judgments of colleagues than others.n&esef caring has been shown to lay a
foundation of trust among teachers. Studies haweated that, in high trust schools, teachers are
willing to share professional secrets, successfaghing strategies, curriculum materials, and
equipment with the intent of helping students lg@ratzer, 1997; Short & Greer, 1997,
Tschannen-Moran & Hoy, 1998). This study examirredliehaviors of consistency, integrity,
concern, communication, and shared control as detradad by superintendents and union

presidents in collective bargaining and right takvenvironments.

Research Questions

The following questions were used to examine amdpaoe the characteristic of

relational trust between teacher leaders, sengngnéon presidents, and the district
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superintendent in collective bargaining and righitvork districts: 1) What role does trust play in
the relationship between teacher union presidemdssaperintendents in Montana who are bound
by a collective bargaining agreement? 2) What doles trust play in the relationship between
teacher union presidents and superintendents imwhg who are not bound by a collective
bargaining agreement? 3)What are similarities afferdnces of the superintendent/union
president relationship, as well as similarities diftrences in superintendent leadership
behavior in these two types of school districtsPidyv do key stakeholders in a district perceive
the influence that the union president and supamoient relationship has on their
superintendent’s leadership behavior?

Creswell indicated that a case study is a “boursystem” (1998, p. 61) of a case, or
multiple cases, over time through detailed, in-tegata collection involving multiple sources of
information that is rich in context. Creswell indied a bounded system is bounded by place and
time and is the case being studied whether itfisaeng a program, an event, an activity, or
individuals. The goals of this study aligned tosdmutlined by Creswell (1998). The boundaries
of this study included the location of the schastritcts, one in Montana and one in Wyoming,
the superintendent and the union president in dasthct, key stakeholders in each district;
including school board members, teachers, at gssother administrator, parents, and
community members, and the presence or absenceotibative bargaining agreement.

By conducting face-to-face interviews with the supendents, union presidents,
classroom teachers, school board members, othtectda&iministrators, and parents, and by
collecting artifacts documenting the relationshgtvzeen the union president and the

superintendent, a comparative analysis was donssiiog on the many dimensions of trust in a
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collective bargaining and right to work districtdatine implications this had on superintendent

leadership behavior.

Significance of this Study

A union president and a district superintendeatraquired to work together under
collective bargaining agreements in 33 states totyiMontana. This study sought to better
understand the role trust plays in the collectiasghining process. This study assisted in
defining specific behaviors which elicit trust imetbargaining process.

In addition to defining whether bargaining is “anitized, allowed, or prohibited,” (Hess
& Kelly, 2006, p. 56) state bargaining laws genlgrabver several other subjects. The laws
define such parameters as

...which employees will be bound by the contract, heachers who wish to

collectively bargain can choose a representatiow, lbargaining takes place, how

disputes will be resolved, the legality of teacsteikes, the legality of payroll

deduction of union dues or agency fees, and thgesobthe bargaining process

(Hess & Kelly, 2006, p. 56).

The scope refers to whether bargaining on cerssings is mandated, permitted, or prohibited. In
actual practice, the scope of negotiations is ofiett by what state law allows and how state
law regulates district operations (Hess & Kellypgan

A collective bargaining agreement is a legal carttvéhich outlines the rights and
responsibilities of teachers and the school boHEnd.agreement establishes “the terms and
conditions of employment of employees, places ations on the ability of the employer to

change those terms and conditions, and specifrésircéinds of duties or requirements of

employees” (Lieberman, 2000, p. 56).
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Osgood (1959) observed that trust is essentiaddperation, but that trust can be
difficult to establish once a cycle of suspicioanmpetition, and retaliation has been initiated.
This study assisted superintendents to better gtadet the role relational trust plays by
identifying specific leadership behaviors that weileed a trustworthy relationship with the union
president. This study provided superintendents wadltlitional information about the importance
these specific behaviors have in the developmeahalverall leadership style.

Strengthening the leadership role of the superddgnin this age of reform and
accountability is critical. Trust is required foamy of the reform efforts taking shape in
American schools. New forms of governance, whidtar school districts today, such as site-
based management, collaborative decision-makirgdjtiegacher empowerment depend on trust
(Tshannen-Moran & Hoy, 2000). The primary intentled NCLB legislation is to improve
student achievement. Higher standards and moreiatadality have created conditions of
suspicion and blame of both parties. Finding waysviercome these obstacles to trust will be
important so that schools can reach the standatdsersthem in order to be successful in
providing academic success for all students; toeeesuperintendents must develop a culture of

trust for all stakeholders within the district (Fesinen-Moran & Hoy, 2000).

Definition of Terms

For purposes of this study, the following defiois are offered:
Associations— an organized body of peo@lenérican Heritage Dictionaryl994).

Associations are not bound by statute.
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Collective bargaining— defined in the National LalRelations Act (NLRA) as the
performance of the mutual obligation of the emptayed the representative of the employees to
meet at reasonable times and confer in good faitihnespect to wages, hours, and other terms
and conditions of employment, or the negotiatioamfigreement, or any question arising there
under, and the execution of a written contractiipomating any agreement reached if requested
by either party, but such obligation does not cdnefiber party to agree to a proposal or require
the making of a concession (Sharp, 2003).

Collaborative Bargaining—an expression used by niartynot all writers to refer to a
form of bargaining in which both parties collaber&d solve problems that each side brings to
the table. This is sometimes referred tavasgwin bargaining (Keane, 1996).

Compromise—the balance between the needs of tlamiaagion and those of the
individual (Thomas, 1976).

Dispositional trust—an individual personality tregflecting general expectancies about
the trustworthiness of others (Rotter, 1971). Asparhas dispositional trust if he or she has a
consistent tendency to trust across a broad spedfsituations and persons (McKnight,
Cummings, & Chervany, 1995).

Distributive Bargaining— the traditional conceptaafllective bargaining which is
considered to be a “zero-sum” game. Also calledlosebargaining (Keane, 1996).

Expedited Bargaining—the negotiating parties agpaeach agreement in a defined
short period of time and limit the number of isstlest can be brought to the table. If agreement
is not reached within the self-imposed time lirthe parties proceed to the regular bargaining

process.
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Impact Bargaining—contracts are sometimes reopbgeéate their expiration. When
changes in state or federal law, district poliaydistrict fiscal circumstances call for
management actions that conflict with existing agrent, the district can renegotiate specific
elements of the contract with the union (Hannaw&o&erham, 2006).

Integrative Bargaining—a term that is sometime=dusynonymously for collaborative
bargaining (Keane, 1996).

Interpersonal trust—an expectancy held by an iddi&i or a group that the word,
promise, verbal or written statement of anotheivididal or group can be relied upon (Rotter,
1967). Also defined as one party’s willingness épehd on the other party with a feeling of
relative security even though negative consequeaiegepossible. Interpersonal trust is a person-
specific concept; one person is ready to deperal specific other person. It is a situation-
specific concept; it applies in a specific situatitnterpersonal trust is an intentional state; the
person is willing (or ready or planning) to depeamdthe other in the situation. (McKnight,
Cummings, & Chervany, 1995).

Meet and confer process—an informal process witatimg times and agendas set by the
superintendent. Discussions regarding conditiorengfloyment and no decisions are binding
the Board.

Negotiations—any process during which individualgmmups come together to reconcile
needs or interests (Sharp, 2003).

No Child Left Behind (NCLB)—federal legislation estad in January 2001.

Accountability measures and practices associatddsghool reform.
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Principled Bargaining—a term used by Fisher and (@881) to distinguish it from
collaborative bargaining which they view as a nasdiag expression; it can suggest that either
side must give up important interests for the s#kgleasant relations between the parties.
Principled negotiations are focused on the impaitaerests of each party, not any particular
table position.

Relational trust—in schools focuses on the distinkts in the school or district setting
and the obligations and expectations associatddeaith. Meeting the expectations and
obligations enhances trust.(Bryk & Schneider, 2002)

Right-to-Work Principle—affirms the right of eveAmerican to work for a living
without being compelled to belong to a union. Colepry unionism in any form—*“union,”
“closed,” or “agency” shop—is a contradiction oétRight to Work principle and the
fundamental human right that the principle représen

Situational trust—the conscious regulation of ortEpendence on another that will vary
with the task, the situation, and the referent@ef(&and, 1972).

Strategic Bargaining—each party develops a praaati the organization’s future.
Projections are reconciled and goals are establisieent committees study each area and then
negotiate toward pre-established goals (Keane,)1996

Superintendent—individual responsible for all sdiaistrict operations, responsible for
carrying out all school district policies and prdaees outlined by the district’'s Board of
Trustees, as well as serving as the liaison tecélbol constituent groups, i.e. local and state

government.
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System trust—the belief that proper impersonalcstmes are in place to enable one to
anticipate a successful future endeavor. Impersstnattures include such safeguards as
regulations, guarantees, or contracts. Systemrmagtalso refer to belief in the proper structure
of one’s own role and others’ roles in the situatiout it is not specific to a person (McKnight,
Cummings, & Chervany, 1995).

Trust— an individual’s reliance on another persader conditions of dependence and
risk. Reliance is behavior that allows one’s fatbé¢ determined by the focal person, the person
about whom a decision to trust must be made (Guir@90).

Trustee— one to which trust is given (Raimondo,®00

Trustor— one which gives trust (Raimondo, 2000).

Union president—elected representative of a teatheion (Sharp, 2003).

Unions—organizations that exist in whole or in gartepresent employees to their
employers on their terms and conditions of emplayn@@harp, 2003). Statute defines the

overall purpose and conditions under which uniassa group, can operate.

Assumptions

School districts by their very nature are com@gstems. Because of this complexity,
this study was limited by a defined timeframe. @reat to credibility was that the researcher
may not be able to spend an equal amount of tineaa@h school district due to unforeseen
circumstances. This study was also limited by dewmquigc data available in each school district.
Each district possessed unique characteristich, asiqovice versus veteran instructional staff

and different board governance systems. Schoobtsarganizational structure, as well as
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defined duties and responsibilities are basedate statute. Since this study crossed state lines,
the governance structures may be different invleeitlentified districts. The researcher noted
differences between the two school districts asléted to demographic information. A
delimitation of this study was the generalizabibifythe referent group’s perceptions of the trust

relationship between the union president and tpersntendent.

Researcher Bias

There is no value-free or bias-free research degigjualitative researcher identifies
biases as part of the preliminary study informat®y identifying biases, the reader can easily
see how the questions that guide the study areedréDenzin & Lincoln, 1994). The researcher
was employed as the superintendent in a large sdisidct in the state of Montana. While in
the role of superintendent, the researcher paatiegbin complex contract negotiations which
resulted in a 21 day teachers’ strike. The colechiargaining process was traditional in nature.
The role of the superintendent in negotiationsliesen debated from the beginning of school
negotiations to the present time. In 1961, the sof@dents’ national organization, American
Association for School Administrators (AASA) sugtgekthat the superintendent role should be
an independent third party (AASA, 1961). However1968 the organization said that the
superintendent should serve as a consultant for dpotups (AASA, 1968). Others have
suggested that the superintendent serve in a timsal role and not identify with either the
board of trustees or the teachers’ union (Get2868). The researcher’s role during the 2002
contract negotiations was one of an interpretee Nhtional Education Association reduces the

superintendent to the go-between; the American @&aton of School Administrators sees the
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superintendent in a dual role; the National Sclgmards Association (NSBA) views the
superintendent as a channel or interpreter. Notleese roles are dynamic and each may result
in destroying the overall effectiveness of the suppendent with his or her staff, with the general
public, and ultimately with the board of truste8i(s, 1968). Strikes by their very nature are a
violation of trust. Bies & Tripp (1996) suggestdtwiolations in organizations reflect two broad
categories: a damaged sense of civic order or agadhdentity. In the case of a protracted
strike, both categories may be present. Prolongéaes are especially damaging to the
superintendent—union president trust relations@iprfall & Judge, 1995). Walton and
McKersie (1965) emphasized the importance of isst variable in labor-management
negotiations. When employees do not trust the ledlde leadership behaviors do not result in
increased citizenship (Podsakoff, MacKenzie, MoarnéaFetter, 1990). The implications for
schools are significant. If superintendents an@mo#uministrators are to be effective in
producing an organizational culture in which empley are inspired to go beyond the stated
requirements of their job, they must earn the tofishembers in the organization (Deluga, 1994;
Walker, 1999). Mindful of the philosophical biaswvasll as the experiential bias, the researcher

took specific steps to address this bias, includmegnber checking and triangulation of data.

Summary

The importance of this study has been outlineild aslates to the complex nature of
school districts, the complex nature of the collerbargaining process, and the complex
working relationships within the school districgrpcularly between the superintendent and the

union president. Based on previous trust researdhiitee complexities associated with this
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dynamic, the goal of this study was to examinertthe trust plays in the important working
relationship between the union president and sof@rilent and the ultimate influence trust has

on superintendent leadership behavior.
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CHAPTER TWO

REVIEW OF LITERATURE

Introduction

A great deal has been written about the positivereagative influence teachers’ unions
across the country have had on topics such as gol@lareform, improving teachers salaries
and benefits, and the increased presence uniomsiiaike collective bargaining process.
Extensive research has been conducted on bothdfitles unionism issue, both in favor of the
union’s presence in public education and agairesuthion’s presence in public education.
However, little research has been conducted fogusimthe trust relationship between union
presidents and superintendents.

Currall & Judge (1992) have conducted two studresyaing the relationship between
union leadership and the superintendent specijieallit relates to trust. Fairholm’s (1994)
research focuses on the creation of an organizdtauiture, trust relationships, and leadership.
Other researchers have looked at other aspeatssbfspecifically as it relates to organizations.
Trust in general, reflects a significant amountesfearch as it relates to trust in the corporate
world, trust in political leaders, and trust in mibg today. Trust and educational leadership as a
combined area of focus elicits minimal research.

Research about collective bargaining practicesluncation is extensive and ranges from
the results collective bargaining has on educatigfarm efforts to the influence these
outcomes have on general district operations. Aalttly, research exists on the various

methods used to collectively bargain and the imftigethis process has on the trust relationship.
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While a great deal of research exists in the afesalwol leadership, ranging from leadership
styles to leadership training, minimal researcls&xocusing on the leadership as it pertains to

the interpersonal trust relationship between distuperintendents and union leadership.

Teachers’ Unions

Ask people whether teachers unions are good ofdvagtiucation and the response is
likely to reflect a wide array of opinions. A 19@&llup Poll asked whether teachers’ unions
helped, hurt, or made no difference in the qualftgducation in the U.S. public schools.
Twenty-seven percent responded that unions hetpedty-six percent that they hurt, and thirty-
seven percent that they made no difference, wéirgtrcent said they did not know (Rose and
Gallup, 1998).

Kerchner, Koppich, & Weeres (1997) portray teashenions as an integral part of the
mission to improve education. Lieberman (2088picts unions as unalterable supporters of the
status quo, inflexible, and politically powerfuleanies of reform. Neither source devotes
attention to the importance of trust in the relasioip between union leadership and the district
superintendent relationship.

Garcia (1997) conducted a research study intdte ef Texas analyzing the perceptions
of teachers and superintendents on the impactéeasisociations have had on five job-related
areas. The five areas included working conditiamstyuction, teacher power, relationships and
communications. Conclusions from this researchunhetl perceived differences in how
communication occurred between the two groups, sigverintendents understood teachers’

issues, and how superintendents should use priacipare effectively as vehicles to elicit issues
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of common concern by teachers (Garcia, 1997). €helts indicated there are different
perceptions between teachers and superintendéme five areas explored.

Thomas conducted research investigating perceptiodsttitudes of California school
superintendents toward professional negotiatiohs. Study revealed that all 38 districts studied
reported that the collective bargaining processltes in creating a written document. Twenty-
four districts reported that adversarial relatiopsideveloped as a result of collective
bargaining. Twenty-eight districts reported thaicteer militancy had increased since the
initiation of collective bargaining. All superintéants interviewed indicated that the collective
bargaining process forced them to become more agduand structured within the district. The
collective bargaining process influenced the leslgiprbehaviors of the superintendents
represented in this study (1981).

Even though collective bargaining has been in rolsbol districts since the 1960'’s,
what is known and what we think we know about usioreates a gap. Aspiring to close this
gap, the Program on Education Policy and Governahkkarvard University solicited papers
from researchers focusing on the topic of teachergins and educational reform. Participants at
the 1998 conference represented a diverse arrdigaplinary backgrounds, including union
presidents and some of the unions’ harshest crifies papers reflect research examining the
relationship of teachers’ unions and educatiorfakne particularly whether or not unions affect
educational productivity, most notably in regardhie impact on student achievement. In
addition, the research analyzes how teachers’ srfiomction as professional organizations
concerned with the occupation of teaching, astinsinal actors defending interests within a

bureaucratic system of education, and as politscigielding influence on legislation and
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elections (Loveless, 2000). This research illusgdhe varied dimensions of the teachers’
unions’ role in American education and offers alsea@lanced, comprehensive analysis of the
unions’ controversial relationship with educatiorefbrm. Moreover, this conference fielded no
research focusing on trust in educational settings.

At a conference held in 2005, several respectedatntun researchers and analysts
convened to study teacher collective bargainingthadelated promise and perils for advancing
educational initiatives in the country. Also ineattlance at this conference were well-respected
representatives from the American Federation othiees and the National Education
Association. Researchers at this conference nberé is a lack of data, research, and analysis
on the topic of teacher collective bargaining (Hamay & Rotherham, 2006). Hess & Kelly
(2006) suggest through research that district mamagt is also party to contract terms and
suggest that administrators and school board mesmbay sometimes use the collective
bargaining agreement “as an excuse for inactiogbbe constraints in the agreements
themselves (Hannaway & Rotherham, 2006, p .3)

All the studies presented at these conferencessept a variety of viewpoints and
analytic perspectives, serving as a baseline fotimoed discussion, which is long overdue in the
education arena. In addition, questioning the ctite bargaining process is often equated with
attacking teachers. Teachers are well-respectedoersnof our society. When asked by pollsters
about occupations they trust, Americans consisteatik teachers at the very top (Hannaway

and Rotherham, 2006).



25

Right to Work

The Right to Work principle establishes the righewery American to work for a living
without being forced to belong to a union. Compuolsaembership in any union, closed, or
agency shop, is a contradiction of the Right to Myminciple and the basic right that the
principle represents (Right to Work, 2005). ThelRigp Work law guarantees that no person can
be forced, as a condition of employment, to joimot to join, nor to pay dues to a labor union.
Section 14(b) of the Taft-Hartley Act establishies states right to enact Right to Work laws.
There are 22 states in the country which have paRgght to Work laws. The Supreme Court
case ruling irChicago Teachers Union v. Hudsonled that public employees have due process
rights under the First and Fourteenth Amendmentgpl&yees have the right to be notified, as
potential objectors, of how their forced dues grens and how to prevent the spending of their
dues for politics and other non-collective bargagnpurposes (Concerned Educators Against
Forced Unionism, 2005).

The National Right to Work Committee promotes #nary individual must have the
right, but must not be forced, to join a labor midhe National Right to Work Committee,
founded in 1955, lobbies both Congress and stgisld&tures for the elimination of all forms of
forced unionism. This national committee also cantsla nationwide education program on the
Right to Work principle.

The National Right to Work Legal Defense Foundationnded in 1975, assists
employees who are victims because of their asseofithis principle. Concerned Educators
Against Forced Unionism (CEAFU) has been leadimgtthttle for education reform and against

forced unionism abuses in public education for @@years.
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Exclusive representation is the special privilegieen by federal law that empowers
union officials to represent all employees in a pany’s bargaining unit (National Right to
Work, 2006). This compulsory union representatieprd/zes employees, even in Right to Work
states, of their right to bargain for themselve=adhers are obliged to encounter some degree of
compulsory representation by either the NEA orAR& in all but seven states (Concerned
Educators Against Forced Unionism, 2005). The Rigiwork legislation profiles an alternative

to collective bargaining legislation.

Trust Between Organizational and Union Leaders

The existing literature on trust is extensive androwing at a significant pace; however,
the literature on relational trust in the fieldemfucation is limited. Researchers have analyzed
trust in the world of politics, psychology, socigio management, international relations and
economics, but have spent little time focusingrosttas a dynamic in the education profession
(McKnight, Cummings, & Chervany, 1995).

The literature on trust reflects inadequacies fiddatnto the following categories: the
definition of trust, creation of trust, and the dimn and dynamics of trust. First, due to widely
differing conceptual definitions of trust, the tégure on trust presents a confusing picture of
what trust is. Appendix E provides a matrix of authand their trust definitions. Included in this
appendix is a reference to the behavior aligndtdécspecific definition. The key is located
below the table. Second, too little is understoooud how trust forms and on what trust is based.
Third, little has been justified about the role ¢imo plays in trust formation (McKnight,

Cummings, & Chervany, 1995).
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Public trust, corporate trust, and trust in leakigraire all areas that have been reported in
the literature (Gardner, 1990). Trends of societgeneral would come to a complete end if
people did not trust each other most of the tim&ea&ler capable of bridging the hierarchical
structure of an organization inspiring trust isuadlle in precipitating collaboration among the
mutually suspicious elements of an organizatiorrd@ar, 1990). When there is little or no trust
among the parties, adversarial tactics can reBatise stakeholders who feel disenfranchised or
believe they have limited leverage in a formal detiberate process of negotiation promote
these tactics. They often have little to lose bging the stakes or circumventing formal
processes (Kearns, 1996).

Trust can significantly alter managerial problentvsw effectiveness (Zand, 1972); thus
the leader’s effectiveness depends on his/hetyahiliacquire the trust of subordinates
(Brockner et al., 1997). In high trust groups, ¢hisrless socially generated uncertainty. Groups,
which develop high levels of trust, generally sgbveblems more effectively than low trust
groups; specifically, they are better at locatialgvant information, and incorporating members’
individual skills to generate alternatives resgtin overall commitment. Generally, members of
high trust groups have a higher level of professicatisfaction and motivation than members of
low trust groups (Zand, 1972).

The literature regarding trust proposes that aetiges of individuals have a propensity
for being more trusting than others. Those indigldwvith an internal locus of control not only
take greater responsibility for their experiendewark, but also perceive the work environment
as less threatening. Consequently, these indivscheale a greater capacity for trust. The

literature also suggests women are more trustiag then because they are generally less
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cynical, more committed, and place greater emplumsattachment, relatedness, and caring
(Carnevale & Wechsler, 1992).

Currall & Judge (1995) conducted a study whichroeditrusting behavior as being
generalizable to any work relationship. On the $a$iexisting literature, four dimensions of
boundary role person’s trust were identified irstsiudy. The dimensions include: 1) open and
honest communicatiowith thecounterpart boundary role persdroundary role persons
manifest trust by not disclosing potentially sedfrtaging information, being accurate when
communicating and not filtering or distorting infieation (Alter & Hage, 1993; Roberts &
O'Reilly, 1974)2) entering into amformal agreement with the counterpart boundaly ro
personjy definition, an informal agreement is one that ha binding written document stating
sanctions to be brought against one who fails ifdl fspecific obligations, thus entering an
informal agreement manifests trust because thenabs# a document creates risk stemming
from possible untrustworthiness by the other bouwndale person3) maintaining surveillance
over the counterpart boundary role persathough the other trust dimensions that deal with
behaviors that manifest high trust, surveillancleaweors manifest low trust, i.e., if a boundary
role person has little trust in the other boundatg person, one will feel the need to keep
careful watch over that person (Strickland, 19&6&),4) task coordination with the counterpart
boundary role persoioundary role persons from counterpart organizattgpically have
complementary resources, information, or skillsillda 1988). As a result, boundary role
persons employ methods of coordination and tagligration across organizational boundaries
(Alter & Hage, 1993). Boundary role persons manifasst in each other when they work

cooperatively to carry out those tasks that cam’tbne independently.
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There is relevance in analyzing this study asl@tes to superintendents and union
presidents in the work they do with each other.ds@mple, because a union president has
access to the teachers’ grapevine, a superintenftentmanifests trust by seeking to coordinate
efforts with the union president to stop false rusnfoom circulating among teachers about
teacher transfers and promotions. Such rumors eaergte substantial union leader—
superintendent conflict. Superintendent interviagwthe Curral and Judge study (1995) revealed
that the union president exhibits distrust by all@ywumors to continue circulating. In addition,
perceived norms for trusting the counterpart bomdale person were analyzed in this study.
Referent groups’, including classroom teacherssmhdol board members, perceptions were a
part of this study. Rotter’s (1967) interpersomast scale measures the extent to which an
individual has a trusting personality. In a schaigtrict where strikes have occurred,
superintendent-union president trust is likely éoldw. Protracted strikes would be especially
damaging to superintendent-union president trdatioeship (Currall & Judge, 1995).

The research of Currall & Judge conveys a multidisi@nal overview of trust between
the superintendent and the union president. firshe area of communication, the
superintendent’s greater authority and accessstiurees makes him/her more powerful than the
local union president. Awareness of this realityymeake union presidents hesitant to share
information that could be used against the teatheren. Second, the analyses showed weak
negative relationships between perceived normsrdodmal agreement. There was a non-
significant correlation between informal agreememd the longevity of prior work relationship

as well as between informal agreement and theicofitke., strike) measures (1995).
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Currall (1992) examined relational trust betwe®b Superintendents and 293 union
presidents. Currall’s study focused on interperktrnat in their work relationships with each
other. The work of superintendents and union peggglincludes a number of recurring events
such as collective bargaining negotiations, grieeanand teacher promotions. In the
interactions associated with these events, supeldeints and union presidents behaved either in
a trustworthy or untrustworthy manner. Superintendaerviews revealed five events, such as
collective bargaining, grievances, and teacher ptams, in which a union president proves
either trustworthy or untrustworthy (e.g. a presiteinstructions to teachers concerning when
they should or should not file a grievance). Thampresident interviews revealed five different
events in which a superintendent behaved in adnrgty or untrustworthy manner (e.g. fairness
in deciding teacher dismissals). These five tratdted events served as the framework for the
survey questions administered to superintendemntsiaion presidents.

