THE IMPORTANCE OF TRUST IN SCHOOL MANAGEMENT

PHDR. ANDREA BARANOVSKA, PHD.

The importance of trust in
school management (the
working relationship
between the headteacher

and school staff)

r-?ﬁ
How to gain and keep trust?
@

I W
? How does trust affect teacher and
consequently pupil activity?
@

- S
, How to build trust in a team?
_®

www.raabe.sk


http://www.raabe.sk/

Page
1. HOIME ..ot 3
2. FOrms of trUSE .......c.oouiiiiiiiiiiiiiiieiee e 4
3. Types of trust...........ccooiiiiiiiiiiii s 7
4. CONCIUSION ... 24
S. Literature used .............ccocoeueieiiiiiiiniieeeee e 25

www.raabe.sk


http://www.raabe.sk/

1. Home

Trust is a phenomenon without which human existence would be very
difficult or even impossible. This phenomenon cannot be
investigated through one alone. Novotna (2010) defines trust as
an ontological category because it concerns the very being of a
person in the world, and this is under- tended by trust. Trust is
defined as:

= trust towards all people;

= a general expectation of goodwill in other people (Mil- ler,
Mitamura, 2003; Couch, Jones, 1997);

e abeliefin kindness in general that transcends kinship,
friendship or acquaintance (Glanville, Paxton, ).

Deutsch (1973 in Rempel et al, 1985) argued that trust is a
person's belief that he or she will find in the other what is
desirable and not what is feared. According to Balliet and Van Lang
(2013), trust involves judging the benevolent motives of others. Other
definitions emphasize positive expectations when there is a conflict of
interests (individual vs. collective) (e.g., Mayer and Davis, 1999).
Giddens (2000) argues that trust is credulity in.... or reliance on a
particular quality, attribute, or truthfulness of a person, thing, or
proposition. Vodakova, Petrusek (1996) defined trust as a type of
attitude and relationship that elicits a feeling of security from the
belief that the other party will fulfill certain expectations.

As we can see, there are a large number of definitions that try to
explain this concept, always focusing on a different aspect of
perception and exploration. However, all definitions are based
on the fact that it is a relationship to the environment that is
based on the observance of expected patterns of behaviour in a
reciprocal relationship. Trust is associated with anticipation of
the future, future decisions that lead to influencing the individual's
relationship to the environment and vice versa. It also
presupposes one's ability to accept risk, since no one can
guarantee that a given trust will not be abused.
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The characteristics that are characteristic of trust and that arise from
different sources are:

e Trust is dependent on the individual - one must trust oneself;

= Trust is not transitive - that is, it cannot be transferred from
one person to another;

e Trust is asymmetric - it may not be equal in the relationship - in
a school it may be e.g. if the management can trust the teacher,
but the teacher may not trust the management;

e Trust is individually contingent - two people may not trust a
third person to the same degree;

e Trust is dynamic and changes over time;

e Trustis.

In terms of developmental psychology, we encounter the concept of
trust in Erikson's stages of psychosocial development. It is the first
psychosocial crisis that a child has to overcome by the age of 1. The
basic conflict is called basic trust vs. basic mistrust. Erikson argues
that the child is born helpless and dependent on his environment to
care for him. The quality of care lies in empathy, appropriateness,
and sensitivity, whereby the child gains confidence in life and the
ocular world. Despite frustration and short-term dissatisfaction, the
child gains the impression and conviction that the world is good. By
experiencing a sense of security, the child opens up to stimuli from
the outside world (in Thorova, 2005).

2. Forms of trust

Although there is no single definition of trust it is necessary to
consider the components of trust as such. Especially in the case of
trust, we cannot always speak only of the conscious and conscious
component.
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In various authors, we encounter a division of the forms of
inference into two models, although they are usually named in
different ways:

= Cognitive and non-cognitive form (Becker, 1996);

= Cognitive effective form (McAllister, 1999; Dirks, Ferin,
2002);

e Affective/emotional dimension and cognitive/intellectual
dimension (Dunn, Ruedy, & Schweitze, 2012);

= Impulsive (unconscious) and reflective (conscious) forms
(Murray et al., 2011).

