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Th1s presental;lon is based upon research reported under the title of
"Franklin Pierce Educatl(gn Association-Franklin Pierce School Dis-
trict Relationships: Impacts of the Teachers' Association upon Gover- -~
nance" (June 1975) and submitted to the National Institute of Education
pursuant to Contract No. OEC-0-71-4751 with the National Institute
of Education, Department of Health, Education and Welfare., However,
the content does not necessarlly reflect the position or. pohcy of that
agency, and no official endorsement of these matenals shoul be in-
ferred. . . v
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. ization depicts orga.mzamons engaged in exchanges with environmental elements.
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TEACHERS' ASSOGIATION IMPACTS UPON GOVERNANCE o L
OF’ A SCHOOL SYSTEM :

_ Douglas R. Piercé .
- #
- " ,

Thisg paper 111ummates 1mpacts of 2 teachers .assoc1at1on upon ‘the governance ofa
school system It describes the kinds and the amounts of constraints and  contingen-
cies which are posed foi" a school system's governance by the existence and activities.
of a tea{chers association, It also describes the school system's responsge and the
evolving relationship. "+ - " ey !
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Conceptual Urfaerpinnings ~

The conceptual underpmmngs of this inquiry are articulated in J'ames D. Thompson's
Orgamzatmns in Action (McGraw-I-hll 1967). This open social systems conceptual-

U certainty results, and flows into the orgamzatlon s internal re1atmnsh1ps Gover- -
nance involves the exercise of d,iscrehonary action by which the bastc problems of
uncertainty are coped with and resolved (br1eﬂy, governance ig t;(e process of co-
* aligning orgamzauonal capacities with the resources of the enwronmeht)

/ o <
Thxs inquiry is addressed to school system uncertamt1es and dependenc1es geqera.tad
by the existence and action of a teachers' association, an énvironmental elemént .
which jnfluences goal sett1ng and goal attainment for the school system. The teachers
assoclatlon poses constraints (cond1t1ons which do not vary with the action of the
.school system and to which the school system must adapt) and contingencies (condi-
tions which may vary with school ‘system action yet are not subject to arbitrary
control by the school gystem, which the school system must anticipate and cope
with to protect and promote its control of goal setting and goal attainment). This
lnquiry seeks to illuminate such constraints and contingencies as they impinge

-

. “upon the governance process, and proceeds further to illuminate the response and

4

" the evolving re1atlonsh1p C. < 5
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: Setting and Methodology ‘ o \

H

This study was performed in a school system w&ch is belng subJected to rather
extensive evaluation research. The school system, one of the orlgmal three
Experlmental Schools Program (ESP) sites, serves about 7,500 K- 12 students

in 13 schools in a suburban area of Tacoma, Washmgton The National Instltnte
of Education-funded project is providing the school district with about $5 5
million over the period of 1971-76 to effect comprehensive éhanges oriented
toward providing an appropriate environment for optimal learning for edch stu-
dent. This involves comprehensively changing the ongoing school system in the
areas of school-commumty lnteractlons, governance and instruction Formatlve
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evafuatmn is provided through the district's evaluatmn component. An external,
‘'summative .evaluation of the project is being conducted by a nine person on-site .
team from the Northwest Regional Edueahonal Laboratory

A teachers' asgsociation constitutes the employee organization legally recognized by

the scho&l board as the exclusive representative of the certificated employees and

. school nurses (but excluding vice principals and principals) for the purposes of
collective negotiations. Its membership numbered apﬁrommateiy 328 in 1974-75,

_ lacking*only about 18 of the teachers employed by the district. It had come into -
being in 1955, with its initial function largely social. Before the initiation of the
Experimental Schools Project the teachers' assoc:at1on had developed a dlfferentlated
orgamzatmnal structure-including linkages with affiliated Orgamzatmns. By mid-
project (1973-74) those linkages had been str.engthened by the Serv1ces of a profes-
s1ona1 staﬁ member, shared with the teachers' as\somanons .of two nearby districts.