Currall’s study results found several differencesA®en superintendents and union
presidents. First, the superintendent was morengitb trust than was the union president. Also,
superintendents reported more overall normativegure to develop trust with one’s counterpart
than did the typical union president. The uniorsgtent perceived the superintendent to have
significantly less benevolent intentions than thpesintendent perceived was true of the union
president. Last, the superintendent had a sigmifiganore trusting personality than did the
union president (Currall, 1992). This researchudeld data regarding referent groups for both
the superintendent and the union president. Twareat groups for the superintendent, the
school board and other administrators in the dislresides the superintendent, encouraged the

union president to trust the superintendent. Howehe opposite was true for the four referent
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groups of the union president. The teachers irstheol district, the field representative of the
state teacher union, other local teacher uniongerts within the school district, and other local
teacher union presidents outside the district,qunesl the union president to distrust the
superintendent. Union presidents were more motveteomply with the referent groups
promoting distrust and less motivated to complhwiite two referents that urged trust in the
superintendent. Interestingly, superintendentsrnteddhat teachers sent the strongest signals to
the superintendent to trust the union presidentotJpresidents reported that teachers
discouraged them from trusting the superintendgnion presidents were more motivated to
comply with teachers, while superintendents wetepadicularly motivated to comply with the
desires of teachers. Superintendents reportedhiédtoard of education sent the superintendent
relatively weak signals to trust the union prestdbat union presidents reported receiving
strong signals from the board of education to ttiustsuperintendent. Superintendents were
more motivated to comply with the wishes of therdoavhile union presidents were the least
concerned about complying with board directivesr(@lyy 1992).

The implications from Currall’s study represenpsychological factors leading either the
superintendent or union president to trust onetarand the contradictory inter-group pressures
from their respective referent groups. A key firglimas that superintendents and union
president’s willingness to trust was significanthedicted by expectations about the other
person’s future behavior and perceived normatiesgures. Overall, the most consistent finding
was that respondents were heavily dependent ondwei expectations about the focal person.
From preliminary interview data, it was clear thath superintendents and presidents sought to

project themselves as strong decision makers mdiyesavayed by the wishes of others.
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Baker approached the topic of trust between thersufigndent and union differently than
other researchers. A qualitative study was conducteight school districts in Arizona. The
districts were selected relative to union and sapamdent strength. Baker concluded that union
strength depends on union membership, credibdityg, aggressiveness on issues in districts
where both trust and union strength are high. Wwudaion strength districts, superintendents tend
to treat the union differently depending on thecpgtion of union strength. When
superintendents do not believe the membershimls & is lacking in credibility, they often act
in a manner that leaves the teacher union out pbrtant decisions and the tendency is to
control rather than collaborate with teachers. Sapendents in a high trust district reported a
desire that a strong union deliver on promisesabttue collaborative negotiations can occur.
There seems to be an element of mutual respedtastdvhen working with a strong partner.
The union and superintendent, if they are botmstréend to build a strong relationship because
mutual give and take occurs (2001).

Further, Baker outlined four models depicting unstrength, trust, and trust-establishing
behaviors. The four models summarize the typesijgésntendent leadership behavior which
result in high trust and low trust districts. Indécbn, the models reflect various union traits
resulting from specific leadership behaviors. MoQek consists of the set of operating
principles that guides behaviors based on commtiarcacollaboration, and values-based
behaviors which elicit results in high trust. Mod&Vo is a strong and narrowly focused union
with a “captive” superintendent that causes figtegassion, and blame with both parties working
to gain the upper hand and results in low trustd&dd hree contends that if the union is wealk,

but the district is led by a benevolent and palesaperintendent, the trust appears to be high but



33
in reality the union must accept whatever the sapaErdent is willing to give them and this
situation results in low trust, as teachers musgépcwhat they can get. Model Four says that if
the union is weak and the district is led by a-selfitered and top-down superintendent, a form
of tyranny results in which teachers feel bulliedl @bused. This situation leads to resentment
and passive-aggressive behavior by the union (2001)

Behaviors outlined in the Baker study, which detesra high-trust culture, include
communication, collaboration, and specifically behaviors of honesty, integrity, and
consistency (2001). The researcher will furthedym®athese behaviors in this case study.

Organizational circumstances significantly influeram employee’s trust, relative to his
personality predisposition to trust. Otherwise, vdagher attempting to nurture trust within an
organization when all that’s required is to hingsting people? Situational trust is the conscious
regulation of one’s dependence on another thatwarly with the task, the situation, and the
referent person which is reflected in the literatstating that situational characteristics do
greatly influence an individual’s decision to tr@gand, 1972).

Trust is recognized as an important element inesgfal organizations. Trust is
necessary for effective cooperation and commumnatihich are the foundations for cohesive
and productive relationships in organizations (Bal®886; Parsons, 1960). Trust functions as a
lubricant greasing the way for professional operatiwhen people have confidence in other
people’s words and deeds (Arrow, 1974). Trust desge the complexities of transactions and
exchanges far more efficiently than other meansafiaging organizational life (Powell, 1990,

1996; Williamson, 1993).
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Taylor (1985) examined the available research wst,tand found an array of definitions
and connotations for trust. Today, researcherstdréar from a consensus on what trust means.
In fact, researchers indicate that trust defingibave become @nfusing potpourti(Shapiro,
1987) aconceptual confusiorLéwis & Weigert, 1985), and alusive concepiGambetta, 1988;
Yamagishi & Yamagishi, 1994) (See Table 1). In stanmthe literature covers the complex

nature of trust and the research associated watethomplexities.

Relational Trust

The concept of relational trust stems from redeaonducted over a ten-year period by
the Center for School Improvement at the UniversitZhicago. The case studies focused
specifically on relationships within the school d@hd influence these relationships had on math
and literacy. Positive relationships start with #ailts in the school building and within the
school district. Bryk & Schneider (2002) determirikdt positive relationships among adults in a
school setting greatly influence the extent to \Wwrstudents succeed. Rossi & Stringfield (1997)
denotes attributes of interpersonal trust deah witidents feeling cared for, teachers sharing a
vision and a sense of purpose, and teachers ageindsumaintaining open communication. As a
result, constituents felt an overall sense of trust

Bryk & Schneider (2002) outlined four componentsedational trust. These include:
respect for the importance of the person’s rolesqeal regard for others, competence to
administer the role, and integrity. As a resulg kighly effective leader will create a sense of

relational trust by embracing these four componasatgart of an overall leadership style.
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Interpersonal Trust

Interpersonal trust is defined as one party’simgtess to depend on the other party with
a feeling of relative security even though negatwrsequences are possible (McKnight,
Cummings, & Chervany, 1995). “Trust....tends to beneahat like a combination of the
weather and motherhood; it is widely talked abauay it is widely assumed to be good for
organizations. When it comes to specifying just whaneans in an organizational context;
however, vagueness creeps in” (Porter, Lawler &Kramn, 1975, p. 497). Interpersonal trust is
a person-specific concept; it applies in a spesifigation. Interpersonal trust is an intentional
state: the person is willing or ready or planniaglépending on the other person in the situation
(McKnight, Cummings, & Chervany, 1995).

Recent developments in the organizational sciereftect the importance of
interpersonal trust relationships for sustainirdjuidual and organizational effectiveness
(McAllister, 1995). Interpersonal trust has cogrétand affective foundations. Trust is
cognition-based in that “We choose whom we wilktrim which respects and under what
circumstances, and we base the choice on whatkeddaegood reasons;onstituting
evidence of trustworthiness” (Lewis & Wiegert, 1995970). The amount of knowledge
necessary for trust extends between total knowladgetotal ignorance (Simmel, 1964). When a
person is given total knowledge, there is no neddusst. Acquiring available knowledge along
with having a sense of rationale will serve asumfitation for trust decisions, the platform from
which people make leaps of faith (Luhmann, 1978 8¢el, 1964).

Affective foundations for trust also exist, caisig of the emotional bonds between

individuals (Lewis & Wiegert, 1985). People who reamotional investments in trust
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relationships generally express care and concenméowelfare of partners, believe in the
intrinsic virtue of such relationships, and beli¢lat these sentiments are reciprocated (Pennings

& Woiceshyn, 1987). Ultimately, these emotionastiek individuals on the basis of trust.

Antecedents of Cognition-based trust

In organizations, the extent to which a managwilisng to embrace cognition-based
trust in peers may depend on the success of gasaation, the extent of social similarity, and
organizational context considerations (Zucker, 9B#Bst, when assessing trustworthiness, it is
possible for people to consider the track recorgears, or how they have carried out role-
related duties in the past (Cook & Wall, 1980; enagtter, 1985). Evidence that a peer’s
behavior is consistent with fairness and followstilgh on commitments is vital (Lindskold,
1978; Stack, 1988). In working relationships inwotyhigh interdependence, peer performance
can have an impact on personal productivity. Evegethat peers carry out role responsibilities
reliably will enhance a manager’s assessmentgegtds trustworthiness.

Second, the ability to create and maintain worktrehships based on trust is more likely
to occur in socially similar groups. Groups of widuals with similar fundamental
characteristics, such as ethnic background, mag ha\advantage maintaining trusting
relationships (Light, 1984). Third, formal orgartipas specify boundaries for trust relationships
and professional credentials serve as clear sighatde expectations (Baier, 1985; Fox, 1974).

Hoy and Tarter (1995) propose a model of sharetsid® making whereby stakeholders
embrace either a zone of indifference or a zorexzoéptance when conditions involve

subordinates in decision making. A zone of indéfeze refers to the subordinates’ acceptance of
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a decision without conscious questioning of thatharity. The term zone of acceptance is
simply a more positive term and is used interchahbein the literature. The difficulty for
administrators is to determine which decisionsifedlde and which fall outside the zone.
Bridges (1967) suggests two tests to determinanisever to this question: the test of relevance,
which questions the personal stake in the decisitoomes, and the test of expertise, which
guestions the expertise subordinates have to makefal contribution to the decision. Hoy and
Tarter (1995) propose two additional theoreticaippons, suggesting subordinates involved in
decisions which they have marginal expertise, Bglimarginally effective, and as subordinates
who are involved in making decisions for which theywe marginal interest, will be marginally
effective.

Adding the role of trust to the shared decisiorkimg process further complicates the
process. Hoy and Tarter do not recommend delegd@nigions to subordinates when personal
goals conflict with organizational goals becaus¢hefhigh risk that decisions will be made on
personal basis at the expense of the overall veetitithe school. Hoy and Tarter propose this
test to gauge subordinate trust. The test of tArgt:subordinates committed to the mission of
the organization? And can they be trusted to makesobns in the best interests of the
organization? (Hoy & Miskel, 2005). Further, if tHecision is outside of the zone of acceptance
and the subordinates can be trusted to make desigidhe best interest of the school or

organization, then participation in the shared sleai making process should be extensive.
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Antecedents of Affect-Based Trust

Research findings indicate that behavior whicheisspnally chosen rather that role-
prescribed, serving to meet legitimate needs, andgodhstrating interpersonal care and concern
rather than enlightened self-interest, may becalitior the development of affect-based trust
(Clark & Mills, 1979; Clark & Waddell, 1985; Holme$978; Kelly, 1979; Rempel, Holmes, &
Zanna, 1985). Because affect-based trust is grabimdan individual’s acknowledgement of the
motives for others’ behavior, it should be limitedcontexts of frequent interaction (Lewis &
Wiegert, 1985). Working relationships among leadecgiires some level of cognition-based
trust for affect-based trust to develop; peopleigal expectations for peer reliability and
dependability must be met before they will investher in relationships. Thus once a high level
of affect-based trust has been developed, a foiomdat cognition-based trust may no longer be
necessary (McAllister, 1995).

When one person, interdependent with anothenataely on the other individual to be
dependable and reliable, steps can be taken togedha uncertainty inherent in the situation
(Bradach & Eccles, 1989; Pennings & Woiceshyn, )} ®&6&ides assuring some minimal level
of peer performance, managers must perform their duties with little disturbance, buffer
themselves from the influence of others, and ptdtesir personal interests. For example,
individuals behave defensively when managers usedioversus informal means to document
requests (Ashforth & Lee, 1990). A manager who egges a high level of cognitive-based trust
in a peer will direct little defensive behavior tand that peer (McAllister, 1995).

Within this theoretical framework, control-basedmtoring and defensive behavior are

behavioral consequences of cognition-based trogealn affect-based trust relationships,
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sensitivity to the personal and work-related nesdfdsmployees is high. This is referred to as
need-based monitoring. Individuals who express hifgct-based trust in peers may also direct
a great amount of interpersonal citizenship behawtween them. Organizational citizenship
behavior is defined as those behaviors which aemded to provide help and assistance toward
a peer that is outside an individual’'s work rolet directly rewarded, and conducive to effective
organizational functioning (Organ, 1988).

McKnight, Cummings, & Chervany (1995) defined botterpersonal trust and trusting
beliefs to have an emotional component of feelwigsecurity. A number of researchers have
said that trust has an emotional component orssdan feelings of security (Lewis & Weiger,
1985). At the trust level, the emotional aspeatnreto feelings of security about one’s
willingness to depend or rely on the other partyth® belief level, the emotional aspect means a
person has feelings of security about his beliefmrding the other party’s trustworthiness. The
person who feels secure in his beliefs about angieson’s trustworthiness will tend to feel

assured in a willingness to rely on the other pérewis & Weiger, 1985).

Leadership and Trust

A few years ago, many people joined in asking thestjon, “Where have all the leaders
gone?” (Fairholm, 1994, p. 9). True, visible, aetdynamic leadership is scarce in American
society and many of its institutions and organ@adi One perception is that the wrong question
has been asked. The missing element in the coistéx¢ notion that the culture of the
organization makes leadership possible. Leadetakgs place in an atmosphere of mutual trust

based on shared vision, ideals, and values. Th@ueaose of organizational culture is to create
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a climate and condition of mutual trust within wtniall persons can decide and want to grow and
whereby individuals develop their full potentiallaaders and followers. It is only in this kind of
a shared trust culture that leadership can truhelde and flourish (Fairholm, 1994). Trust in
leaders is particularly important for effective iloning teams and organizations where tasks
are complex and unstructured requiring high leeéisterdependence, cooperation, and sharing
of information (Creed & Miles, 1996).

Common values among stakeholders build trust,uss$ is the foundation of
collaboration. Just as values shape the cultuesgutiure shapes leadership. The leadership style
embraced by leaders cultivates from ideas andnigekbout the nature of humankind (Fairholm,
1994). Superintendents, as are the majority cdicators, are in thgeople busines$ullan
states, “Moral purpose, relationships, and orgdiniaal success are closely interrelated (Fullan,
2001, p.51).

Culture creation and maintenance, from an orgaioizalt perspective, is one which
focuses on leadership. Creating the kind of physiod psychological environment necessary to
get others to want to follow them challenges lesidabilities at all levels. Nevertheless, this is
theprimary leadership task. It is essentially a probtef developing trust. Culture determines a
large part of what leaders do and how they doete® and Waterman (1982) recognized
organizational cultural factors that impact thedegs skills, knowledge, and abilities (Fairholm,
1994). In actuality, leadership is a consequena@gdnizational culture and culture is a result of
leadership (Wildavsky, 1984; Schein, 1993).

A dysfunctional culture leads members to confliather than to cooperation; to distrust

rather than trust; and to work against, rather toaouild teams and work together (Fairholm,
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1994). Fairholm defines trust as “the reliancelaninhtegrity, or authenticity of other people” (p.
113). Trust places an obligation on both the truatel the person in whom we place our trust. It
is the foundation of success in any interpersaglationship. Trust implies being proactive.
When we trust another person, we act toward theopewith assurance, even when we do not
have all needed or desired information about tliegre(Fairholm, 1994).

Kostenbaum (1991) presented a diamond theory delsaip composed of four points:
vision, ethical behavior, reliability, and couradéese factors provide a culture within which
both the leader and the follower can make a comanitrto each other. The combination of these
four traits leads to trust, the critical elementgadership theory and practice. Where trust exists
leadership can take place (Fairholm, 1994).

Thomas (1976) asserts there are five conflictagament styles, which come into focus
when attempting to satisfy organizational demagasisfying organizational demands can be
viewed along an assertive-unassertive continuuiti, thie conflict management style of
compromise in the center of Thomas’s model. Theiadtnator’s skill at compromise assists
when there is a “standoff” ( p.233), to gain tengrgrsettlements to a complex problem or
situation, when the objectives or outcomes are mapd, however not equal to the potential
disruption, to prompt action when time is importartd finally, to use when collaboration or
competition fails.

The varying levels of trust in certain situationslude those situations where the
decision should be made by consensus or majoility called a democratic situation, a
conflictual situation, where the decision is ousildle zone of acceptance and there is little trust

in the subordinate, or a non-collaborative situatishere the decision is not relevant to
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subordinates and they have no expertise, requir@svolvement on the part of the subordinates.
Hoy and Tarter (1995) further point out that stakdbrs who have a personal stake in the issue
but little expertise have what is called a stakd@okituation, whereby subordinate participation
should be limited and only occasional. The lastadion is described as an expert situation,
whereby subordinates have no personal stake iov@ll outcome yet have knowledge or
expertise. In this situation, subordinates shoeldhvolved on an occasional level (Hoy &
Tarter, 1995). Leaders have the difficult task efedmining the situation and at what level of
interest, expertise, and trust level the subordinaintains.

Defining a trust culture is critical to the succe$she leader; however, as previously
stated, the difficulty is in defining the term ttuShere is limited research literature on
developing intimate trust relationships. Thereviereless research literature regarding the
intricacies of developing and maintaining a trudtwre (Fairholm, 1994). Understanding aspects
of the elements of trust is vitally important simplecause of the complex role trust plays in
organizational relationships. Various researchax&hooked closely at the following attributes
as they relate to trust.

Elements of Trust

The elements of trust include acceptance of selfahers; of group-made decisions; of
group aims; of intrapersonal and interpersonalrodinof the need to participate in group
decisions; of identifying differences in others geaspetz, 1992). These assumptions indicate
that the issues fall into two opposing camps regresl by: either-or thing; the world is unsafe
or safe (Barnes, 1981). Authentic caring transledgsersonal interest, openness to others,

willingness to risk close relationships, and théimgness to serve others (Gibb, 1978). Ethics
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involves peer relationships, organizational pragijdiscal policy, and the moral values of the
larger society (Sims, 1992). Leadership elememiside predictability, consistency, cooperation
and service orientation.

When a leader’s behavior and actions are predigtathist is buil{Bennis and Nanuys
1985);cooperative leaders develop trust; dedders who demonstrate a gentle manner and are
congruent in their actions, in which word and deedvey the same message, are essential
(Sinatar, 1988). A record of service to followessrucial in defining the leader’s trust
relationship with followers (Greenleaf, 1977). mdual character expects honesty in others,
trust, and, a spontaneous, open (not defensivebapip when working with others (Klimoski &
Karol, 1976).

Developing trust between the union president ardstiperintendent is difficult and is
compounded by the nature of the roles and respititisgof the positions. Haney (1973) notes
that to trust is to take a chance on another pefBwst is a risk relationship that increases the
truster’s vulnerability. Zand’s research, includmgurvey of 4,200 supervisors, suggests that

high trust relationships stimulate higher perforo&(i972).

Building Trust

In a trust relationship, the critical factors inddu integrity, patience, altruism,
vulnerability, action, friendship, personal commpete, and judgment (Fairholm, 1994). Britton &
Stallings (1986) suggested that people develop tinnsugh various behaviors and actions by
both the person who trusts and by the person whrassed. The behavior listed below assists in

understanding how personal actions, along withattt®ns of others, assist in building trust. The
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actions include: trusting self; modeling trustirghlvior; making decisions that can withstand
the scrutiny of objective critics; understandingawvts important to followers and response at
that level; modeling kindness, openness, and utatetisg even in crisis or hostile situations.

Of equal importance is the understanding of hoveifipdbehaviors of one person
influence others. This knowledge is key to bettaerstanding the roles of two individuals in a
relationship. Actions include: never exploitingléalers; letting those affected by the decision
have input; working for consensus, avoiding votidglegating important tasks frequently;
recruiting people who are trusting; providing tragy allowing autonomy; nurturing follower’s
needs; and setting logical limits on behavior.

Actions also include, promoting happiness (trust appiness go hand in hand) and
gradually improving levels of trust (Britton & Skalgs, 1986). While trust is linked to values
and creating a culture reflecting those valuesattréutes listed above promote specific
behaviors aligned to building a trusting relatiapsh

Britton and Stallings noted at least four stragedor developing trust. First, individuals
must make a commitment to people. The second gyrétdo reward trust and penalize distrust.
The third strategy is to not abuse power as a leddhe final strategy is to build cooperation and
independence. These strategies reflect specifiawmafs superintendents could embrace when
working to develop a trust relationship with unieadership (1986).

Peter Senge (1990) simplifies the notion of tright aelates to structural conflict. Senge
cites ‘telling the truth” (1990, p.159) as a profound strategy when dealtig structural
conflict. Commitment to the truth does not meamtrely seek the truttthe absolute final

word, or ultimate cause. Rather, it means a radssatwillingness to root out ways that prevent
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seeing what is, and to continually challenge the=oaf why things are the way they are (Senge,
1990).

Senge (2000) connects truth to the ladder of imig@ePeople live in a world of self-
generating beliefs that remain largely untestedpkeadopt beliefs based on conclusions, which
are inferred from what has been observed, plupasirexperience. The ability to achieve the
results one desires is eroded by feelings thatr ti@liefs arghetruth; the truth is obvious; our
beliefs are based on real data; the data we saiethe real data” (Senge, 2000, p. 68). While

Senge applies this notion to educators, it apptiesuth and leadership as well.

Leadership and Leadership Styles

The trend has been to embrace a patrticipative tslgbestyle in order to develop trust;
however, leaders can use other styles of leadetgsl@pcourage trust, as long as there is
consistency in application. Followers come to kaythe leader who behaves in a consistent and
predictable way; they can be free to extend thesttto that leader. When a leader demonstrates
inconsistent, erratic, and unpredictable behata result is distrust. When leadership behavior
is erratic, there is no true foundation upon whwhklevelop trust (Fairholm, 1994).

Kouzes & Posner (2003) wrote leadership is nobagqlit’'s not a gene, and it's not a
secret code. The truth is that leadership is aerghble set of skills and abilities that are useful
in specific contexts, whether one is a leader endhancellor’s office, the bookstore, library,
classroom, dining hall, residential learning comityrhuman resources, public safety,
information technology, or student services. Legldigrcan be strengthened with knowledge

relating to skill development and training in ordebuild and strengthen skills specific to
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exemplary leadership. Leaders do exhibit certastirtit practices when they are doing their
best. Good leadership is understandable and uaivéigsuzes & Posner (2003) identify five

practices of exemplary leadership.

Model the Way

Exemplary leaders know that if they want to ggammitment and achieve the highest
standards, they must be models of the behaviordkpgct of others. Leaders are not afraid to do
what needs to be done. They would not ask otheds things they themselves wouldn’t do

(Kouzes & Posner, 2003).

Inspire a Shared Vision

Leadership is a dialogue with others, not a monaod o enlist support of others,
leaders must have intimate knowledge of peopledamir, hopes, visions, and values. Research,
which focuses on the trait of trust, indicates angrtion to the importance of values. Conveying
values and beliefs as part of the vision for argaaization is significant. Gaining support from

all constituent groups is even more important (ksu& Posner, 2003).

Challenge the Process

Leaders are not idle and are often viewed as eaidpterof innovation. Embracing the
change process is often the norm for exemplaryelesaaind is a way of doing business. As part
of challenging the process, leaders are meshezhinihg. Exemplary leaders take advantage
from learning by building on their successes aadnieg from their failures (Kouzes & Posner,

2003).
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Enabling Others to Act

The dimension of enabling others to act reflecslézship behaviors associated with
trust. Enabling others to act reflects a strongesari collaboration and trust building by the
leader. Exemplary leaders make it possible forrstteedo good work. Leaders understand that
the command-and-control techniques of the InduR@olution no longer apply. Instead,
leaders strive to make people feel strong, capaidecommitted. Leaders enable others to act
not by maintaining the power they have but by gntraway. When leadership is a relationship
founded on trust and confidence, people take risleke changes, and keep organizations and
initiatives alive. Through these relationshipsdiea turn their constituents into leaders

themselves (Kouzes & Posner, 2003).

Encourage the Heart

Leaders know that celebrations and rituals busttang sense of collective identity and
community spirit that can carry groups through totighes (Kouzes & Posner, 2003). The five
leadership traits weave the role of trust andnifgdrtance in how instrumental it is for leaders to
embrace these traits when creating a culture ef.tru

In addition, Kouzes and Posner have identifiedcmmmitments of leadershipphese ten
characteristics are imbedded in what leaders aodee organizations forward as seen through
the eyes of the individuals being led. The numlmer characteristic of admired leaders is
honesty, followed by forward-looking thinking andewsall competency. Through updated
research, thousands of individuals repeatedly the&e three characteristics—honesty, forward-

looking thinking and competency—at the top of tise The characteristic of honesty certainly
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connects to the characteristic of trust, as handstiduals can usually be trusted (Kouzes &
Posner, 2003).