According to Becker (1996), noncognitive trust can be understood

as the maintenance of trusting attitudes, emotions, and Non-cognitive/
motivations that are not directed at specific persons, institutions, or affective/
groups. Unlike cognitive trust, non-cognitive trust is based on the impulsive form
particular attitude of the trust subject. In this case, it is more of a Of trust
disposition or affect. The individual in this case is trusting or

trusting. In this type we can speak of three basic dispositions that

are part of non-cognitive trust:

e credulity;
e the possibility to rely ;

= feeling safe.

We can consider what Erikson (2002) refers to as basic trust or what
Mas- low (1954) refers to as the need for security as a basic form
of feeling secure.

Dirks and Ferin (2002) argue that the affective form of trust
implies a special relationship with the object of trust, whose actions
indicate a high likelihood of concern for the other's well-being.
Murray (2011) says that impulsive trust is based on automatic
evaluative associations as opposed to reflexive trust, which is
based on conscious estimation. According to him, higher levels
of impulsive trust also increase the rate of reflexive trust -
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Cognitive/reflective
trust

- that is, more positive subconscious evaluative associations increase
our expectation of a positive counterpart response. A high level of
impulsive trust reduces the level of conscious doubt, and a low level
can increase it, especially when fatigue, etc. A high level of
doubt about the other's trustworthiness can lead to self-protective
behaviour - e.g. tightening up, aggressive reactions, etc. Thus, we can
say that the impulsive form of trust contains automatic
evaluative associations that lead to an automatic attitude towards
the other.

This type of trust can also modulate safety signals that reflect doubts
about the other, which will be in his behavior and emotions.

This form of trust is based on a conscious belief or expectation
of the other person and arises from prior experience with
that person. That is, it is prior experience that plays an
important role in trust (Becker, 1994; Dunn, Ruedy, &
Schweitzer, 2012). Another important condition for cognitive
trust is abstract reasoning. Interestingly, when both forms of
trust are combined in relation to superiors, they occur inter-
rationally. An example would be a teacher with low self-
awareness who may experience high impulsive trust in his
superiors - because they treat him with respect and acknowledge
him, but low reflective trust because he cannot convince himself
that this will always be the case. Conversely, a self-confident
teacher may experience low impulsive trust towards his
superiors because he has not behaved correctly in previous jobs, but
high reflexive trust because he has no difficulty finding
justification for this type of behaviour.

Then, in the case of conflict, a high level of impulsive trust prevents
reflexive doubts about trustworthiness and short-circuits self-
protective behavior, and conversely, a low level of impulsive
trust can significantly increase such doubts.
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That means, the cognitive measure of trust is based on a person's
beliefs about another's abilities and integrity (Dirks, Ferin, 2002).
It is mediated by the processes of propositional trust and corresponds to
the conscious beliefs of a particular person. It also re- gulates ego-
defense mechanisms and ego-protective behaviors (Murray et
al., 2011). A reflexive form of trust can be seen in the way
uncertainty is corrected in risky situations.

According to Dunn, Ruedy and Schweitzer (2012), it is very
important to distinguish the two forms of trust from each other. In
their research, they found that one particular impulse can influence
affective and cognitive trust in different ways. In their research, they
focused on situations of social comparisons between people in
formal terms - e.g., in employment - competing for a better job
position or a salary increase - and informal ones that are initiated by
the individual's own volition - comparisons of physical appearance or
privacy. On this basis, they distinguished between two forms of
comparison:

1. upward comparison - comparing oneself to another person
whose performance or status is better;

2. downward comparison - comparing oneself to a person whose
situation is worse for some reason.

They found that upward social comparison harms affective trust and
downward comparison harms cognitive trust. In practice, this
means precisely that any form of comparison may indeed lead to
satisfaction, but it does not enhance trust in oneself or in other
people.