The early teachers' association-school system reIationships were glfounded in an
era oi\aharmony Subsequently, those relationships were sharpened poth by a set

of development beyond the control of €ither the association or the district (e.g.,
,the 1965 enactment of the Washmgton negotlatlons act, various laten "rights"
movemehts, co.mpetltlon between NEA-AFT), and by internal differentiation

within teachers' association. Those relationships reemamed open tq further change
as the school system was subjected to the ESP inte ention. A developmental
perspective thus was essent1a1 and ‘was emphasized in the inquiry:

W1th1n this setting we performed a case study to illuminate teac}xer's association-
school system re1at1onsh1p¥s as they constrained and conditioned the process of ’
school. system and particularly of ESP gevernance. We observed varied settings
including sessions of ap ESP cabinet, the~superientendent's cabinet, principals’
meetings, and the teachers’ association executive council and representative assem-
bly. We interviewed past and present teachers' association officials (plus officials
of affiliated organizations) and the school d1strict admmlstrators. We collected | .,
and examined cop1es of pertinent agendas, minutes, constitutions and by-laws,

. negotiated agreements, policy and procedure- statements, and memgqQranda. The
observatlons, interviews and documents rev1ewed spanned the period of September

1971 through June 1975,

-

v
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Th1s report of the case study is limited to a summarization of the findings of

main interest and to the1r mterpretatmn and 1mp11catlons . . -
. )/'.‘ . . o .
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A hueristic distinetion can be made between two kinds of igsues. Process issues

" involve terms’ of the teachers association-school system relationship, ‘including )
definition of the scope ‘and process, of negotiations. Issues of substance involve
terms of employee welfare, professional practice, and institutional welfare.

While the bagie distinction is straightforward, .its application is not necessarily
simple. « The two gets of issues are not mutually exclusive. Rather, issues of

.
e . . : . 9 .
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the econd kind may well be used as ve’hicles for resolut1on of issués pf the f1rst ]
kind."gor example, an issue of substance pertinent to teacher wel_fare (involving
reduction in force) served as a vehicle for resolving a piocess issue pertment’

> -

* ® to the time at whlch negot1atlons could occur.. o o ,

The distinction sensmzes us to poss1b1e indirect and unappa.rent functmns of rssues,
alsd raising to awareness.the possibility of developmental phasés in which at times
process 1ssues “predominate while at other times issues of Subs e predominate. _,
The possibﬂ1ty of progressive or developmental predommg,gge amc} types of !

issues of substance (employee welfa.re, professxonal practice, and ins itutional . )

, welfare) also is raised to awareness. (Determination of whéther such poss1b111t1es
regularly occur, however, would require a resea.rc}yéfrategy and 1nvestmen1;e
beyond the scope of tﬁ1s present case study.) A

.
)
» e -

Process Issues ) . . T T

Important process issueswinclude the scope of 1ssues subjected to negot1at1ons,

who is involved in the- negotxatbons process, when issues are subJected to nego-

. tiations, and how.the resolution of issues is communicated. Less tangible issues
involve the generation of predictability and trust both by the membersh1p in their
representatives and between those representatlves, and the deveIopment‘pﬁxcapamty
"and 1nc1matlon to take risks and exercise d1scret1on

~
- / \ (' E4

The scope of 1ssues subjected to negotlatlon. In terms—of‘the scope of issuts sub-

jected to negotiated agreement, the teachers'.association-gchool system relationship

has remained generally stable through the Experimental Schools Project, and only
marginally comprehensive in terms of the population of employee-employer rela-
t1onsh1ps potentially -subject to negotiated agreement. The rather typical 1974~75
agreement for example, included 69 items,_ the bulk of whiéh dealt with personnel
(44 of the 69 items), while only one-fhlrd as many items dealt with instruction, and
with the remaining few items evenly divided between admlmstral;ve and busineéss
/[affairs. These agreements covered such matters as assignment and transfer of
professional personnel, salary and leaves, released time, class loads, school
calendar, student discipline, controversa‘l materials, teachers personal: appear-
ance and grooming, g evance pohcy, and travel provisions. They did not cover °
'a‘variety of other mat%s such as recruitment and screéning of teaching personnel
instructional activities and personal freedom, and evaluatlon and reporting of stu--
dent capabilities and performances Some qf the agreements hardly constrained