Another leadership perspective is portrayed by k#mithomas (1976) through his
research examining five conflict-management styd¢she center of Thomas’s model is
compromise, which is described as the balance leettves needs of the organization and those
of the individual. The main focus of this partiaustyle is on negotiating, looking for the middle
ground, trade-offs, and searching for ideas anatisois that will be acceptable or satisfactory to
both parties.

The other four management styles, the avoiding styhich is described as the
administrator’s willingness to avoid conflicts, g they will solve or remedy themselves, the
competitive style, which is more of a win/lose ation whereby the administrator is assertive
and uncooperative in attempts to resolve continet,accommodating style, whereby the
administrator gives in to the demands of the subatds, and the collaborating style which is

seen as the assertive and cooperative approacingigwoblems and conflicts as challenges.

Emotional Intelligence

Daniel Goleman (2002) conducted extensive researalyzing leadership from an
emotional intelligence perspectivEhis research focuses on the characteristics agedowith
leadership and the importance of implementing tis&dks regularly in order to embed these
traits. When it comes to developing leadershifgkes an emotionally intelligent approach to
create these neural changes, one that works girattihe emotional centers. It is the

responsibility of emotionally intelligent leadesdreate such resonant organizations. These
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leaders involve people in discovering the truthudlibemselves and the organization. In
addition, these leaders recognize the truth abbat ¥ reallygoing on, and they help people to
name what is harmful and to build on the organirettistrengths. In order to create a resonant,
emotionally intelligent, and effective culture tfesearch identified three key findings that are
needed to reach this goal (Goleman, 2002). Thearelseroduced three key findings, which
include discovering the emotional reality, visualgthe ideal, and sustaining the emotional
intelligence. Goleman’s research solidifies theam@nce of developing leadership traits and
behaviors and how they are intentionally mastelBgdhot embracing and using these behaviors

on a regular basis, they will be lost.

Summary

The literature review reflects studies conductedragas ranging from teachers unions’ to
leadership. These various studies elicit pertimgiormation as it applies to the role of trust
between the union president and the district safEdent. In ongoing relationships within
organizations, the social network can exert botm#&d and informal control that encourages
people to act in a trustworthy manner. There iemtive for leaders to behave in ways that are
trustworthy, to develop a reputation for trustwordss, and to reap the benefits of trusting
relationships (Coleman, 1990; Fukuyama, 1995; Potri®93). The importance of acquiring
trust information as it relates to differing orgaattional structures is paramount when focusing
on the dynamic of trust between two key leadersbligs in education. This study will further

explore this dynamic by implementing the methodglogtlined in the next chapter.
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CHAPTER THREE

METHODOLOGY

Introduction

The goal of this study was to examine the roleusttin two small, rural school districts
in the states of Montana and Wyoming. In particulais study explored trust as it pertains to the
relationship between the teacher leader, in tha fofra union president, and the superintendent
described through the perceptions of key stakeslggarding the influence the union-
administration relationship has on their superidét’'s leadership behavior. Specifically: What
role does trust play in the relationship betweeacher union leaders and superintendents in
Montana who are bound by a collective bargainingagent? What role does trust play in the
relationship between teacher union leaders andistgedents in Wyoming, who are not bound
by a collective bargaining agreement? What sintitiand differences exist pertaining to the
working relationship between the superintendentwandn president in these two types of
districts, as well as the similarities and diffezes in superintendent leadership behavior? And
how do key stakeholders in a district perceiveitifleence the union president and

superintendent relationship has on their superddstis leadership behavior?

Research Design

A collective case study best describes the overagahethodology of this inquiry. This
design accommodated the need for comparative géscriof the role of trust in the two

organizational structures. When relationships arbexlded in an organizational context, such as



51
a school district, the dimensions and dynamicsudtthave a very real impact on the
effectiveness and collective sense of efficacyhefdrganization (Tschannen-Moran & Hoy,

2000). Figure 1 provides a graphic display of #tigly’s topical boundary.

Figure 1: The Topical Boundaries of this Study

Trust Relationship
between
Union Leaders and Superintendents

A \
Collective Bargaining Agreement No Collective Bargaining Agreement
A
Collective Bargaining Statute Right to Work Statute

Perteps of Key Stakeholders

This figure shows the two continuums that formltlasis of the research topic. At one end of the
continuum is the trust relationship between th@nmresident and the superintendent created
with the presence of a collective bargaining. Tolective bargaining agreement is derived from
state statute. At the other end of the continuuthadrust relationship between union presidents
and superintendents created from the absencealegtove bargaining agreement. Right to
Work statute influences other types of agreemethisrahan collective bargaining agreements.
The perceptions of key stakeholders within theridisis a significant dimension of this study as

stakeholders work in a variety of capacities wit@ superintendent and have a perception of
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how this working relationship with the union presadl influences superintendent’s leadership
behaviors.
In addition to the topical boundaries in this studvestigational boundaries were also
considered. Figure 2 graphically depicts the ingasibnal boundaries and priorities of this

study.

Figure 2: Investigative Boundaries and Priorities

Observations

Data
Sources

Artifacts » Interviews

The researcher observed the superintendent anthibe president during a joint
interview, observed a Board meeting, and obsenatidtact Meet and Confer committee
meeting. The artifacts included board meetings temudistrict newsletters, district website
information, bargaining agreements, and otheridtsfiocumentation. Interviews were
completed with the superintendent, the union pegidclassroom teachers, at least one other

district administrator, support staff, parentsstees and community members.
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A variety of data sources were collected and iigated to garner information that was
rich in context (Creswell, 1998). It was necesgaryse various procedures, to reduce the
likelihood of misinterpretation (Denzin, 1989; Goé& LeCompte, 1984). Trustworthiness of the
data were facilitated by triangulation of thesemas aspects of the study. Triangulation was
present in this study as multiple informants waternviewed, the researcher utilized multiple
data sources (e.g. archival sources, interviewbsiteinformation), and employed multiple
methods (e.g. observations, participant interviewsangulation increases confidence in and
credibility of study results. A table of specifizats was the guiding document aligning the
interview and the research questions (Appendix A).

The first oral interview was conducted with thetdct superintendent simply to explain
the purpose of the study and to outline procedukesibsequent taped interview was held with the
superintendents to acquire data about specificgisupertaining to the working relationship
between themselves and their union president. Tihgoge of the oral interviews was to acquire
data about the superintendents’ views of the rol& plays in the working relationship between
themselves and the union president. The transafptse taped interviews were returned to all
participants for review and comment. Follow up qioes from the researcher were conducted to
acquire additional clarification. The member cheakse critical to establishing authenticity of the
case descriptions and the findings of this studiyeSE aspects have a reciprocal nature in that the
interviews facilitated insider meaning to the oladions and artifacts. Observations provided an
understanding of how participants behaved in sitaat Thus, by interviewing the superintendent
and the union president together, the researcheaba to observe connecting these observations

with information shared in their individual inteews. Observing the district Meet and Confer
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committee, as well as the Board meetings, assistednnecting this process to information
conveyed in individual interviews. In addition, tbeamination of the referent group’s perceptions
provided an external perspective of the role tplsys between the union president and the
superintendent. The third level of examination wWessreview of artifacts documenting actions
between the union president and the superintendbig.data source presents an edited version of
the activities and events that have transpiredutiitout the tenure of this working relationship.
The final level of examination included artifacdsich as district newsletters, board minutes and
agendas, teacher contracts, and inter-school comyonesy which provided valuable insight into

the ways in which all referent groups worked togeth

Participants

This descriptive, collective case study used imltial case studies of two small, rural
school districts—one in Montana and one in Wyomirggeh with approximately 500 students,
with a superintendent who has been in the didicat least three years, with at least five school
board members, and at least one other administiEterMontana district was given the
pseudonym of Montana Rural School District, andwhg@ming district was given the
pseudonym of Wyoming Rural School District. Thees&bn of the specific districts was based
on matching the criteria listed above, then consece in terms of the proximity, within
approximately 100 miles, of the district to thee@xher. Selecting a school district with an
experienced superintendent was key to the studgn asexperienced superintendent may be
experiencing a honeymoon period not reflectingtthst dynamic in a realistic manner. Of equal

importance is locating a school district with adethree board members as this will provide the
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researcher valuable data from this perspectiveowithompromising quorum or meeting status
within the statute. The smaller district elicited@h variety of data from the same representative
groups without the volume of data. For exampl@rgdr school district has a great contingent of
certified teachers, perhaps a larger school b@and an increased number of administrators,
resulting in a substantially greater volume of datee superintendent, union president,
classroom teachers, other administrative staf§tées, parents, and community members were
associated with the specific school district. S¢htigtrict participants were randomly selected
from the representative names received by the supedent. Parents and community members

were selected from a list of names given by thesotfendent.

Primary Study Procedures

A combination of methods was used to collect @@atahis study (Figure 2). Prior to data
collection, an initial meeting was held with theetintendent of the district outlining the

purpose and procedures of the study.

Initial Meeting with the Superintendent

The initial, face-to-face interview with the distrisuperintendent was completed to fulfill
the following purposes: (1) to communicate the allggurpose and process of the study, (2) to
identify representatives of the referents grouslalile for interviews, (3) to discuss procedures
for the acquisition of archival data, (4) to gepegval to meet with other district personnel and
(5) to acquire contact information for the schooafd chairperson. Within a week’s time, the

researcher scheduled interviews and started taracauifact data.
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Initial Meeting with the School Board Chairperson

A meeting was held with the school board chairpetsdulfill the following purposes:
(1) to communicate the overall purpose and prooEf®e study, (2) to share consent forms and
interview protocol, (3) to acquire approval to mwihistorical board minutes, and (4) to acquire

information about scheduled upcoming meetings efftifi board of trustees.

Interview with the Superintendent

The audio taped, face-to-face interview with th&rilit superintendent was conducted:
(1) to obtain informed consent for participatiortie study, (2) to obtain a brief history of the
district in terms of employee relations, (3) toabtdemographic information about the district,
to collect biographical information about theire@s superintendent of the district, and (4) to
obtain initial description about the trust relasbip between themselves and their union
president (Appendix A). A superintendent who hadrbemployed in both a collective
bargaining district and a non-collective bargaindigjrict was asked to validate the interview

guestions prior to the superintendent’s interview.

Interview with the District Union President

The initial interview was conducted in exactly s@ne manner as the district
superintendent interview in order: (1) to commutedae overall purpose of the study, (2) to
obtain informed consent for personal participati@),to obtain a brief history of the district in
terms of employee relations, (4) to obtain biogreghinformation about their role as the union

president, and (5) to obtain initial descriptiorabthe trust relationship between themselves and
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the district superintendent (Appendix A) To guagainst researcher bias, a written transcription

was given to the union president for review and w@mt prior to the final case analysis.

Interviews with Stakeholder groups

Individuals from the various referent groups, sithmard, parents, community
members, other administrators, support staff aasistcbom teachers, were interviewed
individually. Individuals from each of the smallogips were randomly selected from the referent
list generated at the initial meeting with the suendent. Interviews were scheduled at the
convenience of the individuals being interviewedrtieipants were given a consent to
participate form along with a cover letter outligithe purpose of the study prior to the taped
interview. “The interview had an open-ended natuféin, 1994, p. 39), providing participants
the opportunity to include topics and informatiast mentioned by the researcher (Appendix B).
The goal of these oral interviews was to acquiedptive information about their perceptions
regarding the influence the union-administratidatienship had on their superintendent’s
leadership behavior. Transcripts were mailed baaach participant for review and comment.
Additional follow-up questions were asked at timse to gain a richer understanding of the

perceptions.

Reviewing Artifacts

Another data source pertaining to the role ofttrushe union president-superintendent
relationship was the review of artifacts such asridt newsletters, school board minutes, memos
to faculty, communiqués to community members, comues to parents, standard personnel

procedures, personnel policies, teacher/employeéduks, and school improvement plans.
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Initial approval to review these documents was aequn the initial superintendent interview.
The researcher reviewed any additional documenastidacts the superintendent or union
president wanted to include as part of the datiecidn. Researcher field notes were used to
organize this data.

The primary reason to include artifacts into thelg was to provide another
observational perspective. For case studies, that mmportant use of documents is to
corroborate and augment evidence from other so¥as1994). The researcher reviewed

archival data throughout the case study, in betvatieer observations and interviews.

Follow-up Interview with the Superintendent

A follow-up interview was conducted with the sup&ndent upon completion of the
other interviews, observations, and review of argahilata. The purpose of this interview was to
clarify information and ask follow-up questions ed®n observations, other interviews, and
other data collection. The audiotapes were trabedrfor analysis by independent
transcriptionists. To guard against researcher, hiagitten transcription of the entire case study
was given to the superintendent to review and nehlaages to prior to inclusion in the final case

analysis.

Maintaining a Reflective Journal

The researcher maintained a reflective journaughout the timeframe of each case
study to document thoughts, reflections, timelineshnical considerations, and feelings

regarding the study. By documenting researcherghisuand feelings, value judgments were
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exposed and articulated. These notes were hanewatid served as another data source for the
study.

In concluding the procedures section, it shouladied that some of the methods did
occur in a specific sequence. For example, thersuprdent interviews were conducted first,
followed by the union president interviews, thediwdual stakeholder interviews. The
observations were done during the joint superirgatidnion president interview, which
followed the individual superintendent/union presitinterviews. Review of archival data was
ongoing throughout the case study. The second isiedent interview was conducted
following all other data acquisition. Journal easriwere recorded throughout the research
process. As indicated, member checks were compéest@art of the interview process. All
interviews were audio taped and transcribed foiere\y the participants.

The superintendent and union president were gaverpy of the district’'s case study for
review and comment. All participants were givenith@nscripts for review. Individual

respondents were contacted to clarify informatioared during the taped interview.

Analysis of Data

The form of analysis used for this study was a gdeadl theory approach. This approach
required the researcher to follow specific proceduirhese procedures included developing
categories of information (open coding), intercastimg the categories (axial coding), building a
story that connects the categories (selective gpdand ending with a discursive set of

theoretical propositions (Strauss & Corbin, 1990).
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The researcher conducted a thorough examinatiaft tife information, including
observational field notes, interview transcriptioasd archival data field notes to obtain a sense
of the overall data, a procedure also advocatebidsgh (1990) to garner categories supported by
text. Once the themes were selected, the dataeveswved to look for all instances that
represented the category and those instances weeel cThis review of the data continued until
insight into the new categories was exhausted (@#s1998). The properties were
dimensionalized and presented in a continuum. pitusess reduced the database to a small set
of themes or categories. Following the initial setategories, the researcher identified a single
category of interest and began exploring the istatedness of categories through axial coding.
Casual conditions and strategies, which influeraredl addressed the phenomenon, were
explored. In this phase of the analysis, a codergqtigm, or theoretical model, was developed
by the researcher. This model visually portrayetititerrelatedness of the axial coding
categories. After the theoretical model/groundebiivhypothesis was established, the
hypothesis was tested to ensure it explained dli@flata. The researcher employed descriptive

detail, classification and interpretation in soroenbination, to analyze the data. (See Table 1)

Table 1: Data Analysis and Representation by Rebebmaditions (Creswell, 1998)

Data Analysis and Representation Case Study
Data Managing Create and organize files for data
Reading, memoing Read through text, make margiesnot
form initial codes
Describing Describe the case and its context
Classifying Use categorical aggregation
Establish patterns of categories
Interpreting Use direct interpretation
Develop naturalistic generalizations
Representing, visualizing Present narrative augeteby tables,
and figures
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In addition to the process outlined previously MUD-IST (non-numerical unstructured
data indexing, searching, and theorizing; (Rich&d&ichards, 1994) theory-building program
was used to assist with data analysis. The softwaseused to store and organize files, to search
for themes, to search for cross themes, to diagategories and themes, and to create a

template (Figure 3). Figure 3 depicts a visual@spntation of the NUD-IST software.

Figure 3: Tree Diagram for Case Study Using NUD-FSdgram (Creswell, 1998)
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There are parameters of the grounded theory apprehich must be considered in the
data analysis process. The selective coding mosige a clear, analytic story. In triangulation,
the researcher made use of multiple and differemtces of data and methods to corroborate

evidence. This process shed light on a theme appetive. The NUD-IST software helped to
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find evidence of codes the researcher had establish addition, a colleague was asked to
independently review and code the data and subs#guemparing the codes to those of the
researcher. Multiple and different sources of dathuded interviews, archival data, and
artifacts. Additional methods included naturalisticd purposive observations of the
superintendent and the union president, as wdlbasd meetings. The researcher used member
checks to establish credibility by taking data,lgses, interpretations, and conclusions back to
the participants so they could judge accuracy aedilgility of the account. According to
Creswell participants should “play a major roleediing as well as acting in case study” (1998,

p. 203).
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CHAPTER 4

RESULTS

This study was conducted to examine the role plasted in the working relationship
between union presidents and school district sofrdents. Leadership behaviors demonstrated
as a result of this relationship were also examifiéts research informs superintendents and
union presidents about the role trust plays inplaignership. This descriptive case study
involved two small, rural school districts—one lretstate of Montana and one in the state of

Wyoming.

Montana Rural School District

The Montana school district pseudonym is MontaneaRSchool District (MRSD). The
director of the School Administrators of Montan®) was contacted to ascertain information
about state superintendents who fit the profiletties study. From the names acquired through
SAM, contact was made with the superintendentendiltrict where study criteria was present.
Soon after, as referenced in the researcher'sMageh 5, 2007 was the date the MRSD
superintendent agreed to participate in the stAdgther log entry reflected the preliminary
meeting with the superintendent was held two dates.| The purpose of this meeting was to
discuss purpose of the study, outline the studgge®, and to schedule interview and
observation dates. Field notes kept by the reseaassisted in organizing interview and

observation appointments.
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Study criteria included a district with approximgt800 enrolled students, which has a
superintendent who has been in the position fteast three years, school board has at least five
trustees, has at least one other administratorsaindclose proximity to the researcher. The
MRSD district enrollment was approximately 400 stois with approximately 65 support and
certified staff. In addition, the superintendendl leur years of experience as a superintendent.
The board consisted of six trustees and three atth@inistrators were employed in the district.
The Montana district was located within 100 miléshe researcher. The MRSD superintendent
agreed to allow the district to participate in gtedy upon approval from the Board Chair. No
other school districts were contacted as a result.

The MRSD operated under a joint collective bargagyragreement driven by Montana
collective bargaining statute. The multi-page temshcontract was in year one of a two-year
agreement. The contract agreement was creategssentative members of the district’s
Board of Trustees and the local teachers’ unior. ddllective bargaining process was used to
create the document. The contract was agreed whlowing formal negotiations sessions
lasting less than one week.

The district operated an elementary school, arakoffice facility and a 7-12 school. A
decline in enrollment in recent years forced thmielation of a separate middle school facility.
All district facilities were well kept, with up-tdate resources, such as computers and textbooks
evident in the classrooms. Along with the colleetbargaining agreement, faculty handbooks,
and board policy served as formalized documentpatipg district operation. The six-member
Board of Trustees met on a monthly basis. Boara@@®and meeting minutes were posted on

the district website.



65
Following the initial two-hour meeting with thestliict superintendent, interviews were
scheduled and archival data was acquired. Thends®aspent a total of one and a half days in
the school district collecting data. A significamhount of information was acquired through the
school district website. The researcher met withdinperintendent a final time to provide a copy
of the MRSD case study for review and comment. Welisformation included board meeting
agendas and minutes, parent/student handbooksgtdmsission and vision statements, and

staffing information. The researcher downloaded thiormation for analysis.

Montana Rural School District Participants

The majority of the MRSD staff interviewed werderman teachers with many serving
over 15 years in the school district. All partiappgwere interested in the study most often
guestioning how they were chosen to participateh\ie exception of union leadership,
participants were randomly selected from a staffeolocated on the districts website. All
participants received a cover letter and consepatticipate form prior to the onset of the face-
to-face interview. Upon arrival to the MRSD, thgstintendent presented the researcher with a
written copy of the final interview schedule, coetel with location of each interview.

Initially, participants were hesitant to be intewed; however, once the purpose of the
study and the process were outlined, participapémly shared their thoughts and opinions.
Pseudonyms were given to all participants to retagnaccuracy of the data while maintaining
confidentiality of all participants. A total of ifdividual interviews were conducted along with
a joint interview with union president and supezirdent. All interviewed certified staff were

members of the local teachers’ union. Approxima8£9o of the entire K-12 certified staff were
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members of the teachers’ union. The parent and agmiynmember interviews were conducted
over the phone while all other interviews were amtdd face-to-face. Interviews were
conducted at the convenience of the participant. rEsearcher met the participant in a
designated conference room at the respective schbeladministrative interview was
conducted off district property at the requesthef participant. Interviews met the schedule
agreed upon by the superintendent and the reseagatle lasting 20 to 25 minutes. The union
president and superintendent interviews lasted dibites. No technical difficulties with
equipment or any other unforeseen problem occuvkemd-processed transcripts were mailed
back to each participant for review and commenttiéipants returned the edited script in a
stamped self-addressed envelope to the reseaRdméicipants who were interviewed over the
phone received the consent to participate formthaatover letter in the mail with the typed
transcript. An entire day was spent in the MRSDdumting interviews and observations. Field
notes were taken throughout the observations. @searcher observed a board meeting
following the interviews. The MRSD interviews wearempleted by the middle of April.

Table 2: MRSD Participant Demographics

Participant Role in the Montana District Partanp Role

Mr. Summers| Superintendent* Ms. Antonspn  Admintisira

Ms. Barker Elementary Support Staff Mr. Stantor fBoahairman

Ms. Schiff Union president; K-12 Mr. Kaufell Trustee*
Specialist

Mr. Edwards | Elementary Classroom Ms. Wilson Trustee
Teacher

Ms. Stinson MS/HS Support Staff Ms. Herbert CommulMember

Ms. Morrow | MS/HS Support Staff Mr. Clausen Parent

Ms. George MS/HS Classroom Teacher Ms. Stevens nPare

Mr. Cook MS/HS Classroom Teacher*

Mr. Everhardt| Union president; HS Teachgr

*Denotes membership on district negotiating cortemit
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The MRSD superintendent, Mr. Summers, was a vetedacator, with experience at the
classroom, school and district levels. Mr. Sumnha been an administrator in another
Montana school district; however, this was thet tgperintendency held by this individual. Mr.
Summers was the least senior certified staff menmbire district, as the majority of the
participants in this study were veteran employeis mo one employed less than 15 years. Mr.
Summers succeeded an individual who served asigferiatendent for less than four years. The
superintendent attended student’s sporting eveatgerts, and other club related activities. In
addition, Mr. Summers participated in the local&ptclub oftentimes giving presentations on
issues important to the district and community.

Mr. Stanton, the current Board chair, was a nemarao the Board with only two years
of experience. The other two trustees intervievaedHe study were veteran trustees each with
approximately four years of experience.

Support staff members were not members of the MB&Tied teachers’ association.

As a result of membership in the local associatientified staff were members in the state and
national teachers’ association. MRSD embraced sedigshop, meaning that non-union members
paid a representation fee to the local associaliba.union president indicated, “Thirty-two out
of the 35 certified staff are members of the asgam.” As noted by the superintendent, “I
would say we have a good representation of memipeirslour association. They have everyone,
like most schools do, from the person that pays thees and probably doesn’t even vote to
those that are very staunch and make a lot of aatissuch to check on things.”

The majority of the professional years of the unoesident have been spent as a

certified employee in the MRSD. Ms. Schiff had sehthe association for approximately ten
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years. The union president was elected annualthéwassociation membership. The union
president met with the superintendent two timesakndepending on the need. The
superintendent indicated, “I call on her as a resau want her input on things. | feel if | have
their input in being proactive it prevents a reactiesponse. We meet anywhere from once a
month to twice a week.” Ms. Schiff indicated theipdic meetings are held for the following
purpose, “He (superintendent) wants to be veryraldgen | am visiting with him about any
situation. He is very clear, very open, very spe@bout things so that when we leave that
meeting we both understand very clearly and ther®t any doubt between the both of us as
what he is trying to say or do.”

The taped interviews revealed participant thoughts perceptions regarding the role
trust has in the working relationship between uneadership and district superintendent. In
addition, participants shared insight regardinggmesuperintendent leadership behaviors

resulting from the working relationship.

Montana Rural School District Demographics

This study involved a small, rural school distiicthe state of Montana. The community
thrived from the agricultural trade, as well asiréarming and ranching. The 500 plus student
body is drawn from a significant radius, roughlyo&uare miles. The school district was an
integral part of community life. Community membarsl parents actively supported student
activities and district initiatives. Some facultglth dual roles as educators as well as small
businessman. One teacher indicated, “I actuallyesadusiness with the union president, so

there is a social association outside of school.”
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The district supported three physical plants,udsig an administration building, an
elementary school, and a middle school/high schaidling. The buildings were well
maintained and housed current materials and teogwol

The MRSD was currently in year one of a two-yedlective bargaining agreement. This
agreement was reached after a forty-five minutetiggon session. The previous two-year
contract came as a result of three negotiation@essThe make up of the teachers’ negotiating
team included three teachers who have served aedhe since the arrival of this superintendent
four years ago. The Board had a three-member t€aensuperintendent served as a resource to
the negotiating team as indicated by his respdhseyve as a resource. Of course, | am not a
voting member of either party.”