3. Types of trust

Based on previous research, we can see that trust can be viewed
mainly from the perspective of the subject - the self (Skripkina,
2008) - or the object (Kuprej- chenko, 2008; Sedlackova, Safr,
Hauberer, 2009).
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In this case, the subject is understood as the bearer of the
activity, a person, a social group or also society. The object is the
element of reality to which the activity of the social subject is
directed. Subject and object form a unity precisely in that they
act simultaneously as subject and object of trust.

Before describing the different types of trust depending on the subject
or object, we will focus on defining generalized trust as a phenomenon
that is the result of successful cooperation between people and their
positive interactions in peace. Generalized trust can also be found
under the term global trust or interpersonal trust (Mar- schall,
Stolle, ; Couch, Jones, 1997; Rotter, 1971), which a prerequisite for
dispositional trust (Kramer, 1999) or social trust (ZeZerun,
Zamjatin, 2006).

According to Rotter (1971), trust may not be related to a specific
experience, but may be derived from generalized experiences -
those that one perceives to be the same. Rempe- 1, Hlomes and Zann
(1985) state that trust is an individual personality variable and is
a person's generalized expectation that a promise, oral or written
statement made by a person will be fulfilled. This expectancy is linked
to the antecedence of the other's behavior in the relationship, with
the essential element of predictability being the consistency of
repetitive behavior and a stable social environment. Glanville
and Paxton (2007) describe Barber's perception of trust as the
expectation that people will behave in terms of upholding their
commitments and avoiding harming others. According to some
researchers (Kramer, 1999; Gill et al., 2005), ge- neralized trust is
most pronounced in novel, unfamiliar situations, in interactions with
unfamiliar people, and in situations with limited control.

Social trust, which focuses on other , also stems from generalized
expectations. This type of trust involves learned, generalized
expectations about the behavior and actions of others that transcend
specific relationships and situations. This type of trust may be
restricted to a particular social group,
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or may exclude a group from this trust - in the case of exclusion we
speak of particularized trust, where trust is limited to members of one's
own community and all outsiders are suspicious and untrustworthy
(Uslaner,2001). This type of trust can again lead to aggressive
behavior.

The subject of trust is an individual, a formal or informal
group or even a society, who is a bearer of activism and is
characterized by a unique set of qualities, characteristics, values
and beliefs. On this basis, trust can be viewed as:

e personality trait;
= psychological state;
= Attitude;

= moral value.

Rotter (1971), Kramer (1999), Stajkovic (2006) consider ge- neralized
trust as a trait/personality predisposition that is individually
distinct and based on the personality traits of the individual.
Stajkovic (2006) investigated the factors that influence employee
performance and motivation in the workplace. He assumed that job
performance is influenced by two factors - 1. ability (skills) and
commitment (de- sire). To these two factors, he also adds self-
confidence (confi- dence) as an essential factor. The conviction that
the teacher/director is capable of successfully completing the task at
hand helps him/her both to initiate the activity and to sustain it.
Low confidence inhibits both activity and commitment. In this
context, we can also talk about so-called self-efficacy. Stajkovic
(2006) presented a model of central confidence (core confidence),
which he considers as a personality trait saturated by 4 basic
factors:

= hope;
* optimism;
= self-efficacy - self-efficacy;

= resilience.
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Fig. 1: The central trust model in the context of the work environment (adapted from
Luthans, Stajkovic, 2003)

Trustasa This type of trust is based on an assessment of vulnerability

psychological and potential risk based on one's own insecurities about other

Status people's motives and intentions (Kramer, 2006). Lewis and Weiger

(1985) describe trust as undertaking a potentially risky activity

on the basis of an internal expectation that all persons involved

in the activity will approach it with equal competence and

conscientiousness. Robinson (1996) defined trust as the

expectation, assumption, or belief that another person's actions will

benefit or at least not conflict with his or her interests. Stajkovic

(2006) referred to trust that refers to a particular area of a

person's re- ality as a state. The latter depends on cognitive
processes.

