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trust as well. Building high levels of trust and shared leadership takes time 

and planning, but the outcome is well worth the eff ort!

Th e Scope of Th is BookTh e Scope of Th is Book
It is the intent of this book to focus on the school as the unit of change. It 

is true that the school district and school community, as well as the state or 

province and perhaps even the national government, have an impact on an 

individual school. But while school leaders need to be aware of “the outside 

world” and are tied to a larger system, their greatest impact on student 

learning is within their own school. For this reason, this book will focus only 

on the personal, interpersonal, and intraorganizational aspects of trust, as 

shown in fi gure I.1.

Figure I.1:  The spheres of personal, interpersonal, and organizational trust

Chapter StructureChapter Structure
Chapter 1, Th e Courage to Confront Distrust, identifi es the core bar-

riers to trust development, including fear and betrayal. How can a leader or 

a group recognize and then have the courage to begin the discussion about 

problems with trust? Are there cultures in which the levels of distrust are 

so deep that they cannot be helped?

Chapter 2, Lower-Risk Strategies to Deal With Distrust, provides 

strategies and activities to begin to overcome the barriers to trust and start 

the healing process. Th e strategies are organized into two categories: per-

sonal and interpersonal. A core organizational feature of the interpersonal 

strategies is the formation of a facilitation team of fi ve or six teacher leaders 

to assist the principal and other administrators.

Chapter 3, Th e Courage to Begin Building Trust, provides a deeper 

understanding about what trust in its beginning and developing stages means 

specifi cally in schools. If trust is evident—but in low levels—how can a leader 

begin to lay the groundwork for growth in relationships? If this is a new school, 

how can staff  members get to know each other and begin to trust? With an 

“Capacity for a 
learning community 
needs deliberately and 
explicitly to be built 
within schools and 
school systems.”

—Larry Sackney
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eye on a high-performing trust culture as a goal, how can groups continue 

to move through the process of trust building without giving up?

Chapter 4, Medium-Risk Strategies to Develop Trust, builds on the 

strategies introduced in chapter 2 and continues in a sequenced manner to 

outline personal and then interpersonal strategies with specifi c activities to 

move from early trust to developing trust levels.

Chapter 5, Th e Courage to Create High-Trust Cultures, deals with 

the rare, mature stage of trust building using two corporate case studies as 

models. Is it possible for a school to reach this level of high-trusting relation-

ships? What does it look like when it happens? How is learning enhanced for 

staff  and students?

Chapter 6, Higher-Risk Strategies for High-Trust Cultures, adds to 

the strategies in chapter 4 three additional strategies that are appropriate 

at this high-trust level. Th is chapter also summarizes key messages from the 

book and identifi es areas of possible future exploration. What can we learn 

from corporate high-trust cultures? If schools were ever to reach this rare 

level of high-trust, what would be diff erent and how would they sustain it?

Print and Online ResourcesPrint and Online Resources
At the end of most chapters is a list of resources relevant to the topics 

in that chapter. Supporting, supplementary, and reproducible materials for 

Leading With Trust can also be found online. Th ese include customizable 

activity pages and charts to introduce the key messages and activities to 

larger groups.

An Invitation
Leading With Trust will enable school leaders to accomplish the vision 

and goals they seek. It will help to create a team of educators who trust one 

another enough to be open, to share information about their own vulner-

abilities, hopes, and ideas for the future. Th at kind of trust allows people to 

feel they can work “without a net”—that is, that they can take the risks that 

lead to the best they can do.

Make the book as useful as you can:

• Scribble in the margins.

• Use sticky notes to mark special places.

• Use stickers or colored dots for highlights.

• Share the book with colleagues.

• Sit down after work with a friend to talk about it.

• Start a journal for personal refl ection.

Embellish, adapt, or tailor it to make it your own, and above all, relax 

and enjoy learning about trust.

Visit go.solution-tree 
.com/leadership to 
download resources.
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Interpersonal Capacity Strategies
Th is section will discuss nine interpersonal capacity strategies. As with 

the personal capacity strategies, each will be followed by one or more activi-

ties designed to implement the strategy:

1. Start with student learning.

2. Build relationships one conversation at a time.

3. Involve a facilitation team.

4. Invite feedback on staff  trust.

5. Give permission to have some fun.

6. Agree on norms of acceptable conduct.

7. Share personal stories.

8. Put the real issues “on the table.”

9. Move from issues to actions.

Start With Student LearningStart With Student Learning
Th is fi rst interpersonal strategy for use with other staff  members focuses 

on beliefs about student learning. If you have not already shared your beliefs 

about student learning, now is the time. Talking about doing what is best for 

all children never fails to unite any group of educators.

But don’t just talk about yourself. Invite teachers to be part of a dialogue 

about the reason they became teachers and why they choose to stay in 

this career.