The MRSD employed certified teachers in specidliaeas, such as a technology
instructor who is responsible for all K-12 techrgpfonitiatives. In addition, the district
supported a full time librarian and school counsebupport staff included three Title One aides,
a library aide, and a special education aide. @Qpeart staff member indicated, “I have been in
the district for 29 years and my duties range fionking in the library to supervising the
playground.” Several support staff indicated daées, such serving as a Title One aide and a
special education resource room aide. While the BIA8es not employ a full time elementary
principal, it does have a full time middle schowmhschool principal. The elementary principal,
who worked three days a week, had served for &dbfeve years in the district and had a lead
teacher on call in her absence. A district clerkibess manager was responsible for board

business and financial record keeping.
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The MRSD employed thirty-five K-12 certified staffeteran experience was prevalent
in the district. Ms. George responded, “Some ofiéingthy tenure in the district has to do with
the employment of spouses.” One teacher indicaedré of 15 years with experience in
teaching biology and earth science along with naengicoaching responsibilities. Yet another
indicated a professional career lasting 34 yeatisardistrict changing positions within the
district following the acquisition of a master'sgilee. Two of the veteran teachers interviewed
indicated serving in the past as union presidarg,teacher holding the position for four years,
the other serving on past grievance and negotsittommittees.

The MRSD was governed by a six-member Board o$tEes consisting of four men and
two women. The Board met on a monthly basis. Adrdaminutes and agendas were located on
the district’'s website. The Board of Trustees wagegned by the district’s policy manual.
Policies were brought forward to the Board by thpesintendent for revision and final approval
following a three reading process. Meeting agendag posted in advance of the regularly
scheduled meeting. Board meetings were conductédebBoard Chair. At the onset of the
public meeting, the Board approved then followeslghblished agenda. Meeting protocol and
procedures were followed accordingRoberts Rules of OrdeBoard minutes were kept during
the meeting by the District Clerk. Board meetingsawot audio or video recorded. Trustees
were presented hard copy information on agendasifanor to the meeting. The superintendent
communicated with the Board of Trustees throughilsraad phone conversations. One trustee
indicated, “I've been on the negotiating team for past two negotiations for the union contract.

| was the chairman of the committee during one tiaggon and | was a committee member
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during the second negotiation.” Trustee Wilsong¢ated previous employment with the district
by saying, “l was a previous faculty member in dnsrict as well as a coach.”

This small, rural community had confidence in lgedership of the K-12 educational
system as evidenced by the parents and communityoers interviewed for this study. One
parent, Ms. Stevens, indicated, “We had to dealctly with the superintendent and he handled
the situation well. We had confidence in him anpbged working directly with him. | felt like
we could talk to him and he was being honest arettiforward with us.” Ms. Stevens went on
to indicate, “He’s very supportive of our commuretlyd involved. He backs the community.”

Another parent, Mr. Clausen, indicated an assaratiith the superintendent outside the
school district.

He is a member of the local Rotary Club. He hasenmdsentations as a guest

speaker and talked about the school district antesaf the legislative tasks at

hand in Helena. His knowledge is very good. Theesanfendent is very active

and shows some leadership as he takes things heatbladoes want to do what’s

right for the kids and for the district.

Teachers, an administrator, trustees, support g@fénts, and community members
offered thoughts and perceptions on the relatignsbtween the union president and the
superintendent and the role trust has in thisicglahip. Stakeholders, along with the union

president and the superintendent, were asked g8pgustions on this topic. The results to these

guestions are outlined in the next section.

Evidence of a Trustworthy Situation

Participants communicated examples of situationsrelty the union leadership and the

superintendent exhibited trustworthy behavior. €kamples reflected district calendar changes,
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Pupil Instruction Related (PIR) staff developmestard keeping, and contract language
interpretations.

Administrator Antonson noted a calendar change roedwas a result of shifting parent-
teacher conference days and the final checkoufatagachers. While the calendar change
initially caused a stir in the district, the sup¢endent conducted a thorough review of the
situation.

The superintendent initially contacted union leatgr to go out and talk with

their members and get ideas on different optionsaw to approach the issue.

The calendar change ended up by, ‘finding a trdtie-beachers ended up

splitting the time with half of a day devoted tagr-teacher conferences and

half a day devoted to teacher check out time. Qrieeocertified teachers cited

this as an example of a trustworthy situation ak. Wehought they (union

leadership and superintendent) tried to work togretih inform everybody and to

make it work pretty smoothly. It worked out okay.

A contract language issue was also mentioned agamnple of union leadership and the
superintendent exhibiting trustworthy behavior.Ratthan take the issue to the board about a
past hiring practice, the superintendent indicatéte have to change this in the next
negotiations.” “l guess | was fortunate to stagotiating when the relationship was already
positive, but | hear and know of board stories adtgelationships where that would never have
happened. It would never have been discussed.”

Ms. Schiff, union president, stated,
| can probably think of a couple situations in gftrust was a very important

integral part of the issue, and I think the sugendent is one you can trust in

those situations and have confidence in that olatiip. | think it has developed

into a good working relationship between the twougs, the administration and

the local association. Ms. Schiff followed withedlection of how the union and

the superintendent worked on a personnel mattachwias delicate in nature.

Since it was a delicate situation, we were truséiagh other and what we were

doing was in the best interest of the staff menamel the school. So we worked
through the situation and it worked out real well.



73

Mrs. Schiff indicated this superintendent wagiiasted in renewing the teachers’
contract upon the arrival to the district.

The superintendent came in very willing to renee ¢bntract between the

teachers and the school district, and was veryngilio work within the

boundaries set by the contract. That automaticatya good tone for working

relationships.” The union president went on téef “There was an openness to

discuss any issue from their side or our side iméarmal way and so trust has

been built over time.

Trustee Wilson noted,

An example of trustworthy behavior between uniadership and the

superintendent would be the fact that we wereitsedchool district in the state

of Montana to sign our contract. | attribute thatte leadership and the openness

and just the culture that he was developing hedetlag trust that just expedited

the whole process.

Since support staff are not union members, emp®yethis group are not privy to all
the meetings and communiqués afforded to certsftatf. As a result, Ms. Stinson commented
on what is heard second or third hand. For exaniplejust little bits and pieces | might hear in
the lounge and in the hall. It is things like, “Wele had a good meeting last night, so it's
nothing concrete that | could say.”

Superintendent Summers referenced a complexisiuavolving students as his
example of a time trustworthy behavior was demanstt. “Any time you move into a new
situation, it is your obligation to demonstratettyau are number one trustworthy. This complex
situation initially opened the door to some intéi@cwith staff to see that | was going to be
honest.”

Evidence exists in the MRSD of trustworthy behaewhibited between the union

president and the superintendent. Teachers, tgjsia®n president, superintendent, and an
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administrator shared perceptions regarding expeggthey have either been involved in or
observed dealing with trustworthy behavior betwdenunion president and the superintendent.
Parents and community members were unable to rddpa@pecific examples or situations
where this behavior was observed.

The researcher attended an evening board meetiAgl 10, 2007, primarily to
conduct the joint superintendent/union presidetgrinew. The board meeting also provided the
researcher an opportunity to communicate, prighéostart of the meeting, with the Board Chair
regarding the status of the daylong interview pssaa the district. The Board Chair was
anxious to hear how the day had gone and was stiygpof the entire process. The Chair
communicated the successful day resulted fromuperstendent’s support and commitment to
the study. The Board meeting was conducted in garized format, following the previously
posted agenda. The MRSD Board routinely met onoerath unless a special meeting was
requested by the administration or a trustee. ToerdChair led the meeting, with the
superintendent seated between the chair and teecta@ir. The Board clerk arranged the room,
distributed board materials, and kept the boardutesn The Board meeting was not audio or
video recorded. A small number of staff, studenis parents were present at the meeting. All
audience members registered their attendance dortiheprovided near the entry to the
boardroom. The initial agenda items included twasht group presentations. The presentations
highlighted the work done by the student groupveithg the superintendent and the Board the
opportunity to congratulate them on the resultheir hard work. Following the presentations,

the Board continued to work through the stated dgen
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The superintendent was instrumental in provididdittonal information or comment to
the information provided in the Board packet. Aduhally, the superintendent answered any
guestions about the content and provided the Be#hdan administrative recommendation. The
Board Chair sought guidance from the superintentteéatighout the meeting by asking for an
introduction to each agenda item. The communicdietween the Board of Trustees and the
superintendent was professional and respectfuhtuara. In turn, all communication from the
Board and superintendent to the public was conduaotéhe same manner.

Trustworthy behavior was also evidenced througlhofienness of Board agendas and
Board meeting minutes. The MRSD Board of Trusteedqul all meeting agendas and minutes
on the district website. Minutes included inforreatiabout all transactions conducted by the
Board of Trustees, including financial transactigga@icy related decisions, and communication
from the public. The minutes reflected a contirthelme of supporting administrative
recommendations both from building level and distevel administrators, usually with a
unanimous vote by the Board. Another theme evidetite Board minutes was the recognition
of staff for various awards or elected positionstate educational organizations. The Board as a
whole affirmed the dedication and commitment ofs#diff. There was a great deal of evidence in
the Board minutes whereby student accomplishmeets applauded as well. Additionally, the
Board Policy manual was organized in a traditictgle with specific categories filed after a
specific numerical designation. The superintengeasented updated policy language to the
Board for consideration. In addition, the policynuaal referenced Board approval dates and
Montana Code Annotated (MCA) reference. This wassistent with Montana board policy

manual format. One section of the manual outlimedspecific duties and responsibilities of the
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superintendent. While this manual accurately rédié@ listing of policies embraced by this
Board of Trustees, it also reflected the stateireduprocess used to draft, renew, and update
board policy language.

Staff bulletins, along with other supporting docuntsesuch as parent and student
handbooks, reflected specific information aboutdiierall procedures governing the district and
its employees.

Two parent/student handbooks, one for K-6 and on&412, were located on the MRSD
website. In addition, a separate handbook for gigtsvwas located on the web. The multi-page
document included information on the following togiattendance, academic programs, student
services, such as special education and Titleligipe and regulations, student code of conduct,
and student discipline. The documents provided aasgss to all constituents regarding
procedures in each building. While the handbookeatd the overall positive climate under
which schools operated, it also reflected consisfgedictable consequences when procedures
were not followed. The tone of the information vpasfessional and provided a wealth of
information to students and parents about gen@exabing procedures. The handbooks reflected
an atmosphere of respect and cooperation.

The MRSD superintendent sent a weekly staff comquénvia email to all certified and
support staff in the district. The weekly bulleirovided staff with information about upcoming
student and staff events, scheduled meetings, @mergl information of concern to staff. The
bulletins reflected a “state of the district” omvaek-by-week basis as communicated by the

superintendent.
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Study participants indicated the presence ofwoghy behavior between the
superintendent and the union leader evidenced ghrétst hand experiences and observations
within the district. Participants reflected on theentional role the superintendent played in
creating a positive, nurturing environment throoglen, honest communication. In addition,
formal documents, such as Board agendas and mjmaesnt handbooks, and staff
communiqués reflected a professional style of comoation, which conveyed from the

superintendent to all constituent groups a willieggto compromise and work together.

Influence on Leadership Relationships

The collective bargaining agreement is the bin@giggeement between the Board of
Trustees and the teachers. Contract language coivaenh information about working
conditions, salary, benefits, grievance procedwed,teacher evaluation. The collective
bargaining agreement was reached through a neigasgtirocess whereby three members of the
Board of Trustees and three members of the loaah&rs’ union finalized the conditions
outlined in the contract. Montana statute outlitesprocess under the collective bargaining
Montana Code Annotated (See Appendices). The supadent in the MRSD served as a
resource to both parties.

Trustee Kaufell, who is a member of the negotgteam, indicated the current
negotiations process was a positive experience.

We have had a very good process. It's been forpugll think both members of

the school district team and the union team hae¢ @ respect for each other. |

think that we knew each other very well and werling to sit down and make

sure that certainly the school district has goaswant to accomplish and they

have what they want accomplished. | think therthas understanding that we
were probably not going to get everything eithdesivanted.
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Trustee Wilson indicated,

The collective bargaining agreement has been iepdong, long time so it is a

pretty solid document. The relationship is justater of the union trusts the

school district and the superintendent to folloatthgreement and it's adhered to

closely and honored.

Ms. Antonson mentioned the superintendent,” Hanlveally up front with the
paperwork that delineates the dollars. In the ghste was an attitude that the numbers weren’t
right and that there was money all over the plabat is no longer the case with this
superintendent.”

Certified staff shared the importance of followithg approved collective bargaining
agreement. Following the agreement translatedifidence in the superintendent when making
district decisions. Mr. Edwards noted, “Contrasuiss are usually communicated to staff
through union emails.” Additionally, Mr. Edwardsdicated that the superintendent is not the
“stern dictator type, however the contract languagdeterpreted and followed.” Ms. George
indicated,

The superintendent is very good about going tacttlective bargaining

agreement before making a decision. He goes thrsticky notes, clarifies what

he believes, calls the union members in and ifdseany question at all asks what

their interpretation is before making the decisida.makes sure he is using the

collective bargaining tool before decisions are emddis has definitely cut back

on grievances in the district.

Ms. Schiff sees it as useful to set the boundariesachers’ rights and for the rights of
administration and the board.

There is a purpose and we all will abide by it.sTéuperintendent is open about

district finances. In fact, the superintendentlasais tied to the teachers’ salary

so that automatically builds trust. Additionalllgetcontract is really important on

both sides. | found this administration is very d@dout being open and flexible
and willing to work; try to work out the situatiam concerns through the contract.
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Superintendent Summers indicated the collectivgaiaing agreement is a tool

not a weapon.

| know a number of other fellow administrators tlwatk at it as a weapon rather
than a tool. | don't see it that way. | see it masea guideline for me and for the
teachers. It's a map in and of itself. | see iaawo-way road, and that’s very,
very positive.” He goes on to add, “The style afdaining is aligned to a win-

win bargaining format; respect is shown for onethen

Parents and community members had no commentdiagahe influence the collective

bargaining agreement has on the working relatignehthe union leadership and the president.

The MRSD collective bargaining agreement, arrigepbintly between the MRSD Board

of Trustees and representatives from the union,agesed upon with actual formal negotiation

sessions lasting three days. Preliminary convenssiieading up to the creation of the document

were categorized as informal and cordial. Whiledbkective bargaining agreement was

categorized as a binding, formal agreement, netgmtiparticipants attempted to decrease the

formalized atmosphere by competing with each diheee who would bring the best treats to

the negotiations session. The agreement primfadysed on working conditions, salaries and

benefits.

Table 3: Montana Rural School District CollectivarBaining Agreements

Subject Areas in the MRSD Agreement Number of Rage
Recognition 1
Powers of the Board 1
Association and Teachers Rights 2
Grievance Procedures and Grievance Forms 2
Leaves 2
Teacher Evaluation Instrument 2
Salary Schedule (2 years) 2
Stipend Position Salary Schedule 1
Payroll and Insurance Deduction Information 1
Reduction in Force 2
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The collective agreement contained a plethorafofimnation ranging from how teachers
received written notice of their classroom assigninfier the forthcoming school year to a
complex pay matrix. The contract language aligredistrict policy.

The district superintendent was an integral pathefnegotiations process serving as a
conduit between the Board and the union. Whileisgras a non-voting member of the
negotiations team, the superintendent providedratetdinancial information, provided the
Board with possible changes to contract languageiged to the superintendent through input
from other district administrator team members, pravided insight on how proposed changes,
both salary and language, would impact the distficke MRSD superintendent categorized the
most recent negotiations process as upbeat antiveosiligning to the win-win style of
bargaining. Upon arriving in the district, Supeeinlent Summers proposed three key ground
rules for a successful negotiations process. Thergt rules included creating a sense of
collegiality by communicating who brings treatstie meetings, creating a sense of openness by
defining a specific number of negotiation sessiaosplete with dates and times, and finally
creating a sense of respect, by modeling respecini® another.

Mr. Summers affirms,

If you get to a stalemate of any kind the meetsgver, you sit, and you agree

you don’t leave for fifteen minutes, you have aldedogether, and you visit a

little more. | am a true believer in not tryinghiwle the finances, don't try to hide

things. | have an obligation to show that money ainthe same time explain the

outcome of starting to expend it. Once they seewhat you are saying is

factual, the trust and bridge is built.

The MRSD collective bargaining agreement resulieal two-year contract with

salaries ranging from $24,000 to $47,000 overttmeframe. The collective bargaining
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agreement did not reflect specific language chafayase length of this contract.
A committee consisting of certified staff and thperintendent wrote the certified evaluation
instrument, included in the collective bargainimgeement. The instrument was periodically
reviewed for possible agreed upon revisions podsdard approval.

The collective bargaining agreement served abititing document between the Board
and the teachers’ union. The agreement was orghwith specific, succinct language, which
reflected how the two groups would work togethdre Buperintendent served as the steward
when confronted with language interpretation anatrect implementation. Participants
responded favorably when referencing the rolegberintendent held in implementing the
agreed upon contract. Respondents indicated trexistgndent was one who could be trusted to
fairly interpret contract language with a decisiahich often reflected compromise. While the
superintendent’s involvement in the actual contbaetaining process was viewed simply as a
resource, many respondents viewed this role asimsntal in the rapid agreement reached

between the Board of Trustees and the teachershuni

Influence Trust has on Contract Negotiations

Union presidents and the superintendent were agbeclfically about the influence trust
has on contract negotiations. From the perspeofivmion leadership, Ms. Schiff shared,

You have to be able to trust that the information gre getting from the district

is accurate, true. You have to trust that whatated or signed in negotiations are
going to be carried through on both sides. You haueust and develop good
ground rules, good negotiating processes. Youhaee to trust that what they say
is true and they understand that from our position, and be open about
finances, be open about contract, don't try to krtkigs in with language,
because that's been done. This superintendentirdandual you can trust. His
word is golden and he does what he’s going to sagdes, and | think he wants



82

to be fair to work in that way. Everyone had atafseach other going into it;
there wasn't a whole lot posturing and | guess gplaging that can go on in
negotiations.

Superintendent Summers conveyed the importannetdfying to hide things.

Over a period of time, the association realizes et you're telling them is

factual and they might not like to hear what yoe &iling them. Once they see

that what you are saying is factual, the trustlamndge are built. It must go two

ways. It comes back the other way.

Union leadership categorized the negotiations m®eaad results in a similar fashion,
however indicated it had not run so smoothly urgtevious leadership. Ms Schiff outlined the
key differences between the previous superintenaigshthe current superintendent in the
following statement.

You are treated as a professional doing your gaahg school operations and that

is respected. It's acknowledged that you have eevimi how things go for you as

a professional within the system. In the past,aswind of, there were times, not

always, but a few times where the superintendemtsd the administration from

the teaching staff, so therefore it was an us atj#irem mentality. It was always

people were trying to overcome that, there wasemse of a unified whole that |

personally perceive right now. | think many pedielel that, we all have our part

to play and it's respected and at times it wasspected. In fact, it was I'm the

boss and we’ll do things the way | want them anddok with you kind of

attitude. Other times it was well you do your thangd I'll do my things.

Union presidents and the superintendent indicttednfluence trust has on contract
negotiations through actual first hand experiermeboth sides. This question was not asked of
other stakeholder groups.

Participants viewed the superintendent as oneashtd be trusted during the contract
negotiations process. Information was shared frastlyopenly, making sure all financial

information was readily available to both partiBespondents also held the belief that this

superintendent had benevolent intentions, in atleeds he did was he said he would do.
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Teachers were treated as professionals with infbomérought to the bargaining table begin

validated by the superintendent.

Influence this Working Relationship has on Superigient Leadership Behavior

Interview participants shared perceptions regardjpecific leadership behaviors, which
resulted from the working relationship of uniondeeship and the superintendent. Perceptions
were shared based on observations or first-hanerexjes.

Superintendent Summers shared the following analogy

As children we had the old paddleballs. When yibit,it went out and then it
came back or maybe you could look at it a littlelike a badminton game back
and forth. My leadership style dictates the trumt the relationship and likewise
the trust and relationship dictates my leaderstyiie sHe adds. We have had the
kind of things, suicides of middle school ageddtah for example, that make it
difficult in a school to work through. Because lo¢ relationship everyone is
there. Everybody is together and working to get freese things.

Ms. Schiff concurred with the thoughts of the sugendent.

He knows we have a good working relationship thatime and energy can be
directed toward more positive outcomes, rather gitrer figuring out how to
maneuver things or to get the upper hand. His ¢neag be devoted toward
setting district direction since the trust is goorgwithin the district. | think
developing a good trust base has allowed him tzethis view of where the
school district could be and what could be improvethere are concerns then |
know they will be handled in a respectful, thouddy;the-book way. The
superintendent is very willing to meet and is vetlling to work within the
boundaries set by the contract. | think it jusaudtically sets a more positive
tone with staff to know that our rights are goingbe respected.

Mr. Schiff also included such leadership behavaw$airness. “I would describe his
leadership style as lead by example, | guess. Byetimay, by doing what he says he’s going to

do and his openness.”
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Prior to the onset of the Board meeting, the neses conducted a joint interview with
the union leadership and superintendent. The parpbthe interview was primarily to visually
ascertain whether or not either person displayedi8p behaviors as it related to information
contained in the individual face-to-face intervieas,well as to ask additional questions resulting
from previous individual interviews.

The superintendent and union president both taimednportance of respect and
listening. Furthermore, both parties highly valtleel importance of a collegial relationship.
However, during the joint interview, neither indivial afforded the other direct eye contact,
which reflected a sense of inattention or lackaaiuls. The interview arrangement might have
had a part to play in this observed behavior, ag tere seated side by side rather than across
from each other. Additionally, the superintendéatard and the union president were all focused
on a difficult agenda item forthcoming in the boardeting.

Superintendent Summers reflected on why he thaihghstaff might see a change

from previous superintendent leadership by statidgn’t believe in keeping

secrets. Secrets and lies get you in troublesttipid to do that. It just doesn’t

accomplish anything and | feel that the union dadsde things from me and |

don’t hide things from them because how are wegrnwork something out if

we hide things?

Ms. Schiff went on to add,

We've had that in the past. We have definitely hagnse that you had to be

double-checking anything that was said to you afinatcial aspects of the

operation. There was always a subterfuge that yolutd around double-

checking. | mean literally to the point of goingthe courthouse and digging

through records to verify because sometimes yoodawut they were lying.

Superintendent Summers indicated he had workedrunbtiadership style the union

president described in the interview. “I workedamenvironment exactly what (she) is talking
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about and I didn'’t like it. | won’t do that agaither as an employee or a supervisor, | just
won't, I'll just go away.”

Ms. Antonson shared the importance of regulaadthinistrator team meetings. These
weekly meetings provide the superintendent an dppiy to gain the pulse on various
situations and initiatives within the district.

In terms of decision-making, students are always.fHe really seeks out the

dialogue, makes phone calls, and gets out and albdwet thinks things are

moving along well, he steps into other places.dtyte is proactive.

District support staff indicates he listens toctezxrs, encourages teachers, and is pretty
open. “If there is a complaint, the superintendardourages individuals to work through the
channels.” Ms. Morrow mentioned the improvementahmunication. “I think he stays on top
of things.”

Regarding specific leadership behaviors displdyethe superintendent, Mr. Clausen
said, “I think his knowledge is very good and halisays trying to do what’s right for kids and
for the district.” Community members had the oppoitly of hearing the superintendent address
district initiatives at Rotary meetings. The foamsstudents and overall student achievement
comes through the presentations. Ms. Herbert, wheed on a district committee, commented
on a time when the superintendent addressed a aorhfsbm a parent by indicating, “He
actually listened to the individual and took fotuewhat that individual was talking about.”

Trustee Kaufell believes the tone set in theridisis a result of the superintendent’s
leadership behavior.

He sets an informal atmosphere in the district tyding people to the table and

getting input from them. The union doesn’t havethedule meeting times the

groups just come together. He talks with the teeschet at the teachers. The
employees feel valued and as if what they are duinlg is important and by the
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simple fact that he is sitting in on those comreité tells them that he really

does care about the curriculum and what is goingp dhe classrooms. He will

just stop by and talk to some of the union membatkjust get their input without

it being a formal meeting.

Trustee Kaufell supported the idea of an informgat,professional atmosphere in the
school district.

One thing that is evident is his work ethic. | thime has demonstrated that he is

willing to put in the time to work on a wide vaneadf different projects that affect

both the teachers and the school board. | thinkehehers respect. | think he has

been willing to listen to teachers when they haeeracern that has been brought

to his attention, and he is willing to addressdbecern. He’s been willing to

make hard decisions when he has to, yet not abgerathers or union members.

The key to having a good working relationship betwéhe union, the school

board, and the superintendent is his involvemedttaing so active.

Certified staff thought strong communication aistehing skills were part of the
superintendent’s leadership style. AdditionallgfSsupported his efforts to be visible in the
school buildings and being approachable on anyiddis ability to compromise was also a
strength area shared by staff. “We compromisetila &nd we still have some hours on that last
day and I think that was because union leaderstdpttze superintendent worked together and
they did try to listen to the rank and file.” Ahet faculty member stated, “I think he’s good
about keeping people informed about things.”