Trustas Hooghe, Marien and de Vroome (2012) argue that trust is a
prosocial attitude that is strongly related to intelligence and
education. According to Kupreychenko (2008), trust is an attitude that
includes concern for the partner, his needs and respect for him,
which tends to be satisfied as a result of interaction by him, and at
the same time is saturated by the expectation of satisfaction,
positive evaluation from him and willingness to cooperate.

attitude

Attitude is composed of three basic components:

e Affective;
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= Cognitive;
e Conative,

which intertwine. An example of the intermingling of these
components in trust could be for example: the director tells about his
employees - I like these people and therefore I trust them - here the
affective component comes to the fore. In the statement happens,
I will trust them, the affective component of the attitude comes
to the fore, and the cognitive component comes to the fore in the
statement - [ have been able to rely on him in the past, therefore
I trust him.

Jones (2009) argues that trust is an optimistic attitude, pre-
claiming that the goodwill and competence of the adversary positively
influences the interaction, which will deepen trust. This attitude is
dependent on the evaluation of the individual's emotional bond.

Trust is often associated with moral behaviour and is understood
as an ethical category. Zhezherun and Zamyatin (2006) consider
social trust as a moral value because this kind of trust is a kind of
faith and can replace it in a secularized society. Uslaner (2001)
argues that trust as a moral value is the foundation of a civil society
that reflects an optimistic worldview. This belief facilitates their
way to people, cooperation, etc. Fukuyama (2006), on the other
hand, argues that trust is not a virtue, but only a by-product of it -
people trust each other when they profess the same values of
honesty and are therefore able to cooperate.

The object in this case is the part of reality towards which the
subject's activity is directed. In this category we include:

e self-confidence;
e interpersonal trust;

* systemic trust;

Self-confidence is formed from the early childhood of the
child and goes about believing in one's own abilities and relying on .
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Kupreychenko (2008) states that, according to Skripkin (2000), a
necessary condition for the formation and development of self-
confidence is trust in the surrounding world. He defines this as a
subjective phenomenon, the essence of which is a specific
relationship between the individual and various components of the
surrounding world.

Self-confidence is an individual's positive attitude towards oneself,
one's abilities and performance. The level of self-confidence
influences motivation and anticipation of future performance. It
influences a person's goal-setting and the way in which he or she
evaluates the difficulty and manageability of the tasks before him
or her. Individuals with low self-confidence often overestimate the
difficulty of situations and failure will exacerbate this belief
(Vagnerova, 2010).

Interpersonal trust arises from a person's direct interaction
with others and is exercised in interpersonal relationships.
Couch and Jones (1997) divide interpersonal trust into:

e partner trust, which is based on specific bilateral
relationships, and social trust (network trust) - e.g. trust
towards family members, friends;

e generalized - to people in general.

Interpersonal trust manifests itself in a specific form of co-
munication and interactions and is essential in close relationships. It
is often associated with love and devotion. Interpersonal trust is
strongly related to judgments of the quality and depth of
commitment in a particular relationship; global trust correlates with
an individual's emotional and personality variables.

Rempel, Holmes and Zanna (1985) presented a model of trust in
which they identified three basic components:

* predictability;
e reliability;
= faith.
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The first two components are linked to the past, and faith is linked
to the present. It is faith that is considered the most important aspect
of trust. Trust is thus based on an emotional sense of security.

This type of trust involves trust in abstract systems and
institutions and is characterized by mediated communication
(Sedlackova, Safr, Hauberer, )- This trust connects individuals with
different institutions and cultural factors and social characteristics of
individuals are involved in its formation (Cermak, Stachova,
2010). Giddens (2010) argues that it is the nature of modern
institutions that is intertwined with the mechanics of trust in abstract
systems especially expert systems. This is based on observations of
societal transformation, mo- dernization and globalization. This trust
can be based on:

1. casual relationships - sporadic - where generalized trust is
required of the individual;

2. Repeated, prolonged contact can lead to the development of a
closeness and intimacy that is based on previous experience.

Trust in abstract systems is associated with the notion of
disembodied trust, and Giddens (2010) stresses that this non-
personality should not be at odds with personal life.