action by district.adminjstrators througﬁ lack of spemﬁmty and through the open- "

endedness of prov1s1ons Other agreements were qmte spec1f1c and constrammgi
The stabllity of the relat1 nship partially relieves admmistrators from attendmg
to contingency antlcipatlon and planmng Further, the lnmted comprehensweness
of the agreements leaves substant1a1 areas of autonomy. By 11m1tmg the activities
subject to influence by the teachers' association, the power of the association to
enforce its expectations, even when negotiated, is limited. e

g,
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- intendent as the key link with the teachers association representatives, ‘The

>
o~
s
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Partles to the negotiation process. The negotiated’ agreements aclmowledge the
district's board of directors ag emppwered to act on ‘policy issues, and the super-

prmc1pa.1s and other middle management personnel are not closely involved in the
relationship. except as they are parties to grievance actions or are implicated in
enforcement of particular agreement provisions. The impact of the association is _
more likely to be on districtwide issues, with constraints and contingencies on ' '
~their actions sensed more d1rect1y by ademstr'ators thh systemWLde respons1b11- 7
ltles. - — < . 3 ' . .

|
|
]
|

Timing in the negotiation process, . Agreements have been negotiated a.nnually .
(except for the most recent agreement covering a two~year period). Further,
provisions are 1ncluded in the agreements by which the association shall haye the
right fo meet, ‘confer and negotiate with the board of education priér to boa
adoptmn of policies in those areas nermally subjectto negotiation,, regardless
whether such occurrences coincide with the negotiation of a comprehensive ree- |
ment. The capability of activatingthe' relationship whenever the board should seek e
to establish or revise policies, ané whenever a teacher shotid feel aggrlevetif)s ' l
maintains the presence of the assom ion between times of basic contract baréain-‘ |
ing. The potential for constraint of tQhe district' s action and further, contingencies |
of the district's action upon association agreement (involving the poss1b1hty of }
;
|

-

trade-offs or indebtedness) exists continually, exacting toll beyond whatever pre-~ ‘

rogatwes are exchanged or foregone in the periodic press of bargmmng - - 1.

}
The generation of predictability and trust. Rekg onshlp issues have been predom-~ -
inant during the ESP period, following. an earlier] developmehtal phase during which
the association had initially negotiated a comprehensive pr fessmnal agreement
with the district, The recent strategy of the assoclatmn officials has been to gain
district.acceptance of the 1mportance of the reemgnt as well as tp develop(a
strong working relationship with the super-.ngndent efore 13’1t1at1ng another pro-

active phase. . i _,1 . . PR

.y
The development of a strong working re s,;ipon association's
leadership and general members developmg truss, th kr ‘i’epres tative, trusting
him to represent theit H;st interests in exercising consjdergble-latitude in the

'workmg relationship with the superintendent, and deye willibgness to commit

themselves in advafice to\abide by what their rep egentajive and th \peintendent —

work out. An equivalent evelopment of trust begggen the supenthndpnt And his ‘
ng;relatxpns £ “The mamte-

a

board is prerequisite to the effectiveness of the wdrki
nance of trust- between the a3gsociation representatiye t]{é di. representahve,
then, depends upon their rejpectwe abilities to gelf the 'zat’iohs.to accept and

%ments whx\ch the two reach atiti '/s‘m"phvate and mformal -

£ . & o '
{.f v ' !
T

‘deliver on the dgre
sessions.