The superintendents understanding of school lalsahool budgets were mentioned by
staff. Staff connected these skills to a bettereustnding by the superintendent of the teachers’
contract. “He constantly goes back and checks dh&ract before decisions are made. If there is

a discrepancy, union leadership and the superietergb back and discuss what they thought

the interpretation was at the time the informati@s first included in the contract. This is done
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in a professional manner. He is not the stern ttict# necessary, “He makes a point to go talk
with the individual.”

In the joint interview with the Superintendent Suars, Ms. Schiff captured the overall
essence of the superintendent’s leadership behasibrcompares to previous leaders that have
been in the district.

This superintendent treats you as a professionaydmur part in the school

operation and that is respected. It's acknowledgatlyou have a voice in how

things go for you as a professional within the eystin the past, the

superintendent was isolated from the teaching.stakre was no sense of a

unified whole that | personally perceive right ndWe all have our part to play

and it's respected and at times it was respeatef@ct, it was I'm the boss and

we’ll do things the way | want them and to heckhaybu kind of attitude.

Superintendent Summers responded by saying,

You know there is nothing that bothers me more g@neone that tries to make

other people look bad so they look good. That soaliely ridiculous. Why

wouldn’t | take the things (she) shines in andemdy be proud of those, but show

them to other people, because what does that datidkes me look better, and

that makes our district look better.

Constituent groups mentioned leadership behasiach as listening, being open, and
strong communication being embraced as part oftiperintendent’s leadership style. In
addition, behaviors such as having strong backgtdmowledge in such topics as curriculum,
school finance, and school law were noted as banmdent in Superintendent Summer’s day to
day leadership.

Superintendent Summers was referred to as aridihonest leader. Respondents shared
the belief in Superintendent Summers’ ability s1dh and communicate in an effective manner

resulted in a district culture and climate, whidmeeyed trust and collegiality. His knowledge in

areas of school finance, school budgets, and clunt were seen as positives for the district, as
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his time could be better spent in these areasrrdtha in settling disputes or disagreements.
Participants held the belief that members of tiséridt were respected and valued as
professionals and individuals. Superintendent Suremegyularly modeled respect and

professionalism as part of his overall leadershjjes

Situations Exhibiting Distrust

Interview participants shared perceptions abduasbns in the MRSD when a lack of
trust, or distrust, was exhibited. These perceptiware a result of personal experience or
observations made by the participant. Regardintiggaaints’ thoughts on situations or events,
which demonstrated a lack of trust or distrustpoeslents were unable to address specific
situations involving a lack of trust, rather resgents likened it to miscommunication. For
example, Trustee Wilson offered,

No, | haven't experienced a situation where theas @alack of trust. There have

been a couple of situations, not necessarily dgalith the union as part of the

negotiations process, but just a couple of miscomaations in the few years this

superintendent has been here.

Union president Schiff could not recall a time wdehe had personally experienced a
lack of trust in the current superintendent. Howes. Schiff commented on how previous
leadership displayed distrust.

We've had that in the past. We have definitely hagnse that you had to be

double-checking anything that was said to you afinancial aspects of the

operation. A lot of different things, there was al@ a subterfuge that you had to

go around double checking, | mean literally to plent of going to the

courthouse and digging through records to verifgaose sometimes you found
out they were lying. That is not the case with guperintendent.
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Ms. Schiff went on to explain,

You know that old saying, ‘you’re not going to pteaall the people all of the

time?’ I've had a couple of people who thought itheput was not as valued as

they would have liked it to be, and that creatéeMahard feelings in the staff.

Did that promote trust? Well, probably not.

From the perspective of the superintendent, lesstd the importance of communication
and collaboration. When disagreement occurs, Mmi8ers relies on these tools in working
with union leadership in resolving the disagreement

You know the old theory, | was here when you canmeldl be here when you're

gone. The leadership actually joined in and said kmmow if we can come to

amiable understandings about this issue, then gveatainly going to support

you. On another issue, | felt like | had forced siteation on them. | put too many

parameters on them initially and | felt really kewbut that. They were correct

that | had my own vision about what the resolusbould be. | had to back off,

and quite frankly, ironically, it came back to bgwery similar to what | had

proposed.

Ms. Antonson concurred with other respondentdat $he had not observed a situation
where there was a lack of trust between the sujgadient and union leadership.

She focused more on what Mr. Summers’ actionsragesituation where misunderstanding or
miscommunication exists.

Mr. Summers stresses the need to contact peoplgearidgether and try to get

back into a dialogue to try to determine how weguoiag to move forward. He is

proactive and he really seeks out the dialogue. ¥mmers focuses on really

talking to people and seeking them out.

Mr. Edwards stated, “I don’t know if | can think@&time or not. | don’t know of any
specific situations where there has been a latfuet.”

Commenting on a situation where a lack of trefivMeen the union president and the

superintendent existed, Ms. George recanted adarlg in the superintendent’s tenure in the

district involving staff training. Faculty was unswf specific staff development requirements
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outlined in the district’'s technology plan. Aftettensive discussion initiated by Mr. Summers,
union leadership and the superintendent arrivedcatmpromise on how faculty would meet the
state standard. Throughout this disagreement, MmnrfSers maintained an open door policy.
“Both sides were getting their ducks in a row igdhties, school laws, standards, and any
documentation needed to resolve the conflict.”

Overall, respondents had limited comments abait #xperience in observing a
situation where a lack of trust was exhibited befmvehe union president and the superintendent.
Respondents compared trust to miscommunicatiorntt@noportance of dialogue in resolving
conflict, continuing to affirm evidence of trusttine superintendent.

Respondents were limited in their reflections rdgey situations they had experienced
which resulted in distrust. Participants referencescommunication or lack of understanding as
being present in times of perceived conflict. Indixals shared experiences, which after
additional information resolved themselves withdegeit or distrust on the part of the
superintendent. The superintendent stressed thariamze of collaboration and communication
when striving to solve problems or conflict, maintag an open door policy as a key to success

in this area.

Summary

Participants in the MRSD shared reflections alboeisuperintendent’s role in contract
negotiations, contract disputes, and daily distrations. Respondents indicated this
superintendent held specific leadership traitscivinesulted in creating an open, honest, fair
climate within the school district. Participantewied this superintendent as being a strong

communicator, willing to listen to all parties onyassue. In addition, he was categorized as
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being approachable, respectful, and embracingladegree of professionalism and integrity. As
evidenced through stakeholder reflections, the sof@adent was one who was viewed as
someone to trust, modeling trustworthy behaviorwds regarded as a strong collaborator and
compromiser during times of discord. Because tiygesntendent was viewed as one who could
be trusted, stakeholders supported the superim&sdsforts to collaborate and compromise
with them as professionals when resolving conflithin the district. Stakeholders touted the

superintendent’s ability to compromise as a kegéeship trait.

Wyoming Rural School District

The Wyoming school district pseudonym is Wyomingd School District (WRSD).
The director of the Wyoming School Boards Assoorativas contacted to garner information
about state superintendents who fit the profilettfies study. The director cited at least three
districts within the 100 mile radius of the resdmrcwhich met the study criteria. Numerous
phone calls were exchanged between the reseanttg@easpective superintendents, which were
due in part to missed calls or lack of intereghia study participation. Fortunately, one district,
which met study criteria, agreed to participatéhim study with the initial meeting with the
superintendent held in late April. The selectedridishad an enrollment of approximately 600
students with roughly 130 support and certifiedfsfene superintendent had veteran experience,
and the district had at least one other adminatr&thile the superintendent was in his second
year as superintendent in the district, he wascavkrentity in the district serving as middle
school principal for four years and as the intesuperintendent for one year. The district was

located within 100 miles of the researcher. The \WRPerated under a joint contract agreement
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driven by the meet and confer process. The coraigreiement required approval by the seven-
member Board of Trustees. Trustees were electeddoryear terms. The district governance
process allowed certified staff to establish a na@et confer committee, which primarily focused
on salary, benefits and working condition itemse strict committee membership consisted of
five individuals, one support staff member, thriessroom teachers, and the local association
president. The Board of Trustees meet and confandtiee consisted of the Board Chair, the
Vice-Chair, two trustees, and the superintendeme. Gusiness manager provided financial
information to the Board’s meet and confer commitfEhe meet and confer process provided an
avenue for staff to communicate information to Board of Trustees through the superintendent
regarding such items as salary, benefits and wgrgamditions. The WRSD did not engage in
any type of a formal negotiations process. Theareser had the opportunity to observe the first
Board meet and confer meeting of the year. In dd#roe at the evening meeting were the Board
Chair, who conducted the meeting, superintendergt,ather trustee, and the business manager.
The meeting discussion focused on a new salaryixrfatmat, projected salary increases,
creating a staff development incentive, and hdadtiefits. The superintendent and business
manager prepared the information for the committemonsider. In addition, the superintendent
provided the committee with administrative recomuasions.

The district operated a K-6 elementary schoollitgand a 7-12 middle and high school
facility. Along with the teacher handbook, whichtlmed language specific to working
conditions, the board policy manual served as ftim®@ documents supporting district
operation. The WRSD Board embraced the Leadersbyg@ance model, which was supported

through the Wyoming Schools Boards association. slership Governance model focused
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on boardsmanship, leadership, and performancesdidard and the superintendent. The model
outlined what the board would do, not what theyusth@lo. Specifically, the model addressed
creating realistic expectations, delineating cleéas and responsibilities, increasing
accountability for results, basing leadership olcgaather than administrative detail, making
decisions collaboratively, governing proactivelthex than reactively, and continual learning for
boards, staffs, students and community. The six-oeeWWRSD Board met on a monthly basis.
Board policy, meeting agendas, and meeting minuégs posted on the district website.

Following the initial meeting with the district gerintendent, staff were randomly
selected and scheduled for face-to-face interviesarchival data was acquired. The
superintendent sent the researcher a finalizedviete schedule via email prior to the site visit.
The researcher spent approximately one and a agdf i the school district collecting data. A
significant amount of information was acquired tigh the school district website. Website
information included a superintendent video streatich outlined the state of the district for
the community, along with board policy, board mesiand district profile. This data was
downloaded from the website for analysis. The netea met with the superintendent a final

time to provide a copy of the WRSD case study éeraw and comment.

Wyoming Rural School District Participant Demogrigsh

Teacher participants represented all levels ofitbict along with support staff and one
other administrator. Except for the associatiorsiolent and representatives from the meet and
confer committee, participants were randomly sekkétom the staff roster located on the
district website. Parents and community membeligjpants were randomly selected from a list

prepared by the superintendent. Participants weteedsted in the study openly sharing thoughts
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and opinions. Pseudonyms were given to all paditipto retain the accuracy of the data while
maintaining confidentiality of all participants.

A total of 15 individual interviews were conductiedm representative groups. The
trustees, parents, union president and communitghee interviews were conducted over the
phone, while all other interviews were conductezeféo-face. Interviews were conducted at the
convenience of the participant. The researchemithtparticipants in their classrooms or office
to conduct the taped interview. Interviews metgbleedule agreed upon by the superintendent
and the researcher each lasting approximately 26 toinutes.

The association leadership and superintendentwietes lasted approximately 45
minutes. No technical difficulties with equipmemtamy other unforeseen problem occurred.
Word-processed transcripts were mailed back to padictipant for review and comment.
Participants returned the edited script in a stahgedf-addressed envelope to the researcher.
Participants who were interviewed over the phoweiwed the consent to participate form and
the cover letter in the mail with the typed tramsiciTwo half-days, and one evening, were spent
in the WRSD conducting interviews and observatiémsld notes were taken throughout the
observations.

The researcher observed a board meeting, via ae¢apeding. Additionally, the
researcher observed a scheduled Board meet aner camhmittee meeting. The WRSD
interviews were completed by the first week in Misdember checking was completed by the

middle of May.
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Table 4;: WRSD Participant Demographics

Participant Role in the Wyoming Rural School Dettr

Mr. Connor Superintendent*

Mr. Farnsworth Support Staff*

Mr. Lacey Union President; High School Classrooracher*
Ms. Mountain Elementary Classroom Teacher

Ms. Flowers High School Classroom Teacher*

Ms. Duval Elementary Classroom Teacher*

Ms. Mortenson

Elementary Specialist Teacher*

Ms. Hancock

Administrator

Mr. Ricardo Board Chair*

Mr. Josephson Trustee*

Mr. Winkler Trustee

Mr. Kingston Community Member
Ms. Howard Community Member
Mr. Panther Parent

Ms. Atkins Parent

**Denotes membership in the Board Meet and Cooéenmittee.
*Denotes membership in the District Meet and f€onommittee.

The WRSD superintendent was a veteran educateiopidy employed as a classroom
teacher and building administrator. His professi@xgerience included time in other districts
beside the current district. While a novice ind¢apacity as superintendent, he has veteran
experience as a middle school principal and spedactation direction in this district. Mr.
Connor’s predecessor was employed as superintefateagpproximately five years. Mr. Connor
was eager to share information about the diswiatterested parties by providing periodic
updates on the website. Attendance at studenttasivsuch as sporting events and concerts was
considered a priority for Mr. Connor. Staff birtlydeards sat ready for distribution on the
superintendent’s desk. Cards were distributeddividual staff members with a personal visit

from the superintendent.
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The majority of teacher participants in the studyre veteran staff, teaching for a
minimum of eight years. The study reflected inpotrf staff at all grade levels. The meet and
confer committee did not require participants torimbers of the local association. This
committee represents all members of the certifiatt and support staff, with only roughly 25%
holding membership in the local association. Lanambership entitles participants membership
in both state and national level associations.|®heevel of participation in the local
association was a direct result of individual difieces in philosophical positions taken by the
national association.

Elementary classroom teacher, Ms. Mountain stated,

There are some pretty strong feelings against Nl dhink that is where it

stands. In Wyoming, if you could belong to the assttons individually, there

would be a much stronger force. The dissatisfagorot with the Wyoming

Education Association. | really feel it is the NEA.

Mr. Connors went on to explain,

They tell me that number one, we are paid wellvbg should we pay dues for a

process that works. Secondly, we don’t mind if dues go to the WEA, but we

don’t want them going to the NEA. We don't like tNEA; we don't like what

the NEA stands for. We live in a conservative stateé conservative people live

in it. They don’t see the NEA as representing thkiews on a national political

scene and they don’t want anything to do with theAN

Support staff can be members of the local assoniand are represented by the district
Meet and Confer committee. Table 4 denotes memipeirsithe two, district Meet and Confer
committees.

Mr. Ricardo, the current Board Chair, was a veterastee with over ten years of

experience on the Board in some capacity. His@pdiion on state level education committees

was widely recognized. Mr. Ricardo chaired the WR8&et and confer committee. The other
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trustee participants were newcomers to the Boarel,newly elected last spring. Both
individuals touted highly the Leadership Governammelel implemented in the WRSD.

The current president of the local association, IMcey, was a veteran classroom
teacher who was in year two of a four-year term. Micey’s interview was conducted over the
phone as he was out of town on school districtrimss.

The taped interviews revealed participant thoughts perceptions regarding the role
trust had in the working relationship between ureadership and district superintendent. In
addition, participants shared insight regardingcgmesuperintendent leadership behaviors
resulting from the working relationship. Stakehaotje@long with the union president and the
superintendent, were asked specific questionsisridpic. The results to these questions are
outlined in the next section.

This study involved a small, rural school didtricthe state of Wyoming. The district is
situated in an agricultural area, however drawsmee from oil production in the area. Due to
the rural setting, a significant percentage ofdtuglent body is bussed into the school district.

The school district supported three large, physitamts, including a combined central
administration building with the high school, aeraekentary school, and a middle school. The
facilities were equipped with up to date technolagytbooks, and library media materials. The
physical plants reflected a warm, welcoming envinent.

The WRSD embraced a meet and confer processingsitdecisions made regarding
teachers’ salaries, benefits, and other relatezth&sacontract language. The Board assembled a
representative meet and confer committee consisfitige Board Chair, superintendent, district

clerk, and two additional trustees. The teacheexinand confer committee consisted of the
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union president, three other classroom teacheessopport staff member, and the
superintendent. The superintendent scheduledaah&x meet and confer meetings, as they were
held the Monday following a Board meeting. The leas’ meet and confer represented a
teacher at each of the levels, elementary, midatehegh school, as well as a member from the
classified, support staff, unit.

The WRSD administrative team consisted of a faletelementary principal, middle
school principal, and high school principal. In dida, a curriculum director, special education
direction, and technology director are all consedieio be members of the administrative team. A
district clerk/business manager was responsiblédard business and financial planning and
record keeping. Roughly 75 certified staff, inchggliibrarians and counselors, along with 57
classified, or support staff, were employed bystieool district. The elementary district had a
full time art specialist complete with a fully egped art classroom.

The WRSD was governed by a seven member Boardustdes. Board meetings were
conducted by the Board Chair, with the WRSD bogehaas and board meeting minutes
located on the district's website. Agendas and tefor board meetings scheduled from June
2006 until the most recent meeting, May 2007 wechiged under the Board of Trustees link on
the district homepage. The agenda template, odtiméhe board policy manual, was used to
orchestrate board meetings during this timefranhe. Goard meeting followed a ten-item agenda
format. Minutes reflected Board business conduitesth organized fashion with meetings
lasting roughly two hours. Board meeting minuteseasggned by the Board Chair and the board
recorder. The hiring process was outlined in tharBaninutes from April 2007 which reflected

action taken by the Board regarding recommendess tiar the ensuing school year. The
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minutes reflected review of the recommended hste Which was done during an executive
session of the board. Upon reopening the meetimgCldnnors reviewed the lists of teachers
recommended for hire for the 2007-2008 school yBae. vice-chair made the motion to offer
contracts to teachers as per the list providedupeBntendent Connors with Trustee Josephson
making the second. The motion unanimously passed.

The minutes reflected support for superintendecvmmendations, usually with a
unanimous vote by the Board. Also reflected on ygagenda was a Leadership Governance
item. Board policy reflected a yearly calendar ioutly the policy review timeframe as well as
when other governance activities would take place.

Thel9 page Board Policy Manual was organized usmglphabetic system.

Specific duties and responsibilities of the Boand the superintendent were outlined in policy.
Policy approval or revision dates were not notethenmanual. The Leadership Governance
calendar, contained in the policy manual, specifiaith policies will be revised and when they
will be discussed.

The Board Policy Manual defined the terms and tars of employment rights and
responsibilities. The meet and confer process wéset as an informal process with meeting
times and agendas set by the superintendent. Teeand confer committee of employee
representatives were determined by the employetgafistrict upon agreement of the
superintendent. The board shall retain its authdooitdetermine policy and set the terms and
conditions of employment (WRSD Board Policy).

WRSD Board meetings were both audio and videodtap#h closed circuit TV used to

air monthly meetings out to the community. The Bloaerk took written Board minutes.
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Mr. Kingston, community member, stated,

| think he is doing a real fine job in the schowitdct and | think he has a good

relationship with not only the public but with theachers. A lot of the community

is very much behind him I believe. He’s involvedaiigreat many things here in

town. You know he’s active. He’s out and about gats involved with people.

He has opened up the school board meetings anditbgyut on TV down here

now for anybody who wants to watch. He is very camity minded.

The researcher watched a DVD of a WRSD Board mgéield on May 14, 2007. The
board agenda was posted on the district websitasustated by Mr. Connors consisted primarily
of various reports. The taped Board meeting wag imethe district’'s boardroom, which was
decorated with numerous Board plagues and awaodsdithe room. The meeting was televised
over the local access station for any interestety pa watch. The superintendent’s
administrative assistant was responsible for takiaugd written minute. A student representative
was seated with the Board. This individual wasrledeognized by the Board for her
participation at Board meetings representing thdesit body in the school district. Audience
members included students, district administratamsgl, teachers. All trustees were equipped with
laptop computers, as the district was strivingnplement a paperless system.

Board Chair Ricardo led the Board and audience Ineesnn the Pledge of Allegiance
followed by a call to audience members to commuaieath the full Board. No one addressed
the Board in the call to the public. The Board pdstie Consent Agenda then promptly engaged
in staff and student recognitions. All recognizedividuals were asked to shake individual
Board members’ hands and received a certificata fo individual trustee. Student groups were
recognized for accomplishments in various studentpetitions, including a unique Cup

Stacking competition recently held in Denver, Catly. WRSD students did well in this

regional competition demonstrating for the Boaril gk stacking all sizes of cups. Students
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demonstrating this amazing skill ranged from a kngérten student to an upper elementary
student. The superintendent, along with Board mesplverbally recognized these students for
their remarkable accomplishments.

The meeting shifted to various reports from distrepresentatives. The superintendent’s
report included recognition to the high school aaistration and staff for exemplary response in
a recent emergency situation. Mr. Connor said,ahtito commend the high school principal
and his staff for the handling of a recent emergesitiation. As a result, the district will be
reviewing and revising a few of our emergency pdoeces, however overall the situation was
handled in an exemplary manner.”

The superintendent was asked by the Board Chaxptain his proposal for enticing
certified staff to pursue National Board Certificat This same proposal was part of the Board’s
Meet and Confer discussion at the initial meetialylthe previous week. The superintendent’s
proposal included monetary support for staff whe@enaterested in completing this rigorous
process. The Board unanimously supported the sstpadent’s recommendation.

The meeting ended with various other reports iiggrgrant funding and future budget
implications followed with a look at the prelimiryabudget for the ensuing school year. The
superintendent answered questions fielded by tleedBd he two-hour meeting ended with the
scheduling of the June Board work session.

Teachers, an administrator, trustees, support g@afénts, and community members
offered thoughts and perceptions on the relatignsatween the union president and the
superintendent and the role trust has in thisicglahip. The results were outlined in the next

section.
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Evidence of Trustworthy Situation

Participants communicated examples of situatwimsreby the union leadership and the
superintendent exhibited trustworthy behavior. €kamples reflected situations resulting from
the work of the district meet and confer commiteeyell as an example of how best to make

up time from a snow day.

Mr. Lacey, union president, indicated that thetinorthy behavior exists as a result of

the meet and confer process. He stated,

The way our whole meet and confer system worksitid of based on trust. The
superintendent gives us information, for examplelistrict finances, all the time
so there are no surprises. Like we’re not snealqpgn anybody. If we want to
bring up issues like time off or anything we dissitsall the time. Now we have a
relationship to where throughout the year we’rengdghrough where everybody
stands and nothing sneaks up on anybody.

From the vantage point of Mr. Connors, an exampketoustworthy situation was last
year’'s meet and confer process itself. A raisé¢olase salary on the matrix was approved by
the Board of Trustees. The confusion on the pastadf came as a result of how this raise on the
base salary influenced other cells in the salaryima

Mr. Connors went on to explain,

We had a salary schedule 101 session. We lookealasalary schedules work
and how that translates into it. We went througth bshowed them how the least
amount a teacher is going to make and the mostchée was going to make. We
worked through the process and they understoodahsalary schedule works

then they said okay we understand now. So youhmsat to work through some
misunderstandings.
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Ms. Hancock referenced this same situation as ampbe of trustworthy behavior. She
heard about the previous meet and confer processdtaff as she was currently in her first year
as an administrator in the district.

Ms. Hancock stated,

| know last year when the state came out withhedl €xtra money that our

superintendent worked with that committee to make shat all the teachers in

the district got a phenomenal raise. That was g pesitive thing. That was his

priority and that was how that money was used. a&earsure that the teachers

were compensated as well as all the paraprofedsiontne district.

Mr. Winkler did not have any perspective on thigitadue to his short tenure in the
district. As Board Chair, Mr. Ricardo heard comnseinbm both parties, the union and the
administration, regarding how well the meet andfeoprocess was working and cited this as an
example of a trustworthy situation. His reflectionludes,

| think they worked together throughout this wholeet and confer process. |

think that there’s an open conversation ongoingveen the two of them bringing

the interests of both the faculty and staff, ad a®Mwhat the superintendent

believes can be accomplished through what we hatexins of finances, time

and everything for the staff. They have a real goodking relationship. In fact,

Mr. Connors has mentioned several times about helitiiey work together.

Other than that, because | have not been in théimgsevith them, just hearing

from both of them about how it works. So my knovgedsn't first hand, its

having spoken with each of them.

Ms. Howard, a community member who has legislair® perceived that trustworthy
situations, “Occur on a daily basis. | have a gjraorking relationship and a deep sense of trust
with our superintendent and | feel the same wayatie leaders in the association.” Ms.
Howard touted the professionalism she observed &tafi working with students and parents.

Another community member, Mr. Panther, who workethie media, felt he was not in a

position to observe a trustworthy situation.
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Mr. Farnsworth, a member of the district meet eofer committee as well as member
of the support staff, also referenced the meetcander process as an example of trustworthy
behavior. Mr. Farnsworth noted,

Before this current superintendent we had negotiatwhere we would give what

we wanted for salary on a piece of paper. The Buanad take it and they'd

come back and tell us what we’d get and that wasra#ry good deal. It's sort of

that way now, but now we know a reason why. Therég are given to us.

“Ongoing discussions and feedback that is giverk ba teachers, which comes as a
result of the meet and confer process, is an exawofglustworthy behavior between the union
and the superintendent,” commented Ms. Mountaine™& had some other experiences where
we could take our concerns, they were addressedhan we received feedback. So | think
there is a good trustworthy relationship betweenuhion and the superintendent.” Ms. Duval
and Ms. Mortenson agreed with Ms. Mountain’s peticep “I think that most of the time it is
trustworthy behavior. He just kind of tells us howich money we have and basically know how
a lot of it is spent. He shows us the whole budget how the monies are spent. Mr. Connors is
open and forthright with communication.”