The importance of understanding and defining trust is very
important for management to know where the source of an
employee's trust is. In examining the phenomenon of trust, three en-
posed models of the source of generalized trust have been
presented:

e personality dispositions - this model is linked to the model of
Erikson, Bowlby and Ainsworth);

e life experience - trust develops as a result of the individual's
experience, it is conditioned by social learning;

e Integrative model - according to Mayer, Davis and Schoor-
man (1995), two interrelated factors are involved in the
emergence of trust:
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1. predisposition of an individual to trust others;

2. subjectively perceived and evaluated characteristics of the
individual to whom trust is given.

So we can say that trust is not only the basis of every
relationship, but also an essential part of cooperation. It is relevant
to all interpersonal relationships. According to Giddens (1998),
trust can be explained in the following points:

1. the condition for trust is sufficient information;

2. trust = reliability; a person is considered trustworthy if he or she
exhibits traits of honesty, but at the same time is capable of
exposing him- or herself to moral danger and vulnerability;

3. trust is derived from a belief in the reliability of a person;
4. trust rests on faith in the correctness of the principles;

5. trust can be understood as an action created by people based
on moral imperatives;

6. trust serves to reduce danger in interpersonal relationships;

7. the opposite of trust is not just distrust.

In the work process, building trust is the basis for the functioning of
interpersonal relationships. Covey (2008) argues that trust should
be considered as a kind of social capital, understood as a fund of
trust and friendship, because it provides the possibility of
cooperation in a social group. If an organization trusts its
employees, it creates room for higher performance. Peters-
Kuhlinger and John (2007) refer to trust as the expectation of being
able to rely on another in times of crisis. Without the presence of
trust, it is not possible to make acceptable use of soft skills, use
persuasion, or accept criticism and/or suggestions from others.
Carnerige (2010) describes trust as an essential characteristic of
leadership success or failure. According to him, it takes very little
to lose trust - a broken promise or a refusal to share information
with others on the team. Building trust is important not only for the
leader, but also for others on the team.
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Peters-Kuhlinger and John (2007) described three basic phases
of trust building:

1. communicate clearly and ; it is important to include all 4
levels of the communication model: the subject matter, the
challenge, the relationship and the self-talk, which need to be
treated with a dose of empathy;

2. communicate transparently and openly - such
communication prevents the feeling of being threatened; in
this case, feedback is also important, as is the justification for
the behaviour and the decision the person has made;

3. give more trust than expected - by assigning more
challenging tasks or competences, trust is strengthened and the
supervisor also supports the growth of employees' self-
confidence.

Covey and Link (2012) argue that the pillars of trust are these ac-
tivities:

1. The necessity of faith in trust;

2. Start with yourself - focus on your own credibility,
developing competence and character;

3. Communicating your own intentions - with sufficient advance
notice to specify your intended activities;

4. Doing what you were told you would do - making sure that
words and actions do not differ;

5. Expanding the sphere of trust.

The basis of success in society is that one understands the ways and
character of other people. The better a supervisor is able to anticipate
the behaviour of his subordinates, the greater the advantage
to them of doing so - not to manipulate them, but to create a
cooperative climate in the school.

A supervisor who realizes the benefits of cooperation finds that his
subordinates show a higher level of trust in their own eyes and in .
The problem of trust is precisely the modern
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contemporary society. Nowadays, interpersonal relations have
changed - they are now characterised by a high degree of anony-
mity, which is linked to the development of individualism. Simmel
(2006) points to the variability of the social world that results
from unstable social relations and interactions, especially in
cities. People are alienated from each other and often do not
even care with whom they enter into a relationship. Money and
the independence it brings also contribute to this rise in
individualism. It is modern society that brings a new category of
trust - so-called trust in abstract systems - parents trust the
school that their children will be safe and learn there, ., just as
they trust that the edupage system serves only one school, etc.

Linked to this is another problem associated with trust in
contemporaneity, and that is the crisis of trust. The present is an
unstable environment where people are constantly hearing about
corruption, fraud and embezzlement, which causes a loss of
trust as such. Covey and Merrill (2008) found that people do not
trust social institutions as much as in the past.

Confidence has an impact on an individual's personal and
professional life and also affects their quality of life. Mistrust is
characterized by experiencing feelings of tension, regret, pain,
or fear (Covey, Link, & Merrill, 2012).