Th is discussion will remain at the forefront of all planning from now 

on. It isn’t a one-time event, but the beginning of uniting the staff  around 

a common goal. Don’t be tempted to go further by discussing a vision of 

success yet. Save this higher-risk strategy until there is greater trust and 

the staff  is ready for it.

Th e sole purpose of the existence of schools is the education of students. 

Sometimes this seems to be forgotten in the busy day-to-day life of classrooms 

and schools. Now is the time to focus on your core purpose.

“By 1997, schools with 
strong positive trust 
reports had a one in 
two chance of being 
in the improving 
group. In contrast, the 
likelihood of improving 
for schools with very 
weak trust reports was 
only one in seven.”

—Anthony Bryk and 
Barbara Schneider
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Th e strategies and activities in chapter 4 will provide ideas for your 

facilitation team to discuss and adapt to suit your school as you move from 

early trust to developing trust.

Don’t stop here. Keep going—it only gets better. If you feel complacent 

and focus less intensely on trust, it’s so easy to quickly slip back into a state 

of low trust or even distrust.

Key Messages
1. Trust is a state, not a behavior or choice.

2. Everyone has a history of trust that he or she brings to work each 
day. Some people are low trusters, others are high trusters.

3. Schools have numerous, overlapping circles of trust. Th e larger 
the staff , the greater the number of circles and therefore more 
complexity.

4. Trust grows over time through distinct stages. Most schools 
remain at early trust levels at best. Some move on to developing 
stages, and a few achieve the highest level of mature trust.

5. Credibility is the foundational dimension of trust. It has two sides: 
competence and character. Both sides need attention.

6. Research has proven the direct correlation between levels of trust 
at school and student achievement.

7. Six conclusions we can draw about trusting schools are:

a. Shared leadership earns trust.

b. Change and improvement are part of learning.

c. Teamwork is essential to staff  and student learning.

d. Resistance and confl ict are inevitable.

e. Action planning toward an exciting vision needs to be collaborative.

f. High-quality staff  development needs to be the reality, not the 
vision.

Questions
1. How important do you think trust, respect, and popularity are? 

Rank their importance to you as a team member or as a leader. If 
you had to drop one of these values, which one would it be?

2. Are you a high truster or a low truster by nature?

3. What other analogies can you think of that suit the stages of trust?

4. Read these sayings, and decide where they fi t on the Trust Scale. 
Do any of these apply to your life?

Neither a borrower nor a lender be.—Shakespeare

Trust, but verify.—Ronald Reagan

“In a learning 
community, people 
construct meanings 
and structures that 
extend personal, 
interpersonal, and 
organizational 
capacity in support 
of professional 
improvement in 
teaching and learning.”

—Coral Mitchell 
and Larry Sackney
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Th e worst teams walk away from problems. . . . In good teams, the boss eventually 
deals with problem behavior. In the best teams, every team member is part of the 
system of accountability. If team members see others violate a team agreement, 
they speak up immediately and directly. It’s dangerous to wait for or expect 
the boss to do what good teammates should do themselves. . . . Success does 
not depend on perfect compliance with new expectations, but on teammates 
who hold crucial conversations with one another when others appear to be 
reverting to old patterns. (2002, p. 197)

Build the Capacity of TeamsBuild the Capacity of Teams
Forming the teams and setting them off  with a charter isn’t enough. Th ey 

need support and training to build higher-performing trust. Team building is 

a process of helping groups to improve the way they accomplish tasks while 

enhancing each individual’s ability to function eff ectively as a member.

Among the hundreds of possibilities, several team-building activities are 

included here to help teams develop trust. Th e best way to build a team is for 

people to do real work together and enjoy the results! Always make sure that 

team-building activities you choose are related to the task and personally 

safe for members.

Basics FirstBasics First
If team members still don’t know each other well, use the What’s in My 

Name? (page 134) or the Shoebox (page 65) activities to start building relation-

ships. Nametags may be necessary for a few meetings to learn names. Attend 

to basic needs like this fi rst.

Develop Team NormsDevelop Team Norms
Even though the school staff  has developed norms for its behavior, each 

team needs to do the same thing. Ask each person to take a moment and 

complete this statement: “Team members trust each other when . . .”

Share the responses around the table, and record the key thoughts on a 

chart for all to see. Use this list to develop norms of behavior for your team. 

Review the process found in chapter 2 if necessary.

Form an IdentityForm an Identity
Spend some time brainstorming a team identity or name for the group 

that members can relate to and that suits their task. Have a sense of humor 

in forming team names. Group photos that capture the spirit of the team 

can help people learn names, and they’re fun too.

Listen for UnderstandingListen for Understanding
Form pairs around the table. Sit face to face with your partner. One of you 

is the speaker, the other the listener. Th e speaker makes a statement he or she 

believes to be true. Th e listener responds with, “Do you mean . . . ?” to indicate 

ActivityActivity

ActivityActivity

ActivityActivity

ActivityActivity