Making up time as a result of a snow day, wastteanple Ms. Flowers cited as a
trustworthy situation. Initially, there was discimssand varying opinions on how to make up the
lost time. The meet and confer committee discugsaith the superintendent and ultimately
arrived at a compromise.

As a result of participant reflections, the reskarattended a WRSD Board Meet and
Confer committee meeting held on May 9, 2007 ad p.0n. The researcher arrived at the

district boardroom early to talk informally withehrustees who were members of the committee

and the superintendent. All meetings of the Boer@uding committee meetings, were open to
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the public and the press. While publicly noticed ather members from the community or the
school district attended this meeting. The researalas the only member of the audience. The
Meet and Confer committee consisted of 3 trustedgl@e superintendent. The business
manager was in attendance to provide the commitidefinancial information for proposals.
The committee focused on comparing salary incret@asether districts in the surrounding area.
It was important to the Meet and Confer committebeé competitive with area districts. The
superintendent brought forth another proposal ohtento encourage certified staff to complete
the National Board Certification process. The stdt@/yoming recognized certified staff in the
state who received National Board Certificationhnat$4,000 bonus. The superintendent
presented a proposal to the committee, which adlmplan to encourage veteran staff to
consider this intense staff development process.plén included paying for release time and
the out-of-pocket costs involved in completing tia¢ional certification. The Meet and Confer
committee was supportive of the proposal, indigatirwas in line to support district efforts to
improvement student achievement.

The final proposal presented by Mr. Connors oatlia plan to change personal leave for
certified staff. The administrators in the WRSDopald a new personal leave process during this
school year and the superintendent brought thefplavard to include all certified staff. The
administrative team highly touted this plan. Beeaosthe enthusiasm, certified staff was
interested in garnering this benefit as well.

Following the superintendent’s presentation orhehiscussion item, committee members
asked questions for clarification as well as wedimeon whether or not they thought the full

Board might support such a proposal. Committee neesnbnanimously supported all three of
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the superintendent’s proposals. Superintendent @smwas knowledgeable about implications
for all three, providing support information wheacessary. Certified staff contracts were due to
the superintendent by May 15, 2007 outlining tiveient for the ensuing year. The full Board,
however did not finalize the contract for the 2@D08 school year until the regular June Board
meeting. The Board completed this process by goittgexecutive session. The WRSD Board
policy manual specifically stated the Board haddpgon to move into executive session on
‘matters relating to the employment or dismissabthier charges against district personnel.’
(WRSD Board Policy manual)

When was asked how the Board committee membersahesen, Mr. Ricardo said:

| looked at people that actually wanted to servéhencommittee. We try and give

everybody a chance from all of the committees stvawxe a pretty good idea of

what’s going on in all the committees. | looked p@ople who have worked with

not necessarily negotiations, but that have empl@gople so that they know

about that. Then | just picked two trustees. Msejphson had not served on it for

a while. Another trustee had been on it last yedrso he’ll be rotating off, I'm

sure this year, and then we will be bringing sonalgb&lse on just to give them a

good idea about how we go about things.

The district Meet and Confer committee, which hadrbomeeting with Mr. Connors
throughout the year, had already reviewed and dggmithe new matrix format. The district
Meet and Confer committee had ongoing dialogue Whighsuperintendent about the change in
personal leave as well. Both superintendent prdpegare given support by members of the
district Meet and Confer committee. Observing thieeting first-hand assisted in understanding
participant perceptions regarding the meet andergnirpose and protocol.

Parent and student handbooks were housed on thietdigebsite through each

individual school link. The handbooks outlined pertht information for parents regarding

district policies as it relates to students.
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Trustworthy behavior, exhibited by the superinteride/as evident in the WRSD as
evidenced by stakeholder reflections. The superdést was described as open, honest, and
willing to share information. The meet and confevgess worked well in this district, with all
parties willing to communicate openly. One key thgpf trustworthy behavior resulted in the
superintendent/Board of Trustees relationship, almethe superintendent’s opinions and
recommendations on various issues were validateel Bbard's validation of the
superintendent’s insight and knowledge further sufggl the overall district culture of

professionalism and collegiality.

Influence the Teachers’ Contract has on the Lehgeorking Relationships

Wyoming is a Right to Work State, meaning state $acured the right of employees to
decide for themselves whether or not to join oafficially support a union. The WRSD teachers’
contract did not result from a collective bargagniregotiations process; rather this district had a
Board Meet and Confer committee, which had the sedponsibility of approving certified and
support staff contracts. As previously mentionelbyvapercentage of all staff were members of
the local, state and national teachers’ assocstibne district meet and confer committee has
the responsibility; however, of bringing all conegof staff forward to the superintendent who
then carried the concern or information to the Blaaeet and confer committee. The Board meet
and confer committee typically completed the cartitpocess, approving it during the June
Board meeting.

The researcher had the opportunity to observe tg Bbard meet and confer meeting,

which resulted in outlining the Board’s intentidios salary and benefits. The public meeting of
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the Board was given proper notice; however, theareher was the only audience member in
attendance. Two of the committee members were analdttend. When the Board Meet and
Confer committee acquired final approval for thatcact from the entire Board, it was carried
out in executive session, as individual names afatiss may come up during the discussion.

Mr. Winkler indicated the agreement ‘could be adugpact on the relationship if both
parties don’t agree.’ “In my opinion, for the m@sirt, the teachers like and get along with the
administration teams which are run by Mr. Connors.”

Union president, Mr. Lacey, states, “We're moreinied. By being more educated we
have more of an idea of what would be more accéptalask for because there are some things
you want, which is more money.” The difference lesgw previous negotiations in the district
and the meet and confer process is the increaseadfble information to staff. In previous
negotiations, staff had a minimal amount of infotimafrom which to draft their request for
salary increases. The meet and confer processsaitaff an ongoing dialogue to the
superintendent, as well as additional information.

Board Chair Ricardo did not perceive the contraftiencing the relationship between
the union president and the superintendent. “Yawkr don’t see that because it is an open and
honest process throughout the whole year. | da@®tisas influencing either of them
particularly.” Board Chair Ricardo added, “They Wwdoogether. We've always had our books
wide open for anybody, faculty or staff, who iseirgsted in and questioning how we spend our

money.”
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The teachers’ contract does not result from a fbrragotiations process. As
Superintendent Connors points out,

We do not have any formal negotiations in our distkVe don’t call it
negotiations. We simply call it meet and confés #n ongoing informal dialogue
in regards to what the meet and confer committee@gsentatives of the staff
see as either working condition issues or questioaisthey have, suggestions
they have, in such areas as salaries, benefitg [galicy, etc. We meet once a
month but we try to meet on a regular basis onoemath. We just have an
ongoing dialogue in regards to how they see thargsquestions they have and
the questions that they ask me regarding the clistposition on those various
issues. Meeting are strictly called by me andptst of the agreement that we
will typically meet the Monday after each board tivege Mr. Lacey, union
president, union president knows he can come dkdotane anytime and he does
periodically. Our meetings are very pleasant, @ngtieetings. We don’t always
agree. We agree to disagree on some items, butaiveaim an open dialogue
throughout the year. They can come and see mdraeythrough their chair. |
leave it up to them to decide how their committeilve organized. We have a
good working relationship. It's based on trust anchmunication. Not that we
will always agree, but we know we can talk to eatiter about everything and
anything. We can do so openly.

Ms. Duval perceived the influence the contract biadhe relationship between the union
president and the superintendent differently. Tiewipus contract approved by the Board
supported a large increase to the base. Ms. Duaslome member of the meet and confer
committee who didn’t understand the impact theeaske to the base had on her salary. Even
though the superintendent spent time explaining th@base increase influenced all levels of
the salary matrix, Ms. Duval felt misled.

| felt misled. | don’t know if it was my fault. lah’t think that was intentional, but

some of us didn’t know what was happening untiais done. It was just

something that we were so excited about gettiragse rand then we didn’t look

into what was happening under the surface, sostaua own fault. | don’t think

that it was intentional that he (superintenderd)idilt was a base raise and

therefore it didn’t go through all the lanes. Thatbt his (superintendent) fault
except that | will be more wary of that kind ofrigi
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Regarding her thoughts on the influence this hatheroverall relationship, Ms. Duval
indicated, “It's fine yet. We didn’t realize un@fterward that this had happened.” The actual
salary matrix was included as part of the disfrmicy handbook.

Community members, support staff, and the admatistiwere unable to reference how
the contract influenced the relationship betweenuthion president and the superintendent. The
administrator has only been in the district onerysa missed the contract approval process for
the previous calendar year. The other respondesits unsure how the contract fit into district
policy and procedure.

The multi-page certified handbook was a compilabb policies and procedures that
applied to all certified staff in the district, hewer may not be all inclusive as some items were
located in the policy manual. The Board of Truste®d final approval of this document. Staff
had input into handbook language and salary inesetisough the meet and confer committee.
The superintendent served as the communicatiorbltween this staff committee and the
board. There were no formal negotiations in the \WREhe meet and confer committee met on
a monthly basis, usually following the monthly bdaneeting. The superintendent conducted the
employee meet and confer committee meetings witlh@mbers submitting agenda items to the
superintendent for discussion. Superintendent Canintalized the committee agenda. While
the current meet and confer committee consisteglysof association members, this was not a
requirement for membership on committee.

The staff handbook contained the certified salaayrix reflecting salaries ranging from
$35,000 to over $54,000. In addition, stipend infation was noted in the handbook appendices

reflecting salaries earned for coaching or actixétated responsibilities. Noted on the salary
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matrix is the $4,000 bonus for certified staff wiiere Nationally Board Certified. Certified staff
had leave options including sick leave, workershpensation leave, personal leave, family
medical leave, professional leave, and a geneaklef absence. Staff requesting a general
leave must submit the request to the Superintertéartto April 153" of the previous year. Al
certified staff contracts were due to the supenidéat by May 15 Acceptance of the contract
indicated understanding and agreement of all terntise contract.

If a teacher on contract should elect to brealcthract by rendering his/her resignation

or giving other notice after the May"18eadline or by failing to teach for the districirishg the

contract term, the teacher shall pay to the didiqoidated damages as follows:

$250 if resignation is given after May"&nd before June'l
$500 if resignation is given after Juriéaind before July®1
$1000 if resignation is given after Julyy df the year before the contract

term or any time during the contraet.

Table 5: Staff Handbook Categories

Categories in the WRSD Agreement

Length of Materia

Political Activity and Demonstrations

4 paragraphs

Professional Development

3 paragraphs

Chain of Command

1 paragraph

Hiring 3 paragraphs
Supervision 2 paragraphs
Contracts 7 paragraphs

Working conditions, such as hours, assignmentiseneént
program, identification cards, transfers

2-3 pages

Grievance procedures

2 paragraphs

Leaves 2 pages
Salary Schedule 1 page
Coaches/Sponsor 10 pages
Sexual Harassment 3 paragraphs
Assessments 1 page

Reduction in Force

6 paragraphs
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Furthermore, the certified staff handbook inclutlgaics ranging from special education
procedures and forms, 504 procedures and formsya@f purchase approval form, requests for
fundraising, and meeting the needs of English @sa@nd Language students.

The certified handbook outlined the group recogdiky the Board to negotiate salary
and working conditions as the local education datioa. The local association worked with the
superintendent on preliminary issues. The writigre@ament between the Board and the local
association was considered part of these policidsaould be renewed automatically for a
period of one year. The WRSD did not consider rrydair contracts.

Participants shared differing opinions aboutitfileience the teachers’ contract had on
the working relationship between the union presi@denl the superintendent. Several referenced
the contract as if it was insignificant in naturelavas developed in an open, non-confrontational
manner due to sharing of information and honestraanication on the part of the
superintendent. Concluding there was nothing ureu@ut contract development process, yet
other participants referenced the opinion thatashers we don’t have much input or say in the
process. Information is shared; however the teathssociation doesn’t have a defined role,
other than garnering clarification on certain aspet the contract, in the approval process. The
Board was responsible for final approval of thetcaat with the superintendent serving as the
communication conduit between the teachers an8dlaed. The majority of the certified staff
interviewed for this study shared they felt thetcact was a good one and they were reasonably

paid, especially after the significant pay increasehis year’s contract.
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Influence Trust has on Contract Negotiations

Even though the WRSD did not have a formal negotia process from which to
operate, respondents shared perceptions on howrtfluenced the meet and confer process.
Mr. Lacey affirmed that trust is the basis from efhboth parties operate. His comments
reflected the fact that the superintendent doeg iigays he is going to do.

Asked if trust influenced the contract negotiaigprocess, union president Lacey
said:

| think when | say trust; we realize that when agsswe get all the facts and

figures, we get all the facts and figures. It's lic¢ we get a trumped up view. |

mean | guess it comes to the point where you dpatii@ve that their numbers are
correct and a lot of the stuff is the same studt they are getting from the state
auditors. We know it's the same information that states sending us.

Under previous leadership in the district, theent superintendent noted, “They
(staff) felt like there was a real lack of commuation in the district, which consequently
resulted in a lack of trust. When asked about tfierdnce between previous leadership
and his style of leadership as it pertains to trf8aperintendent Connors said:

So the first thing | did was to make sure that camitation lines were open. |

send out a Friday bulletin every week and | putimber of items in there

keeping staff appraised as to what's happeningndnd | do a superintendent’s

update about once a month on TV and on our weliéetelevise our board

meetings, in addition to our minutes that go ouhtpublic. | go to the buildings
and just visit frequently and talk to staff in redmto just how things are going.

We are well informed. So all of that, | think, tiesone thing and that is

communication and trust.

Ms. Mortenson perceived the influence trust hadh@meet and confer process

had results from improved communication. “| fe& hetter because he (superintendent)

is really good about explaining it and telling usatithe options are. If we have this
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much money, he’ll tell us. Before | felt like thdrainistration was not doing that as
well.”

Other respondents were unable to reference hawitrluences the meet and confer
process; rather reference was made to the leagdraits demonstrated by the current
superintendent. Respondents involved on the mekt@nfer committee shared specific
perceptions on how trust influenced the process.

Communication was seen by respondents as theslaspm the meet and confer process
had vastly improved from previous leadership. Tingesintendent was seen regularly in the
buildings talking with staff, as well as clarifyiragnd sharing information. Participants felt the
superintendent had set the tone two-way commubitasharing all kinds of information. The
Board meetings were televised, Board agendas amdl Imeeting minutes were posted on the
district’s website, and the staff received regblalietins and communiqués from the
superintendent. With the increased sharing of médiron and open communication, stakeholders
connected that to a stronger feeling of trust betwal| parties.

The leadership trait of compromise was not refezdras a skill embraced as part of this
superintendent’s leadership style. The meet antec@nocess does not require the
superintendent to use this skill, as the teachetract process does not replicate a negotiations
process with both parties exhibiting the need wég@nd take. Rather, the superintendent was
required to be a strong communicator and resourosdgamation in the meet and confer

process.
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Influence the Working Relationship has on Supendént Leadership Behaviors

All respondents shared perceptions on specificdesdmip attributes of the current
superintendent existing from the relationship wiite union president. Common leadership
themes, such as being a strong communicator and beproachable were present in the
responses.

Certified staff indicated skills such as advocmyteachers and visibility as aspects of
Mr. Connors leadership behavior. Ms. Duval statel@’s truly genuinely concerned about
teacher welfare and making sure you have saldr&sate commensurate to the work you are
doing with the children. Mr. Connors demonstratissgenuine interest in teaching staff by
visiting the individual buildings. “He comes in theilding often and he’s visible,” stated Ms.
Mortenson.

In responding to what other traits the superindendlisplayed, Ms. Duval confirmed the
process when a problem arises. Ms. Duval said, &¥€esupposed to follow a chain. So we are
supposed to go to our principal first or the pers@nare having a problem with.” Both Ms.
Duval and Ms. Mortenson indicated Mr. Connors igrapchable by sharing the following
perspective:

Ms. Duval said:

You don’t feel that he’s patronizing. He’s much mapproachable. We get to

voice our opinion even though the money might lieHse’s open to other issues

as well. He let’'s us know when the district meat aonfer meetings are

scheduled, and he puts an agenda forth. We trgttangterials that we think we'd

like to talk about within that agenda. He also letsring up about any issue that
we want at that time. He is very open and forthrigith communication.
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Ms. Mortenson concurred by saying:

Last time we had a list, a survey was done withhaéie schools and we took that

list of everything that people had mentioned aralght it forth to him. He

answered every question that we had and told ustidtywould work, or if he

would consider it or if it was not a consideratimwould tell us. That's nice to

have that.

Yet another teacher, Ms. Mountain shared:

Our superintendent really tries to listen. | thihkkhas shown that he has our

interests at heart. | think that when there is ating with him, he comes back

and informs us either in person or through emailrésults of meetings. So |

think we are well informed as far as taking infotima to him and receiving an

answer back. | feel very supported. | have appreadiim about some things of

concern and | feel like he took note of my conceauslressed them and got back

to me.

All certified staff respondents indicated comnuation was vastly improved from the
previous superintendent. Communication was dematestin both written and oral means. Ms.
Mountain said, “I think he has done a very good prbexceptional job, of informing us of
everything that he possible can inform us. We receany sometimes many, emails daily. He’s
quite extraordinary.” Ms. Butters agreed with thé&ception by stating, “He will listen to what
you say. He seems to be very open and willing $oudis if you've got a problem. He’'ll stop in
every once in awhile just to shoot the breezedfktiuls are working on something.”

Mr. Conners connected his communication skilleegong visible in the classrooms. Ms.
Mountain said, “Yes, he comes into the classroomwil write a note to each of us about what
he saw and what he felt. He is very personablaéshsible at activities.”

As a member of the support staff, Mr. Farnswaathed about the superintendent’s

openness and communication. Mr. Farnsworth said,
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He’s been quite open with us. He’s done a reallydgob of explaining all of that
to us. Mr. Connors will find the information outrfos and at the next meeting, or
sooner if we need it, he’ll give us the proper amisio any problems that we
have. He’s a very easy person to talk to and hiegivié you an answer even if it's
not the one that is on your side. It is very nic& fo express your opinion and go
from there.

Union president, Mr. Lacey, shared that Mr. Cosrdgmonstrates openness and honesty
as part of his leadership behavior. “If he tells Imeds going to do something, he does it. So you
can take him, he’s a man of his word | guess youl@veay. He’s open. He says what he does
and does what he says.”

The WRSD trustees perceived Mr. Connors leadetstiyavior in a similar fashion as
other respondents. Mr. Winkler shared:

| found out that he’s someone that a new board neensiich as myself, can go to
and get the straight scoop, get his perspectiwelare we are on things and have
it not be biased. | think he’s very honest and dones it's things you don’t want
to hear but at least you get an honest answeowHhre lays things out on the
counter, doesn’t hide anything. He goes to grdatteo present a whole picture
to make new decisions. Mr. Connors does due diigea get the information out
there for them to make their decisions. | don’t\rttow they couldn’t have a
good relationship with him.

He further explains what he sees as the stromhemdership trait demonstrated by Mr.
Connors. He said:

| would think probably the biggest thing is the ngor policy and his

willingness to talk to teachers and not createqrakfriendships but give the
teachers the impression that he does care. Andé®e @hey are able to go talk to
him about those things. So to go to a superintentiab does create and expect an
open door policy and for teachers to be able toectarhim with issues and
problems and work through them, is an about famwe fivhere it was before. |

think he treats everybody the same and expectsatime, but he also understands
that every person has their own personality andmgay address things a little bit
differently based on that personality.
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Mr. Ricardo doesn't believe either the contracthar union influence the
superintendent’s leadership behavior. Mr. Ricarxiganed:

You know, | haven't seen that change. You have#bize that we have very,

very few of our teachers that belong to the un®mtheir influence and actually

quite frankly the influence of the union in thetstaf Wyoming is diminishing.

Yearly | would say. So | don't see that it influeschim one way or the other.

He’s very open to listening and of course, our arpeesident, Mr. Lacey, is an

easy person to work with. Mr. Lacey works well witis group as far as bringing

their questions, recommendations, wishes and ypatdf thing from the union, to

the superintendent and ultimately to the Board raadtconfer committee.

Parents and community members held similar permeptf other respondents regarding
the superintendent leadership behavior. Mr. Kingstaid, “He has a good relationship with not
only the public but with the teachers. A lot of t@mmunity is very much behind him, |
believe.” Ms. Howard supported the perceptionahl a strong communicator by stating, “Our
superintendent is a really good listener. He listenthe whole side of an issue and then
contemplates and thoughtfully replies.” As a menddehe local media, Mr. Panther supported
the perception of communication. “Mr. Connors i€ afithe best communicators that I've ever
been around in that kind of setting. He is extrgmetll organized with his thought processes
and is very good at explaining things. He seeni®ta quite open individual, said Mr. Panther.
Mr. Panther added, “He is friendly, open and yeffgssional.”

From an administrative perspective, Ms. Hancoclkcetgd Mr. Connors advocates for
teachers. “I know he is very active in advocatiagteachers. He wants teachers to be paid well.
He wants them to have the professional developthabthey need to do their jobs wells.”

Ms. Hancock indicated Mr. Connor has created dyrgalod environment in the district.

She said:



119

He is very consistent. By that | mean, the boaumksigvell. They stand behind us.
They are doing something called Leadership Govemaditis very powerful. It

lets educators do their jobs and they stand belsnd’hey hold our feet to the
fire, they expect results, but they are very cdasisand we stick to policies. He
(superintendent) creates a common vision for ochioalcdistrict. He constantly
refers to the mission statement we have. He isyibuailding a lot. He just drops
in to classrooms, leaves notes for the teachdnsge¢hem they did a good job and
specifically what he saw. Mr. Connors has a veeackut vision. You can trust
him. He will do what he says he will do. He walks talk. He’s right there when

| need him.

The Wyoming Leadership Governance model, endorgedebWRSD Board, supports

Mr. Connor’s efforts to lead the district. Askedabhow this influences his leadership
behaviors, Superintendent Connors said:

The Board has gone through Leadership Governaaitertg through the
Wyoming School Boards Association. The WSBA is o that leadership
from the very top in regards to these are our egpens. The Board wants to
focus on student achievement stating exactly wiet tvant out of student
achievement. It's our job as a board then to hsaerintendent and say here’s
our expectations, here’s what we do, here’s whatdm and here’s what we want
you to do in regards to meeting these expectatidag. go do it. So | take it to
the administrative team and we live by what's amwrall in regards to board
leadership vision, mission and expectations. Trerd in a constant renewal
process. Most of our board meeting is reports,rmédion, board discussion in
regards to how we are doing with student achievémeour district and the
business aspect of the meeting is kept to a minimecause they say that's what
we hire the superintendent to do. You go do théness of the district. You keep
us appraised as to what’s happening. | send owekly bulletin to the board as
well. Every Monday before a board meeting afterwg@esent out the packet, | call
each board member and ask them whether or nogthtethe packet. We are
entirely paperless now so | want to make sure thegived the packet. | ask if
they have any questions. So by the time they cantieet board meeting, they tell
me we are very comfortable. We are well informeala of that | think ties to
one thing and that is communication and trust.

Respondents mentioned specific leadership behlaprasent in Mr. Connors leadership
of the district. Constituents perceived honestgrmess, being approachable and communication

skills as traits demonstrated by this superintehden
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Stakeholders shared specific leadership attribaftédsis superintendent. The attributes
included his strong sense of advocacy for teache wisibility in classrooms and at school
activities, his willingness to listen, and his s0$ openness being approachable and responsive
to staff concerns and needs. The superintenden¢isgth in oral and written communication
was repeatedly referenced. Participants viewedathes key difference from previous leadership
and that the communication helped to improve theral/culture and climate of the district. In
addition, respondents shared his strong sensdegfrity and honesty promoted a positive,
professional environment. The superintendent wovkelti with union leadership because he
worked well with everyone. This one individual wasdifferent, as that is just how he operated
and led the district.

Situations Exhibiting Distrust

Interview participants shared perceptions abduagons in the WRSD when a lack of
trust, or distrust, was exhibited between the snpErdent and the union president. Referencing
previous leadership in the district, Superintend@mnors stated, “Staff felt like there was a real
lack of communication in the district which consently resulted in a lack of trust.”

Asked if there was a time the building adminigirgierceived a lack of trust with the
superintendent, Ms. Hancock said:

No. I've had that before but not with Mr. Conndrthink one of the greatest

things that I've learned from him at the very begng of the year, because |

hadn’t had the type of support in the past thavehwith him, in dealing with a

difficult teacher, | was kind of beating around thesh instead of getting to the

point. He said you can’t do that. He showed me wihay and how to say it. It

turned out wonderfully. So I've learned a greatldiean him and totally trust
him.
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Parent and community member respondents indi¢atdebir knowledge there was not a
time when distrust or a lack of trust was evid&gsponses included, “Not with this
superintendent, no.” “Not that I'm aware of.” Mstkis said, “I've always felt like I can trust
them. No, | can’t think of a time when | felt thaay.”

Asked if there was a time when distrust or latkast on the part of the superintendent
or union president was evident from the role asisi¢e, all three responded, “None
whatsoever.” Mr. Ricardo added, “The Leadership&nance model the district embraced
fully defined what it is that we want and whatstto be concerned about.” The model allows the
WRSD administrators and staff to work in a collégi@nner.

Mr. Lacey, union president, reflected on his ielahip in general with Mr. Connors. “I
have a different relationship with him becauseveiaad his children in class and as a result you
have relationships with the parents. No, I've néhadt that situation or time when | didn'’t trust
him,” added Mr. Lacey.