The school is going through the same crisis. In particular,
management and teachers should pay attention to the emotional
bond between the institution and the staff, because without this
bond, the potential of the staff cannot be realised. Trust affects
the energy of individuals which reflects on his creativity, health,
well being. There is a contrast between collectives with a high level of
trust versus those with a low level of trust. The level of trust sets
off a chain reaction that is reflected in relationships and in the
climate of the school. Staff activity is significantly influenced by the
trusting relationship with the supervisor and their trust in the school as
a . According to the same research (Covey, Link, & Merrill, ), as
trust strengthens, teacher and, consequently, student activity
increases. School leadership needs to continually
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strengthen and consolidate trust. If a school is trustworthy, the
belief that others can trust it is stronger. The school's integrity,
intentions, com- petence, competence, and achievements all
contribute to credibility (ibid).

Trust is a reciprocal relationship - when people trust the leadership,
they tend to trust the leadership, but it also applies to teacher-
student relationships. If one trusts someone, trust is generated; if
one stops, distrust is generated. Thus, one's actions lead either to
an upward cycle of prosperity, happiness, or, conversely, to a crisis of
trust, which is reflected not only in school, but also in family and
personal life.

The current era is a digital age in which we are faced with various
scandals, embezzlement, etc. - the large amount of information at
our disposal, the contradictions between them, leads to a
realignment of trust - people prefer to trust individuals rather than
institutions. This phenomenon is called distributed trust
(Botsman, 2018).

The school should be focused on the success of the students and
the staff. Success orientation means seeking success and
benefits for the school and ensuring quality and productivity.
Staff orientation is about trusting staff, allowing them a great deal
of freedom and learning, while rewarding achievement. All of this
should be the foundation of the school's culture. School
management should know the competencies and character of its
staff and . Competence is understood as competence and character as
a person's , values and convictions, because all of these form the
basis of credibility.

Trust in a team is essential for effective working relationships,
especially in an environment such as a school - where there is a
high degree of interconnectedness of educational activities,
subject cooperation and also teamwork - because a school
cannot function as a collection of individuals. According to
Salas, Sims and Burke (2005), trust is also important in teams
that need to be flexible in their
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respond to changing demands - which is again one of the
factors at work in the school. In the work process, trust has been
studied as a psychological state (Fulmer, Gelfand, ) that is
influenced by the complexity of the relationships between expectation,
intention and ability (Mayer, Davis, & Schoorman, 1995; McAllister,
1995; Rousseau et al.,, 1998). Trust in school also signifies a
willingness to accept one's vulnerability based positive
expectations of trustworthiness (Mayer et al., 1995; Rousseau et
al., 1998). In practice, this means that school leaders must place trust in
their teachers and trust them to perform their duties to the best of
their ability, not to abuse the trust of their students and parents,
etc. In the same way, teachers put their trust in their pupils every
day, despite negative experiences in the past, etc. They appeal to
positive expectations, perceptions, beliefs, but also faith
(Fulmer, Glefand, 2012; Mollering, 2006).

Contextual factors.
organisational structure
HRM practices
organisational culture and school climate

trust in the team

factors at team level results at team level
- composition - attitudes

- the structure of the team trust - ion processing
- drafts - innovation

- leadership - performance
- climate
- task independence

- team interaction
l - collaboration

- monitoring

factors at the individual level El_ \ results at team level
- teacher isti interpersonal trust - attitudes

- leadership characteristics between employees - performance

- interpersonal relationships

Fig. 2: A multilevel model of trust in school (adapted from Costa, Fulmer, &
Anderson, ).

This model is constructed from multilevel and integrative models
that described how trust works in teams. Trust in school has a
multilevel character that includes not only the individual level
(teacher, principal, deputy, resource person) but also processes at
the team level (leadership, subject committees, inclusion team...).
The model also includes contextual factors that can influence trust
within and between in the school. The emergence and structure are
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reciprocal forces that affect trust in work teams (Chen, Kanfer,
2006; Kozlowski et al., 2013).

behaviour, creativity odmena Wsledok dspech
organizicie

f JE==1] |
surprise </ </ </

threat = fear

VT

s in areas such

risk
wiour e.g. sabotage,
as: putation, performance

Fig. 3: Jacobs' model of building trust in school (Jacobs, )

The model links the eight core drivers of trust, which are influenced
by psychological well-being and work pros- tiveness, with two
pathways of performance that lead to positive or negative
outcomes. If these internal drivers are moving at a positive level,
then the outcome they are pointing to is the need to engage with
what is going on in school, increased well-being and improved
performance.

The individual internal drivers or motivators can be defined as:
Internal

driving

1. belonging somewhere and being connected: the school
forces

leadership needs to ensure that people feel connected to the
school and the team they belong to - this does not mean that
they will be happy and trouble-free all the time, but rather a
willingness to work together;

2. voice and recognition: teachers, pupils and parents should be
encouraged to express their views and ideas and be that they will
be listened to and that their views will be taken into account -
not that they will be automatically accepted, but that they will be
discussed and taken seriously;
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Two power

paths

3. Importance and position: if teachers feel unappreciated (but
this also applies to leadership), they feel threatened, which
negatively affects their performance;

4. Fairness: or justice - employees who feel injustice and that the
management favours someone feel high levels of stress and
their performance is at a low level;

5. Learning and challenge: challenges that are appropriate
motivate employees to perform better and to learn, it is important
challenges are appropriate - that is, they should be neither too
easy (leading to boredom) nor too hard (leading to failure);

6. Choices and autonomy: a certain degree of autonomy
provides room for teachers to act independently, but too much
freedom without control can lead to a loss of trust and a
reduction in confidence, but it is important for leadership to
be able to assess individual boundaries;

7. Safety and security: uncertainty and a sense of threat reduce
workers' performance - e.g. uncertainty of hours, too many and
too fast changes without the possibility to adapt, etc;

8. Purpose: employees who know the purpose of the activity are
more likely to participate.

The model shows two basic ways in which a school can achieve
performance in the educational process:

1. trust that leads to security;

2. a threat that leads to fear.

Each of the intrinsic motives described above may direct the
worker to one path or the other - e.g. in the case of

4. driving force - if the teacher feels that the school leadership is behaving
"fair" to all workers, then he will most likely gain trust in his
management and feel secure and more engaged, interpersonal
relationships will improve, his performance will increase.
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The two avenues of power are 1) trust, which leads to safety, and
2) threat, which leads to fear. Any one of the eight controls can lead
to any path of performance. Let's look at- an example of a
"fairness" driver. If Employee A feels that her boss treats every
team member fairly, then Employee A will most likely take a path
of trust and performance that will yield positive results. This
may be because she is more engaged, gets along better with her
boss and teammates, and works harder to complete tasks. t

j. on improving their performance. However, if he or she feels that
science favours some workers and gets the feeling that it is unfair to
him or her, he or she feels threatened, which leads to negative
results. This feeling can lead to the activation of a reciprocal
mechanism - e.g. withdrawal - physically and psychologically from
work, from life, reduced performance, loss of interest in and
commitment to work.

Hemingway said: "The way to make people trustworthy is to trust
them."

Trust cannot be earned in a , it needs to be built gradually with How to build

each interaction between management and teachers. The most
important tools are communication, satisfaction and effort.

1. There is a need to show teachers and staff the wider context.
By making teachers aware of where the school is going - not
some vague and general plans - it opens up the space for
communication and open discussion of those plans. Uncertainty
about the direction of the school leads to chronic stress. Chronic
stress reduces oxy- tocin production. (Oxytocin is associated
with feelings of confidence; in some companies, oxytocin is put
in air fresheners during meetings.)

Ways to do this - go over with each new teacher the school's
goals, ways of working and expectations that the leadership has.
This also needs to be repeated with staff each year both
individually and as a whole team.
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Communicate clear expectations. Ambiguity and non-
uniqueness of expectations, requirements leads to confusion in
the team and loss of trust.