All certified staff responding to this questioraskd they had never experienced a time or
situation of distrust, however were quick to paat that yes, distrust or a lack of trust was
present in the previous superintendent. Mr. Farmwsupported this perception by stating, “Not
with this superintendent. Other superintendentsveli’ Classroom teacher, Ms. Mortenson
concurred by stating, “Well, with this superintentledon’t believe so. You know if we had our
previous superintendent | would say that.”

Overall, respondents had no comment about obggoriexperiencing a time or situation
where the superintendent exhibited distrust. Adddily, respondents were unaware of a time or

situation where a lack of trust existed betweerstifgerintendent and the union president. As a
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result, there were no perceptions regarding hovstiperintendent leadership changed. Distrust
was associated with the lack of communication amcesthis superintendent is a strong

communicator, the respondents felt more trust thstnust.

Summary

Participants in the WRSD shared reflections alleeisuperintendent’s role in the meet
and confer process and routine district operatiSteskeholders indicated this superintendent
embraced specific leadership traits, such as sttongnunication, being approachable, open,
visible in the school and community environmenig] trustworthy. Respondents shared the
belief that this superintendent did what he saigvbald do and could be trusted based on that
fact. The meet and confer process utilized in tHeSM to define teacher working conditions,
salary, and benefits, was considered by all padrdis in this study to be effective. Participants
shared the success of this process was due topeestendent’s leadership traits, such as open,
honest communication. As a result, respondentsateld the district’s overall climate was
viewed as positive.

The trust literature indicates numerous constriate been analyzed including trusting
beliefs, trusting intentions, and trusting behavidooperative endeavors happen as a result of
trust. In the literature reviewed, trust was a @rtheme in effective working relationships.
While the literature reflects the importance oktriconsensus was not formed on what trust
means (Kee & Knox, 1970). Also, the literature i@ded the importance of creating a trust
culture and how leadership influences the creatfcsuch an environment. Findings in the two,

rural districts in this study support the fact ttrast is a central theme in effective working
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relationships, and that cooperative endeavors mapa result of trust. Each superintendent in
the study held leadership traits including stroagnmunication and collaboration. Key
stakeholders in each district shared the belidfttiese leadership traits translated to a collegial
professional working environment based on trusthBoiperintendents leadership style afforded
stakeholders inside of the district a sense oflasilon on their role within the district.
Stakeholders outside the district held the behat the superintendent could be trusted, relying
on them to make decisions in the best interedtethildren within the district.

These case studies reflected several similaitigssuperintendent leadership behavior,
such as strong communication, strong collaboraaeaijlability, strong willingness to listen, and
being approachable. Participants viewed both sofmrilents as honest with great integrity.
Respondents validated the knowledge of both suieerdients in their respective contract
acquisition process.

The teacher contract negotiations process waggntifferent when comparing the two
districts. The Montana district negotiations precaorded the Board of Trustees, the
superintendent, and the teachers’ union an opptyttcreach agreement on the contract,
meaning give and take and compromise were paramouhné success of the contract
acquisition and implementation. The Wyoming distpmcess afforded the Board of Trustees
and the superintendent more control over the psoas$eachers were afforded information
about the Board’s intent, however were not engagediormal negotiations process. As a result,
this study yielded a key difference in superinterideadership style, the trait of compromise.
The MRSD superintendent was viewed as a strong awmiper, not only throughout the

negotiations process, but also on a daily basiswii@lementing the contract. The WRSD
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superintendent was perceived as embracing othéeiglaip attributes other than the ability to
compromise, as the teacher contract process ddmbrace this belief from the onset. One
participant did mention the WRSD superintenderiifityg to compromise, however it was not a

dominant trait or one demonstrated regularly asgeed by WRSD respondents.
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CHAPTER 5

CONCLUSIONS, IMPLICATIONS AND

RECOMMENDATIONS FOR FURTHER STUDY

Introduction

There is a dearth of research-based informationtabe role trust plays between the
union president and the district superintendenaddition, there was no research focused on
relational trust between union leadership and sofeerdents in a collective bargaining and non-
collective bargaining school district, nor inforneat about superintendent leadership behaviors
necessary to build a relationship with a union iplesst based on trust. This study examined,
described, and compared the characteristic ofioalattrust between teachers serving as union
presidents and the district superintendent in ctite bargaining and non-collective bargaining
districts. Data was gathered during interviews wgitikeholders in each district, including
parents, community members, teachers, trusteesugpmbrt staff to examine the relational trust
between the superintendent and union presidentifgadly, the union president and
superintendent in each school district were intawad. Archival data such as school board
minutes and agendas, district handbooks, contriaatmaements, district communiqués, and
district website information were also gathereds@fations of meetings, along with a
researcher’s log and field notes were analyzed.ahisevers to all research questions were
compiled and implications were drawn. Specificéllg research questions were: 1) What role
does trust play in the relationship between thempresident and superintendent in Montana

who were bound by a collective bargaining agreem&ntVhat role does trust play in the
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relationship between the teacher union presideshsaperintendent in Wyoming, who are not
bound by a collective bargaining agreement? 3) Vehasimilarities and differences of the
superintendent/union president relationship, as agesimilarities and differences in
superintendent leadership behavior in these twesyys school districts? 4) How do key
stakeholders in a district perceive the influerie the union president and superintendent
relationship has on their superintendent’s leadpiiséhavior?

Findings in this study concluded that trust playgsgaificant role in the relationship
between the union president and the superintendéxth the collective bargaining and non-
collective bargaining districts. There were manyikirities in superintendent leadership
behavior including strong communication skills,labbration, integrity, and honesty. The
organizational structure seemed to influence hostivorthiness was recognized. Compromise
was seen as a critical skill in a collective bangag district, while participants did not view the
ability to compromise as a critical skill for theperintendent in a non-collective bargaining
district. However, this superintendent exhibitedaarlity to grasp expectations of the
organization and to meet them. Two different orgatonal structures were explored in this
study, indicating structures define what trust kbke and the importance of the superintendent
adhering to the organizational expectations todae®m &s trustworthy. Key stakeholders in both
districts indicated the union president/superingmdelationship did influence the
superintendent’s leadership behavior. Stakeholdgrsrted relational trust was of significant
importance to this relationship particularly durithg teacher contract process. This finding was
consistent for both the collective bargaining negmns process and for the meet and confer

process.
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Conclusions and Implications

Participant association to the district superingrigthe union president, or to the district
in general, indicated relationships ranged fromodmg contact with the leadership to minimal
contact with the leadership within the districtrétds and community members had minimal
contact with the union president in his capacitya®n representative. Parents and community
members had sporadic interaction with the supeardéat depending on need or intent of the
contact.

The implication from this finding is that union grdents and superintendents issues
relating to their duties and responsibilities werest important to those within the district. The
public at large would not participate in the wofkloe union president/superintendent
partnership. As the district representative, thgesintendent was reported as being visible at
community meetings, such as service group meetprgsjding general information about the
school district as it pertained to student achiexeinfinances, and facilities issues.

Participants in the Montana Rural School DistfMRSD), who are bound by a
collective bargaining agreement, reported the tgldidir the union president and superintendent
to formulate a relationship based on trust aligdieelctly to the collective bargaining agreement.
Respondents indicated that in order to maintainl@@ of trust, the superintendent must closely
interpret, adhere to, and implement the bindindective bargaining agreement. Within the
context of a collective bargaining organizationstris defined by the collective bargaining
agreement. The MRSD superintendent shared hisf loéliee importance of regularly referring
to the contract language to support decisions esaolve conflicts. Additionally, information and

opinions were often sought by the superintendemh fthe union president to validate solutions.
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Thomas (1981) conducted research investigatingepéons and attitudes of California school
superintendents towards negotiations. Twenty-eaghof 38 districts reported that teacher
militancy had increased since the initiation oflective bargaining. In the MRSD, however,
participants didn’t reflect a sense of militancpading the superintendent sought input from the
union president regarding contract language ingegtion. As a member of the teachers’
bargaining group, the union president reportedrifgmation presented in the negotiations
process was factual and accurate and that theistgretent was willing to work within the
boundaries defined in the contract. Given that isidefined by the collective bargaining
agreement and that the MRSD superintendent workiuihvthe boundaries of the agreement,
the superintendent stayed within the boundarietebthed trust. MRSD trustees reported that the
union trusted the district and the superintendetionor and adhere to the teachers’ contract.
The superintendent supported the importance oftaiaing the integrity of the agreement
through consistent interpretation. Additionallye thuperintendent affirmed the importance of
respect for one another especially during the argalnegotiations process.

The dimension of trust plays an integral role ia tollective bargaining process as well
as in the organizational culture of the distriatudt can significantly alter managerial problem-
solving effectiveness (Zand, 1992); thus the I€adsfectiveness depends on his ability to
acquire the trust of subordinates (Brockner etl®97). The implications to this study indicated
the importance of trust between superintendentsiarah presidents as being instrumental in
creating a positive culture. The superintendenttroosvey willingness to give and take on
routine kinds of things, which translated latethe collective bargaining negotiations process. If

the superintendent was viewed as a stern dictgber tespondents reported this behavior
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diminishes trust in the collective bargaining preseCurrall and Judge’s (1995) study indicated
that superintendents were more willing to trushthaion leaders. In addition, teachers sent the
strongest signals to superintendents to trust uleiatkership; however union presidents reported
that teachers discouraged them from trusting tpersntendent. Thomas (1976) asserted in the
five conflict management styles model that the awisiviator’s skill at compromise resulted in
gaining temporary settlements to complex problenstoations, in prompting action when time
was important, and was used when collaborationcantpetition failed. The MRSD participants
supported this finding as it pertained to the simp@ndent’s ability to compromise on routine
contract interpretations and during the collecbagegaining process. Emerging from the data
was evidence that compromise was an important tdetiddership and trust in the school
district served by a collective bargaining agreeimen

The implication of this finding is the importancetust in adhering to and maintaining
the collective bargaining agreement on the pathefsuperintendent. By maintaining the
integrity and importance of this binding agreemenipn presidents are more apt to trust
information brought forward during the negotiatigmiecess. Involving union leadership in
conversations pertaining to contract language pnétation supports the superintendent’s efforts
in maintaining a culture of trust. Interpersonakt; as defined by McKnight, Cummings, &
Cervany (1995) is an intentional state: the persamlling or ready or planning on depending on
the other person in the situation. Stakeholdetlercollective bargaining district depended on
the superintendent during the collective bargaiqragress as well as in conducting district

business.
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District stakeholders, the union president, anc&esafendent in a non-collective
bargaining school district were asked what rolsttplayed in the relationship between the union
president and the superintendent. Even thougHiedrstaff in the WRSD was not involved in
any type of formal negotiations process, participaaported the relationship between the union
president and the superintendent was based onRespondents reported trust resulted from the
superintendents’ ability as a strong communicdtisrhonesty, and his benevolent intentions.
Since the superintendent in the Wyoming Rural Skbagirict (WRSD) served as a go-between
for the district meet and confer committee to tloail Meet and Confer committee, the
significance of the superintendent accurately fodivey the interests of staff as it pertains to
salary and benefits was paramount. Providing eedtgtaff an opportunity to dialogue with the
superintendent in monthly district meet and confieetings enabled staff to have a voice in the
meet and confer process. In addition, the superiaets written bulletins sent out periodically
provided staff with necessary information abouthlppenings within the district. The WRSD
meet and confer process maintained trust and ityexg key underpinnings from which to
operate. While all certified staff maintained tivegre well aware the Board Meet and Confer,
and ultimately the full Board made the final dewns, all reported advocacy for them as teaching
professionals was a part of the process. All geditaff respondents reported the superintendent
undoubtedly was a man of his word and carriedrfarnation forward to the Board Meet and
Confer committee. The Currall (1992) study représegione key finding in that superintendents
and union president’s willingness to trust was gigantly predicted by expectations about the
other person’s future behavior. The implicationhis study supports the belief held by WRSD

stakeholders that past actions created a trustyertironment.
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Trust in leaders is particularly important for effiee functioning teams and
organizations where tasks are complex and unstecttequiring high levels of
interdependence, cooperation, and sharing of irdtion (Creed & Miles, 1996). In a shared
trust culture leadership can truly develop andriklu(Fairholm, 1994). The implication for this
study is that both districts stakeholders helddéglregarding the superintendent’s ability to
serve as an interpreter, sharing accurate infoomadti all parties, during the meet and confer and
the collective bargaining process. In additiontipgrants shared that as a result of the trust buil
through this process, the superintendents wereedeas trustworthy when dealing with the
overall management of the district.

District stakeholders, union presidents, and sapandents were asked to share an
example of a trustworthy situation whereby the supendent and union president exhibited
trustworthy behavior. All 31 participants in botistricts were able to recall a specific situation
or time when trustworthy behavior existed in thetrict. Data reflected few differences in
respondent’s reflections regarding the workingtreteship between the superintendent and the
union president. In addition, the data reflected kay difference when comparing leadership
behavior. This difference was the superintendeatiibty to compromise. There were many
similarities between the two districts in the aoé#he working relationship between the
superintendent and the union president and theathveadership behavior of the superintendent.

Participants in both districts perceived commumazgtparticularly encouraging two-way
dialogue and discussion, as the predominant leligetrait exhibited by the superintendent in
trustworthy situations. In the collective bargamutistrict, participants perceived the

superintendent as an adept compromiser. Nine ddidteen respondents in the MRSD reported



evidence of compromise. The ability of the supemdient to compromise effectively was

mentioned by one participant in the non-collecteegaining district. This is a significant

difference between the two districts. Since pgy#ats in both districts viewed the

superintendent as trustworthy, this finding furteepports the idea that trustworthiness is

recognized differently depending on the expectatiarthe organizational structure.

Table 6: Superintendent's Behaviors

Behavior Exhibited in Number of Behavior Exhibited | Number of
Collective Bargaining References in Non-Collective | References to the
District (MRSD) to the behavior Bargaining District | behavior
(WRSD)

Approachable/Open 21 ApproachablerOpe 21
Communication 34 Communication 32
Collaboration 9 Collaboration 3
Compromise 21 Compromise 1
Advocacy for Teachers Advocacy for

13 Teachers 10
Trust 11 Trust 9
Honesty 9 Honesty 8
Integrity 1 Integrity 1
Consistency 13 Consistency 12
Visibility 4 Visibility 7
Benevolent Intentions Benevolent

7 Intentions 9

All respondents viewed the superintendent/uniosigesnt relationship in both school

districts as positive and working well. Participamt both districts indicated that the

superintendent validated the role of the unionidesd through ongoing dialogue and

engagement. Additionally, respondents noted thaiogiship was based on trust indicating the
superintendent was a “man of his word.” Participaftared the examples of assessing trust

levels on past practice of the superintendent amfdnevolent intentions, or doing what he said
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he would do. Currall & Judge (1992) examined befewadntentions and its significant
importance in developing trust. Currall’'s studyriduoenevolent intentions or doing what you
say you are going to do to be a significant leadprsait when developing trust. The collective
bargaining agreement defines trust and serves agraed upon form of keeping ones word.

The trust research is very clear about definingrigortance of communication in
building and maintaining a trust relationship. AskBr (2001) established in his four models of
superintendent leadership behaviors in high trodtlaw trust districts, Model One reflected
superintendent behaviors that were based on coneation, collaboration, and values-based
behaviors eliciting a high sense of trust. Trusictions for professional operations when people
have confidence in other people’s words and de&ds\, 1974). Leadership takes place in an
atmosphere of mutual trust based on shared vigleals, and values (Fairholm, 1994). Trust in
leaders is particularly important for effective @iloning teams and organizations where tasks
are complex and unstructured requiring high leeéisterdependence, cooperation, and sharing
of information (Creed & Miles, 1996). In this stuthe structures within the organization seemed
to define how communication and collaboration wadged by participants.

The critical factors in building trust are integripatience, friendship, personal
competence and judgment (Fairholm, 1994). Additignkeadership elements included
predictability, consistency, cooperation, and sernarientation. Britton and Stallings (1986)
indicated the importance of not abusing power leader. The implication for this study is that
the superintendents demonstrated these leaderahgwith district stakeholders, including the
union presidents, resulting in relationships baorlttrust. The emerging theory from this study is

organizational structural differences seem to grfice how trustworthiness is recognized.
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Participants in a collective bargaining districtwed the skill of compromise as being a critical
skill for leaders to embrace, while in a non-cdilee bargaining district participants placed more
emphasis on the superintendent’s ability to adwotat staff especially during the meet and
confer process. Though different organizationaldtires defined trust in a different way,
leaders are still expected to understand the wayahich the district culture defined trust and to
meet these expectations.

An additional implication arising from this finding the consistency with which the
leadership traits were present in both superintetsdesulting in a positive working relationship
with the union president. Sixteen out of sixteertipg@ants in the MRSD reported a positive
working relationship between the superintendentthadinion president. Fifteen out of the
fifteen respondents in the WRSD reported a posuigeking relationship between the
superintendent and the union president. The pesiélationship is perceived to result from a

partnership built on trust.

Table 7: Similar Leadership Traits

Similarities in Superintendent Leadership Trait®oth Districts

Both superintendents exhibited strong communicatlolts through use of weekly staff
bulletins, emails, phone calls, or personal vigidditionally, both superintendents
communicated regularly with community members tigtopublic meetings or through the
district website.

Both superintendents exhibited an open door poéogouraging all stakeholders to bring
issues and concerns forward.

Both superintendents exhibited a desire to collafgowith stakeholders encouraging two-way
dialogue

Both superintendents exhibited honesty, integtitgough advocacy for teachers

Both superintendents exhibited trustworthy behavior

Both superintendents exhibited consistency whesrpnéting teacher contract language
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Table 8: Different Leadership Traits

Differences in Superintendent Leadership Traitisath Districts

The superintendent in the Montana Rural Schoolridtstxhibited the ability to compromise
on a wide variety of issues.

The superintendent in the Wyoming Rural Schoolrisexhibited an ability to advocate for
staff.

District stakeholders, the union president and sofmdent were asked about how the
union president/superintendent relationship infagshthe superintendent’s leadership behavior.
Respondents in both districts reported this pastniprmodeled for other constituent groups the
importance of collaboration and communication. Aiddially, both superintendents validated
the role of the union president through providimgopen door policy allowing for two-way
dialogue. Each superintendent encouraged stafiilimif a defined process to rectify problems
by directing the individual back to the closestrpiqiossible to resolve the issue. For example,
communication was encouraged with individual buigdadministrators first, rather than
bringing issues straight to the superintendent.ddeer, union presidents were encouraged to
bring all unresolved issues forward to the supendent for further dialogue and discussion.
Fisher and Ury (1981) acknowledged a three-stepl@no solving procedure as an effective way
to present problems at the bargaining table. Thig®s include: Stating, (1) This is our problem,
(2) These are the reasons that this issue is dgondior us and (3) Here are the facts that
demonstrate that this is a problem. This procedaststs by putting “interests” (p.31) ahead of
“positions” (p.31).

Currall and Judge (1995) pointed out the importasfammmunication from the

superintendent as part of creating a culture @ttit@pen, honest communication resulted in
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creating trusting behavior. The superintendentwandn leader were required to work
collaboratively in a number of recurring eventsha district, i.e., bargaining, grievances, and
teacher placements. The importance of communicdaistgct vision and mission statements
conveyed to the community the significance of gpéwork whereby individuals were striving
to work together as a team. The critical natureariveying to parents and community members
a culture, which is founded on integrity and hopgeistthe responsibility of the superintendent
and is paramount to this leadership role. Howether superintendent must establish trust with
and among staff before projecting this vision t® tommunity.

While this study did not focus directly on the rolethe Board of Trustees in either
district, trustees were participants in the studyvjaling insight from their perspective into this
working relationship. An implication of this studg,whether or not the trustworthy behavior
exhibited by the superintendent and the union gezgiprompted the Board as a governing body
to embrace trustworthy behavior. The Board chasgein each district touted the importance of
the superintendent and the union president wonetagionship be based on trust. Both
chairperson perceived that trust was not only euidethe relationship but that the relationships
based on trust. Therefore, since each chairpersiortie behavior of trust as significant there
might be a natural correlation as to how these @Jajoverned the district. Since the climate
and culture of the district was based on trustBbard would embrace the same dynamic and
conduct Board business in a trustworthy manner.

The Board of Trustees in both the Wyoming and tloatdna district relied on the
superintendent’s ability to effectively communicatieh all constituent groups, such as the staff,

parents, and community members. Communicatiorkesydeadership trait in creating a culture
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based on trust. While study participants did neiagpdirectly about the board’s trustworthy
behavior, the Board did look to the superintendersierve as the go-between in communicating
staff concerns, as well as staff interests througkite contract development process. In turn, one
might expect the same communication impotence pbtwo-way sharing and dialogue.

The difference the union president/superintendelationship had on influencing the
superintendent’s leadership behavior was exhibiteéde superintendent’s ability to
compromise. The collective bargaining process aefias part of its process the need to
compromise. Even though the superintendent’s rotee collective bargaining process is that of
a resource or go-between, staff envisioned thersupadent as their advocate in this process.
The National Education Association, the Americasdsation of School Administrators, and
the National School Boards Association view theesugpendent as an interpreter, serving as a
consultant for both the teachers’ union and th@skchoard (Shils, 1968). Nine of the sixteen
participants reported evidence of the superintetslability in reaching a compromise to
resolve problems in the district. Respondents shagorts, which varied from complex
situations to those minor in nature. According talie (1996), a school district might best be
categorized as resource problems in that if thexe @nough money to go around all problems
might be resolved. If there are district problemeslsas contract interpretation, policy
interpretation, or administrative consistency, ltlest option might be to remove such issues from
the collective bargaining process altogether eragging them to be resolved as close to the issue
as possible, or through ad hoc committee work. Buogemdent’s who exhibit an ability to
compromise would continue to facilitate a trustaufure or environment as a significant

number of problems would be resolved through otheans. Specifically in the area of



138
compromise, Thomas (1976) described compromiskealsadlance between the needs of the
organization and those of the individual. The irog@iion of this study aligns to the collective
bargaining district whereby the superintendent vegsilarly called upon to compromise,
however in the meet and confer district the supenident did not display the trait of
compromise to the same degree, yet he was viewbédiag trustworthy thus responding to the
expectations of the organization. Respondents \dds as an essential element as part of a
superintendent’s leadership behavior in a colledbgrgaining district, where as in the meet and
confer district respondents did not emphasizeahisssential to the success of the meet and
confer process. Overall, respondents in both distsupported leadership traits such as
communication, compromise, respect, honesty andbmmation, throughout the collective
bargaining process and the meet and confer promessd ultimately aligned to an overall
positive trust culture in the district. This findifurther supported the need for leaders to
understand the ways in which the district cultueawed and defined trust and the importance of
how a superintendent strived to meet the expecsd the organization.

The implication of this finding is the importanceexhibiting an ability to compromise
with staff, during the negotiations process as aglwhen a conflict or problem arises. In
addition, other dimensions of trust behavior, idahg communication, collaboration, openness,
consistency, honesty, integrity, and visibility well evident in both superintendents leadership
behavior. When a leader’s behavior and actionpeedictable, trust is built (Bennis & Nanus,
1985); cooperative leaders develop trust; and gisagdho demonstrate a gentle manner and are
congruent in their actions, in which word and deedvey the same message, are essential

(Sinatar, 1988) Individual character expects hgnesbthers, trust, and a spontaneous, open
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(not defensive) approach when working with oth&lgrfoski & Karol, 1976). Respondents in
both districts reported the importance of this matrain organizational trust exhibited in this
district. Additionally, MRSD staff reported the mraar in which the compromise was reached
was significant. Participants in the MRSD shareat their superintendent was able to reach a
compromise by communicating accurate informatiamng what he said he was going to do
(benevolent intentions), and relying on the outcemiepast events to prove the compromise
would resolve the problem. The MRSD superinteneexg able to build a culture of trust by
meeting the organizational expectations even thrdhg collective bargaining process.

Superintendents who work with staff in non-colleetbargaining districts don’t exhibit
the leadership trait of being a compromiser todégree superintendents exhibit this behavior in
collective bargaining districts in part becauséhef very nature of the bargaining process
embraced by the district. By its very structure, theet and confer process is not designed as a
traditional negotiations process. The meet andezquocess does not provide constituent
groups an opportunity to reach a compromise onpaintyof the teachers’ contract. Rather staff
has an opportunity for two-way dialogue and inputvarious topics such as salary, benefits, and
working conditions; however, the Board of Trustkas the final approval. While the
superintendent in the non-collective bargaining destrated the ability to compromise,
participants did regard staff advocacy as beingeaglent indicator of trust.

The grounded theory that finds a beginning in ¢higly is the importance of
superintendents in collective bargaining schodridis understanding how the ability to
compromise influences the trust culture in a sclaigitict as well as how it transfers to the

actual collective bargaining process. Through thragromise process, other dimensions of trust



140
behavior exhibited by the superintendent would\bdent. These other dimensions of trust
behavior include communication, collaboration, apess, consistency, honesty, integrity, and
being visible. Additionally, different organizatiahstructures serve to define trust in different
ways. Leaders must understand how the districuciiefines trust and the importance of

meeting the trust expectations set by the district.

Table 9: Theoretical Model

Differing organizational structures definition ofist=Leaders ability to meet

organizational definition and expectations of trust

Non-Collective
Bargaining District
Leader’s ability to
advocate for staff

Collective Bargaining
District
Leader’s ability to
compromise considered a
critical skill.