Ways to do this - use feedback in meetings: recap key findings, ask
for feedback - this gives management an idea of whether teachers
have understood. It is also important to check weekly in teams
that tasks are being completed and to encourage problem
solving, not procrastination.

Actively listen.

Ways to do this - ask open-ended , keep a sense of humour, don't
use irony and sarcasm. When a principal or vice-principal is
talking to a teacher, he or she should put down the work and
attend to the conversation.

. Delegate projects and tasks to subordinates. Management must

learn to delegate tasks to subordinates and trust them to
accomplish them.

Ways to do it - choose projects and tasks and set deadlines.
Communicate project requirements and teacher expectations.
Make them work. After tasks are successfully completed,
choose tasks that are more challenging.

Regular meetings. Establish regular meetings (preferably
weekly). Regularity and suitability of the environment
motivates people to work.

Ways to do this - meetings should be short but regular. They
should start with things that have been done, accomplished, etc.
Then continue with things that have not been accomplished and
finally plans for the next weekend.

Leadership must be honest. Leadership needs to communicate
openly and be honest about their intentions, even though it may
be uncomfortable for them and the teachers.

Ways to do this - create an environment for providing and
giving feedback. Management should share expectations with
staff, but also if
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the process of completing the tasks is not correct. The
discussion should be open.

7. Keep your promises. Trust rests on integrity. Anticipatory
behaviour leads to trust and trust increases.

Ways to do this - leadership should only promise things it
can deliver.

8. Recognize excellent work. According to the results of
neuropsychologists, having someone - especially a
supervisor - recognize the quality of work has a positive
effect on confidence.

Ways to do this - if the school management sees that teachers
have done a task very or have done something outstanding,
they need to make it known that they have noticed -
immediately, use them as an example, personally or in
writing.

9. Let the employees get to know each other better. Oxytocin
is released during socialising and this helps to develop trust.
When people in the workplace have good relationships and
social connections (they don't have to be friends), their
performance increases.

Ways to do this - as part of the monthly debate, you can include a
few exercises to help build on and develop relationships in the
workplace. Exercises could be, for example - 10 things (find 10
things that you can share with others (that are not too intimate
or com- mundant). 2 truths and 1 lie (everyone tells two truths
and one lie and the others have to guess what is true and what
is not). Who did it (teachers write what interesting things they
did on papers that they shuffle and then guess who wrote it).

10.Let employees perform the tasks they enjoy doing. Then
they will be able to do the tasks they don't like or don't enjoy
doing.
Ways to do it - have employees rate their work and divide
the activities into 4 parts: which they do with enthusiasm;
which they like to do; which they don't like to do but know
how to do well; which they don't like to do and don't know
how to do; which they don't like to do and don't know how to
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Acquisitio
nand
retention
trusts

do well. It is important for leadership to assist teachers in
eliminating tasks they dislike while helping them improve.

4. Conclusion

Trust is very important in the working process and especially in school,
because teachers are not only those who educate, but they are
those who educate and shape the views, beliefs and values of their
pupils. Because education is a formative process, a teacher cannot just
educate - he or she sets an example by his or her behaviour and
behaviour. Trust fulfils a specific role in human consciousness and
behaviour and translates into teams and society. It has already been
shown in the last century that trust is a fundamental factor in the
health and harmony of a society and is essential for its future
development and growth (e.g. Kramer, 1999). It also represents
an essential component of a democratic organization (Fukuyama,
2006). In working relationships, it enables the creation of a safe
environment for communication and the prevention of potentially
threatening situations. It also has a positive impact on accountability,
cooperation and team communication.

Carnerige (2010) confirmed that gaining and maintaining the
trust of others is possible through:

e active listening;

e emphasising concern for others and acknowledging their
views when asking questions;

= own congruence;

« fulfilling promises;

e recognising and highlighting good performance;

* by not appropriating other people's achievements;

= setting clear objectives and monitoring their achievement;

* by supporting staff.
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On the basis of the preceding information, we can that the
cornerstones of trust and its building are:

Credibility,
Respect,
Fairness,
Pride,

collegiality of relations.
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