Recommendations for Further Study

This comparative case study focused on two rutabalcdistricts located in Montana and
Wyoming. Of specific importance to the study wae bfargaining statute school districts were
bound by when negotiating teachers’ contracts. Mibatana rural school district was bound by

state law defining collective bargaining statuted&ppendix C). The Wyoming rural school
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district was bound by Right to Work statute (Se@&qdix D). In addition, the Wyoming school
funding formula clearly outlined for school distaan the state revenue earmarked for salaries
and benefits for all employees. The local schoaraetermined the final calculation on pay
increases for employees with flexibility in divergi funds to other needs in the district (See
Appendix F). This formula provided funding levets focal boards to consider when
determining pay increases for staff. This is a ##fgrence in revenue generated for salary
increases. In the state of Montana, the revenearstfor salaries is not driven by a state formula
rather the total school district budget was atdiseretion of the local Board in earmarking funds
for salary increases. This dynamic translated tarpaters outside the control of the local
superintendent.

Exploring similarities and differences as it retagpecifically to salary and benefits
would be useful to ascertain whether or not théectlze bargaining process resulted in higher
salary and increased benefits as compared to @oltattive bargaining district. In addition,
discerning whether or not there are similaritied differences in leadership behaviors in a
district where a lack of trust is exhibited compuhte a district based on trust would further
explore the dynamic of trust.

The courts have ruled that states may regulateaole bargaining but may not prevent
public employees from joining unions. Consequerally50 states have teachers’ unions
(Kahlenburg, 2006). However, 22 states in the agumve passed Right to Work Laws, which
guarantees that no person can be forced, as atioonoli employment, to join or not to join, nor
to pay dues to a labor union (Concerned Educatgesn&t Forced Unionism, 2005). Wyoming

is one of the 22 states reflecting Right to Wodtgie. The Wyoming Rural School District
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(WRSD) had as representation for support and g=dtstaff the local teachers’ union, however,
the WRSD did not engage in a traditional style afgaining rather the process was called meet
and confer. The Montana Rural School District (MR ®hbraced traditional bargaining
whereby district trustees negotiated with represterd members of the local union. In the meet
and confer process and in the collective bargaipmgess, the superintendent served primarily
as an interpreter. Additional examination of whethrenot the presence or absence of the
leadership trait of compromise correlates to schiisilicts embracing various styles of
negotiations, such as interest based or win-wigdoamg. In turn, whether or not the trait of
compromise is more or less prevalent, as it relatestricts with varying styles of negotiations,
in the superintendent’s day-to-day management éige district business would provide
additional information.

The two districts examined in the study were cd@i®d to be small, rural districts.
Further examination of replicating this study ilaaye, urban district would provide a researcher
the perspective of whether or not these findingsienplications are unique to rural district
demographics. While the researcher conducted titly & two districts based on set criteria, the

rural nature of the districts assisted in dataeobilbn and analysis.

Summary

This study indicated the importance of trusiestn superintendents and union
presidents as being instrumental in creating atipedilistrict culture. Lack of trust is a serious
impediment to many reforms and accountability regjaents taking place in American schools

today. Traditional management practices have engatasocial distance among competing
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parties and have endangered a sense of distradbar expectation of responsiveness
(Tschannen-Moran & Hoy, 2000). The contributiorstsiudy demonstrated to educational
leadership was the importance trust plays in theking relationship between the superintendent
and union leader regardless of the negotiationsgss In addition, a trustworthy superintendent
will be afforded many opportunities to implemerforen and accountability measures within the
district.

Another implication arising from this study is timeportance of trust in adhering to and
maintaining the collective bargaining agreementr@npart of the superintendent. The collective
bargaining agreement defines trust within the omgional structure of a collective bargaining
school district, with the superintendent’s abitidycompromise a critical skill. The contribution
made to the field of educational leadership, i$ byamaintaining the integrity and importance of
this binding agreement, union presidents are mpiréoarust information brought forward
during the negotiations process. Involving unicadiership in conversations pertaining to
contract language interpretation supports the sofeeident’s efforts in maintaining a culture of
trust. This study supports the definition (McKnigBummings & Cervany, 1995) of
interpersonal trust, which is the intentional statereby the person is willing or ready or
planning on depending on the other person in atan. Additionally, relational trust focuses on
the distinct roles in the district setting and titdigations and expectations associated with each.
Meeting the expectations and obligations enhamross Superintendents who meet these
obligations and expectations will be viewed astwosthy.

Respondents in general supported the theme asiiye working relationship based on

trust. Respondents shared numerous examples bfitmisy situations whereby the
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superintendent validated the role of the unionidesd through ongoing dialogue and
communication. Both superintendents viewed themupi@sident as an important contact when
attempting to resolve conflict or implement a nel@a in the district. Union presidents based the
trust level on the conclusion that the superintehe&s one who provided accurate information,
which was openly shared. In addition, union prasisisupported the ideal that the
superintendent could be trusted based on pashactmth union presidents shared examples of
historical events that translated to how curremiflatis or situations were resolved based on past
actions of the superintendent. Currall & Judge Rd¥xamined benevolent intentions and its
significant importance in developing trust. Thisdst supports this research. The contribution to
the field of educational leadership is the impoctanf positive working relationships between
the superintendent and union president based oimgleccurate information and consistent
decision making connected to past practice.

Respondents shared consistent responses regataindeadership traits as honesty,
integrity, visibility, approachability, strong comumication, advocacy for teachers, collaboration,
consistency, and compromise, which are all dimessad trust. The real purpose of
organizational culture is to create a climate amadation of mutual trust within which all
persons can decide and want to grow and wherelwidiudls develop their full potential as
leaders and followers. It is only in this kind @fased trust culture that leadership can truly
develop and flourish (Fairholm, 1994). The workmetationship between the superintendent and
union president was viewed positively by responslaiibwing the superintendent in each
district to embrace leadership behaviors such Babayation, communication, and compromise

as eliciting a culture based on trust. The contrdouto the field of educational leadership is the
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importance of superintendents embracing traitsiatigto creating a trust environment, which
include such traits as communication, collaboratsord compromise.

The study revealed evidence of similar trustingawedrs exhibited by superintendents in
both types of districts. The importance of supemaients in collective bargaining school
districts understanding how the ability to comprseinfluences the trust culture in a school
district as well as how it transfers to the actu@lective bargaining process is significant.
Through the compromise process, other dimensiotrsisif behavior exhibited by the
superintendent would be evident. Participants éencbilective bargaining district reported the
superintendent’s ability to reach a compromise @faggnificant importance when creating a
culture of trust. The core trait of Kenneth Thonsg@'976) research examining five conflict-
management styles is the ability to compromisectvis described as the balance between the
needs of the organization and those of the indadidlihe main focus of this particular style is on
negotiating, looking for the middle ground, tradéspand searching for ideas and solutions that
will be acceptable or satisfactory to both partidss study supports Thomas’s research. The
contribution to the field of educational leadersisipalidating the overall importance of
embracing compromise as part of superintendenetsag behavior. Without it, especially in a
collective bargaining driven school district, suptgndents are at a distinct disadvantage of
finding success through the negotiations process.

With the financial security of school districtstoflay in jeopardy now more than ever,
and the increased accountability toward improvedestt achievement, the motivation is
monumental for school boards and superintendentsatth out to education labor unions with

offers of a partnership based on trust. Superiretsdproficient in their ability to understand
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and meet organizational structures influencingtivagthiness and proficient in their ability to

compromise will be successful as leaders in crgatidistrict culture based on trust.
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STRUCTURED INTERVIEW WITH THE UNION PRESIDENT ANDHE
SUPERINTENDENT
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Table of Specifications

Structured Interview with the Union President amel Superintendent

Research Questions:

Interview Questions:

(1) What role does trust play in the
relationship between teacher union
presidents and superintendents in Monta
who are bound by a collective bargaining
agreement?

(2) As part of your working relationship
with the superintendent (union president
n@escribe a time or situation whereby you
believe the superintendent (union presid¢
exhibited trustworthy behavior.

(3) How does the collective bargaining
agreement influence your working
relationship with the superintendent (unig
president)? Would you describe your

Why?
(4) How does trust influence contract
negotiations?

(2) What role does trust play in the
relationship between teacher union
presidents and superintendents in
Wyoming, who are not bound by a
collective bargaining agreement?

(3) How does the contract process
influence your working relationship with
the superintendent (union president)?
Would you describe your working
relationship as forma or informal?

(4) How does trust influence the contract
process?

(3) What are similarities and differences
the superintendent/union president
relationship, as well as similarities and
differences superintendent leadership
behavior in these two types of school
districts?

0{2) As part of your working relationship
with the superintendent (union president
describe a time or situation whereby you
believe the superintendent (union

(3) How does the collective bargaining
agreement (contract process) influence
your working relationship with the
superintendent (union president)? Would
you describe your working relationship a
formal or informal? Why?

(4) How does trust influence contract
negotiations (contract process)?

your working relationship with the
superintendent (union president) has on
superintendent’s (your) leadership

behavior?

working relationship as formal or informal?

president) exhibited trustworthy behavior

(5) How would you describe the influence

n

U

the
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(6) Describe a time or situation when you
experienced a lack of trust in the

superintendent (union president). How did

your leadership behavior change?

(4) How do key stakeholders in a district
perceive the influence that the union
president and superintendent relationshij
has on their superintendent’s leadership
behavior?

hsuperintendent (union president) has on

(5) How would you describe the influence

your working relationship with the

superintendent’s (your) leadership
behavior?

(6) Describe a time or a situation when y.
experienced a lack of trust in the
superintendent (union president)? How d

the

id

your leadership behavior change?
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TABLE OF SPECIFICATIONS

QUESTIONS FOR KEY STAKEHOLDER INTERVIEWS
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Analysis of Questions

Questions for K

Research Questions:

ey Stakeholder Interviews

Interview Questions:

(1) What role does trust play in the
relationship between teacher union
presidents and superintendents in Monta
who are bound by a collective bargaining
agreement?

(3) How would you describe a time or
situation whereby you observed the
neuperintendent and union president
exhibiting trustworthy behavior?

(2) What role does trust play in the
relationship between the teacher union
president in Wyoming, who is not bound
by a collective bargaining agreement?

(3) How would you describe a time or
situation whereby you observed the
superintendent and union president
exhibiting trustworthy behavior?

(3) What are similarities and differences
the superintendent/union president
relationship, as well as similarities and
differences in superintendent leadership
behavior in these two types of school
districts?

0{2) How do you view the working
relationship between the superintendent
and the union president in the school
district? How would you describe the
working relationship, formal or informal?
(3) How would you describe a time or
situation whereby you observed the
superintendent and union president
exhibiting trustworthy behavior?

(4) How does the collective bargaining
agreement (teachers’ contract) influence
the working relationship of the
superintendent and the union president?

(4) How do key stakeholders in a district
perceive the influence that the union
president and superintendent relationshij
has on their superintendent’s leadership
behavior?

(1)How long have you been associated if
some capacity with the school district? D
byou work closely with either the
superintendent or the union president in
district? How so?
(4) How does the collective bargaining
agreement (teachers’ contract) influence
the working relationship of the
superintendent and the union president?
(6) Describe a time or a situation when t
superintendent (union president) exhibiteg
a lack of trust with the union president
(superintendent). Describe the leadershij
behavior of the superintendent (union
president) in this situation.

—

the

e

OJ
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39-31-101. Policy. In order to promote public besis by removing certain recognized sources
of strife and unrest, it is the policy of the statdviontana to encourage the practice and
procedure of collective bargaining to arrive a¢fidly adjustment of all disputes between public

employees and their employers.
History: En. Sec. 1, Ch. 441, L. 1973; R.C.M 1947, 59-1601

39-31-201. Public employees protected in righdedf-organizationPublic employees
shall have and shall be protected in the exerdisieearight of self-organization, to form, join, or
assist in any labor organization, to bargain ctifecthrough representatives of their own
choosing on questions of wages, hours, fringe litsnahd other conditions of employment, and
to engage in other concerted activities for theopse of collective bargaining or other mutual

aid or protection free from interference, restraimtcoercion.
History: En. Sec. 3, Ch. 441, L. 1973; and. Sec. 1, Ch. R41974; R.C.M. 1947, 59-1603(1).

39-31-304. Negotiable items for school districtstiNng in this chapter shall require or
allow boards of trustees of school districts tagla@m collectively upon any matter other than

matters specified in 39-31-305(2).
History: En.Sec. 2, Ch. 117, L. 1975; R.C.M. 1947, 59-1617.

39-31-305. Duty to bargain collectively—good faith) The public employer and the
exclusive representative, through appropriate afsoor their representatives, shall have the
authority and the duty to bargain collectively. §duty extends to the obligation to bargain
collectively in good faith as set forth in subsent(2) of this section.

(2) For the purpose of this chapter, to bargaltfectively is the performance of the
mutual obligation of the public employer or his igeated representative and the representatives
of the exclusive representative to meet at readenahes and negotiate in good faith with
respect to wages, hours, fringe benefits, an atweditions of employment or the negotiation of
an agreement or any question arising thereundetrenexecution of a written contract
incorporating any agreement reached. Such obligakies not compel either party to agree to a
proposal or require the making of a concession.

(3) For purposes of state government only, thairement of negotiating in good faith
may be met by the submission of a negotiated st to the legislature in the executive
budget or the bill or joint resolution. The failuereach a negotiated settlement for submission

is not, by itself, prima facie evidence of a fa#luo negotiate in good faith.
History: (1) En.Sec. 4, Ch. 441, L. 1973; Sec 59-1604, R.A%47; (2), (3)En.Sec 5, Ch. 441, L. 1973; amd.$e€h. 36, L.
1975; amd. Sec. 1, Ch97, L. 1975; amd. Sec. 236h,. L. 1975; Sec 59-1605, R.C.M. 1947, 59-16041695 (3), (4).

39-31-306.Collective bargaining agreements. (1) An agreemeathed by the public
employer and the exclusive representative musgetheced to writing and
must be executed by both parties. (2) Except agged in subsection (5), an
agreement may contain a grievance procedure culmgnia final and
binding arbitration of unresolved grievances argpdied interpretations of
agreements. (3) An agreement between the publi¢ogepand a labor
organization must be valid and enforced undeeitsi¢ when entered into in
accordance with the provisions of this chaptersigded by the chief
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executive officer of the state or political subdien or commissioner of
higher education or by a representative. A pulibcadf the agreement is not
required to make it effective. (4) The procedunetfie making of an
agreement between the state or political subdiviaimd a labor organization
provided by this chapter is the exclusive methothaking a valid agreement
for public employees represented by a labor orgsioa. (5) An agreement
to which a school is a party must contain a grieegorocedure culminating
in final and binding arbitration of unresolved afidputed interpretations of
agreements. The aggrieved party may have the grever disputed
interpretation of the agreement resolved eithefinaf and binding

arbitration or by any other available legal metlaod forum, but not by both.
After a grievance has been submitted to arbitratioe grievant and the
exclusive representative waive any right to puiag&nst the school an
action or complaint that seeks the same remedaygifevant or the exclusive
representative files a complaint or other actioaiag} the school, arbitration

seeking the same remedy may not be filed or puranddr this section.
History: En.Sec. 10, Ch 441, L. 1973; amd Sec.4, Ch. 31B974; R.C.M. 1947, 59-1610; amd. Sec. 1, Ch. £82,
1993.
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WYOMING RIGHT TO WORK LAW
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Wyo. Stat. Ann. 27-7-108. through 115.

27-2-108. Right to work; definitions.

(a) The term “labor organization” means any organizgtar any agency or employee
representation committee, plan or arrangementhiclwemployees participate and
which exists for the purpose, in whole or in paftdealing with employers concerning
grievances, labor disputes, wages, rates of payshaf employment, or conditions of
work.

(b) The term “person” shall include a corporation, asston, company, firm or labor
organization, as well as a natural person. (Enat®&®)

27-7-109. Right to work; membership in labor orgation not required.
No person is required to become or remain a mewftany labor organization as a
condition of employment or continuation of employrm&gEnacted 1963)

27-7-110. Right to work; abstention from membershifabor organization not required.

No person is required to abstain or refrain froemership in any labor organization as
a condition of employment or continuation of empl@nt. (Enacted 1963).

27-7-111. Right to work; payment or nonpaymentwéginot required.

No person is required to pay or refrain from payang dues, fees, or other charges of
any kind to any labor organization as a conditiberaployment or continuation of employment.
(Enacted 1963)

27-7-112. Right to work; connection with or appriog labor organization not required.

No person is required to have any connection withpe recommended or approved by,
or be cleared through, any labor organization esnalition of employment or continuation of
employment. (Enacted 1963)

27-7-113. Right to work; misdemeanor to imposeytd impose prohibited requirements; civil
liability.

Any person who directly or indirectly places upary ather person any requirement or
compulsion prohibited by this act (27-7-108 thro@3hk7-115), or who makes any agreement
written or oral, express or implied, to do so, drovengages in any lockout, layoff, strike, work
stoppage, slow down, picketing, boycott or othéioacor conduct, a purpose or effect of which
is to impose upon any person, directly or indirgahy requirement or compulsion prohibited
by this act, is guilty of a misdemeanor and shalb &e liable in damages to any person injured
thereby. (Enacted 1963)

27-7-114. Right to work; injunction against prolés conduct.
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Any person injured or threatened with injury by @acyion or conduct prohibited by this
act (27-7-108 through 27-7-115) shall, notwithstagany other law to the contrary, be entitled
to injunctive relief therefrom. (Enacted 1963)

27-7-115. Right to work; penalties.

Any person convicted of a misdemeanor, as defingdis act (27-7-108 through 27-7-
115), shall be punished by a fine not to exceedtboesand dollars ($1,000.00), or
imprisonment in the county jail for a term not taeed six (6) months, or both. (Enacted 1963).
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TRUST DEFINITIONS
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Researcher(s) Management Trust Definition
Zand(1992) Actions that (a) increase one’s

*) vulnerability, (b) to another whose

(**) behavior is not under one’s control, (c) in

situation in which the penalty (disutility)
one suffers if the other abuses that
vulnerability is greater than the benefit
(utility) one gains if the other does not
abuse that vulnerability.

Gulbert & McDonough (1986)

Trust pertains to whetbenot one
individual is able to value what another ig
up to and demonstrate respect for him o
her particularly when the individual’'s nee
and those of the person taking the action
momentarily compete.

Gambetta (1988)
*)
(**)

The probability that a person with whom
we are in contact will perform an action

that is beneficial or at least not detriment
is high enough for us to consider engagir
in some form of cooperation with him.

al
g

Mishra & Morrisey (1990)

(*) (****)
(**) (******)
(***)

One’s party’s willingness to be vulnerablé
to another party based on the belief that
latter party is (a) competent, (b) open, (c
concerned and (d) reliable.

D

L

the

Carnevale & Weschler (1992)

The expectation ofcathifair, and non-
threatening behavior, and concerns for tf
rights of others.

e

Sabel (1993)

The mutual confidence that no pargnto
exchange will exploit the other’s
vulnerability.

Mayer, Davis, & Schoorman (1995)

(*)
(***)
(****)

The willingness of a party to be vulnerab
to the actions of another party based on
expectation that the other party will
perform a particular action important to t
truster, irrespective of the ability to monit
or control that other party.

e
the

ne

McAllister (1995)

The extent to which a persoramfident
in, and willing to act on the basis of, the
words, actions, and decisions of others.

Fukuyama (1995)
(**)
(***)

(*****)

The expectations that arise within a
community of regular, hones, and
cooperative behavior, based on common

ly
ers

shared norms on the part of other memb
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of that community.

Rousseau, Sitkin, Burt, & Camerer (1998

(*) (*****)
(**)
(***)

)Trust is a psychological state comprising
the intention to accept vulnerability base
upon positive expectations of the intentig
or behaviors of another.

ns

Doney, Cannon, & Mullen (1998)

A willingness toyr@n another party and
to take action in circumstances where su
action makes one vulnerable to the other

party.

Bhattacharya, Devinney, & Pillutla (1998

Trushars expectancy of positive (or
nonnegative) outcomes that one can rec
based on the expected action of another
party in an interaction characterized by
uncertainty.

bjve

Shockley-Zalabak, Ellis, & Cesaria (2003

)

its culture and communication behaviors
relationships and transactions, to be
appropriately vulnerable based on the
belief that another individual, group, or
organization is competent, open and
honest, concerned, reliable, and identifie
with common goals, norms, and values.

The orgation’s willingness, based upon

in

Researcher(s)

Organizational Behavior Trust Deding

Zucker (1986)

A set of expectations shared byhalse
involved in an exchange.

Blomquist & Stahle (2000)

An actor’s expectatiortlod other party’s
competence, goodwill and behavior.

Zaheer, McEvily, & Perrone (1998)

The expectatioat tan actor (1) can be
relied on to fulfill obligations, (2) will
behave in a predictable manner, and (3)
will act and negotiate fairly when the
possibility for opportunism is present.

Sitkin & Roth (1993)

A belief in a person’s compate to
perform a specific task under specific

circumstances.

(Watson, 2005)

Key.

Vulnerability (*)

Benevolence (**)

Reliability (***)

Competence (****)

Honesty (*****)

Openness (******) (Tschannen-Moran &

Hoy, 2000)
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BOARD MEETING AGENDAS



173

Tuesday, April 18, 2007
7:00

*rxxk BOARD MEETING*****
Middle School Building Board Room

AGENDA

Welcome and Call to Order (7:00 p.m.)
Pledge of Allegiance
Roll Call

Il. Public Participation
At this time, the public may address any item. Eheill be no discussion of
personnel. The Trustees will take no formal actibthis point in the agenda. The
public should limit their discussion to 3 to 5 mi@yoer issue.

Revise/Review Agenda
IV. Consent Agenda

V. Students
1. Student Organization Update
2. Student Organization Presentation

VI. Personnel
1. Old Business

2. New Business
a. Extra-Curricular Position Resignations
b. Hire Extra-Curricular Fall Coaches
c. Rehire Certified Staff
d. Request for Extension of Lane Change Notificati@ieD
e. Business Manager Evaluation
f.

VII. District

1. Old Business
a. Board Self-Evaluation
b. Elections — Set Levy Amount

2. New Business
a. Public Concern
b. Health Insurance Renewal
c. Change Meeting Date
d. Obsolete Equipment — Sale/Auction
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e. Language Arts Text
f. Art Curriculum — First Reading

VII. Administration Team Reports
1. Elementary Principal
2. 7-12 Principal
3. Business Manger
4. Superintendent

IX. Next Meeting Date
May 8", 2007

X. Adjournment
NOTICE
It is the intention of the Chairman that in the mvhat all business on this agenda is not

concluded by 10:00 p.m., the meeting will be reedsnd reconvened at 7:00 p.m., Wednesday,
April 11". The meeting will reconvene in the Middle SchoailBing Board Room.
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Regular Board Meeting Agenda
May 14, 2007
Board Room 7:00 PM

l. Call to Order

Il. Pledge

1. Roll Call
IV.  Visitors, Delegations, Etc.

V. Consent Agenda
1. Approval of Minutes for Regular/Executive Sessiddpril 9, 2007
Special Meeting April 30, 2007
2. Approval of General and Special Account Bills
3. Approval of Agenda

VI. Recognitions/Reports
1. Recognitions—Bell Tower Bricks (retirees) Skills AiEup Stackers
2. Monthly Focus—Summer School
3. Reports
Student Achievement
Financial
Leadership Governance
Wyoming School Board Association
LHS Student Council
Administrators/Supervisors
Superintendent

@rooooTp

VIl.  Old Business
*Consolidated Grant 2006-07 and 2007-08

VIIl. New Business
1. Preliminary Budget 2007-08
2. Personnel

IX. Agenda Building
1. NSBA Annual Conference Report
2. Leadership Governance Assessment
3. Schedule June Board Work Session

X. Adjourn
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APPENDIX G

WYOMING SCHOOL FOUNDATION BLOCK GRANT
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SCHOOL FOUNDATION BLOCK GRANT

I. Base Resources (Page 3)

School Resources *

I1. Guarantee (Page 9)

District Resources

Regional Cost .
x Adjustment X b;?m;:ﬂCo:t Reimbursements led Haemless | , Guarantee
(through salaries) Ui (if necessary)
The Regional Cost The External Cost Special Isolation & Mai
Adjustment is applied Adjustment is used Education g RINETRRCS
by district to all FTE to adjust for annual
poiitions. inflation. [ Transportation Special Tuition
Greater of the
hedonic model or the Pa
un-recalibrated WCLI
at a minimum of 100.

111 Funding Qutside the Guarantee (Page 10)

Summer School and Instructional Facilitator | _ ; =5 7 T
Extended Day Funding Grant Program = | Fol funding Outsideithe Guasanice
SALARY
This scction illustrates the district level salary computations per average FTE. Tliess
~computations are specific to each personnel cafegory in the model. NOTE: Not all
adjustments (experience, education, responsibility) are made for each personnel
category. S : 5 _ : :
Statewide District Variation | | Adjusted i e Total Districl
Average Salary | © | from the Statewide | = | District | x R;%‘.‘L’g?;lggft = | Do) v | Benes | =l FTE
(per position) Average Salary J . Compensation
State For each personnel g =
Experience category, the 19.66 %
Adjustment district average The RCA is Benefits
| adjustments are applied to all
compensated up or personnel
Sm{? ; down depending categories. i
Education g
. on the relation to
Adjustment st era e Health
I L I crage. | Insurance
[ State For example, if a
Responsibility district has higher
Adjustment than average

expericnce, the
district’s adjusted
district salary will
be increased, all
else equal.