- 4

had become rather high by 1974-' , and was expressed in their candid commumca-
tion. relatmnshiﬁ/ (In part this can\be attributed to contrast%?: the association _
presidents' leadership styles; an abrasive style of the 1973-7'4 esident was relieved “
by 8 non-abrasive sr(le of the 1974-75 president and as expr §bd ?y an official of

' , - § 4'/
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the association, ". . ._even two year old's know that good behavier is noticed more’
after one has been bad.') Both the association representatlve and the superintend-
ent placed high value on peace, recognizing the risks of gettmg trapped in impasse
s1tuat1o|ps in which ne1ther could win ags much as their costs, and the posmblhnes :
of non-zero-sum winning by both sides through shared power — -

The assoc1at1on has cultlvated power bases beyond the d1str1ct's bounda.r1es, throw-

ing 1tssupport to selected candidates in a recent political contest with the candidate
* which it supported for a judgeship wmnmg election. Association officials have
expressed conviction that the superintendent grasped the’ 1mp11cat1ons of that
"development whereby in the event of a str1ke, it would be doubtful that the board
could get an injuction ordered.

/ L

The’ association's strategy in developmg a Iplpse working relat1onsh1p with the » ;

- superintendent was predicated upon his st/abihty in the district, and’in his main-
taining predommant influence in the district's hnkage with the assoclatlon/

- > .
LI ~ - / . - - .
. . , .

/ P -

Issues of Substance -.*

The substantive lmpacts of the teachers assoc1at1on upon the school system can be a —
dlfferentlated in terms of employee Welfare, professional practlces, and 1nst1tut1ona1c :

|

welfare, .Clearly soine issues invo ve more than one of these categories, and such’
! overlap W111 be noted. "

oo

\ A ) s . N
Employee welfare. The associatign's efforts have been productive in the bread and .

butter areas of compensation, wo kmg conditions, job security, and representatlon.
In basw negotiated agreement the begmmng salary level has been made contingent’

. upon the action of comparable d17tr1cts, and the maximum salary level has been .
spe01f1ed as approximately twise the mlmmum salary, with intermediate salary
steps graduated on a smgle\sala schedule based upon education and experience.

" The district has agreed to be relponsible for premiums covering medical, dental

. and liability insurance, .Furthef, provisions have been negotiated covering "extra
pay for extra work," Salary int reases have been. negotiated annually, with the °
average teacher salary in /1974" 75 exceeding §§12 500, Thusthe district's capacity
to manipulate a primary extrm ic inventive has been bargained away; school offi-

* cials cannot reward desired en ployee behavior through individual salary adjustment
or punish undesired behavior by withholding salary mcrease. Further, the bulk of
the district's revenué has been obligated in advance; the total amougt and proportion
of the general fund revenue subject to discretionary allocation is re1at1ve1y shght
(the negotiated salary structure ties the district to preva111ng rates in other dis-
tricts, ignoring diffexénces in fiscal resources, and 1nasmdch as the district's
revenue sources arg’ comparatively low, the net effect 1s to obhgate a d1spropor-

' tionately large e to salary and benefits)..

Working conditions been subJected to exp11c1t limits, For example, conditions.
permitting absence from work are detailed in six single-spaced pages of the current
negotiated agreement. Planning periods have been reserved, class loads have been

'\7\‘ . LT B : -
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set Aravel re1mbursement pI‘OVlSlODS have been specified, and employee permission
to use the district's athletlc fagrl1t1es have been guaranteed, .

-

PEPTORRYLES

Job securlty has been protected against capricious action by d1str1ct off1c1als. 8
. Provisions are explicit govermng probationary status, evaluation of employee

performance, and separatlon. Transfer of duty ass1gnménts, while permtted for - .
' numerous reasons under administrative control, is made contingent upon comph- X o

o S o
e

ance W1th formal district and state q.uahflcanon reqmrements. T ; R
- - 3 B 3 . ’, . <~m_'_._...~_*...»-..__,,_

The assoclatlon has won' in dxstnct court (appealedby the board) the ‘r1glit to expand
its const1tuency to include substitite teachers, thus increasing its* bargammg clout,
while potentially swelling its precarious coffers through due‘s fx’om the néwly en-
franchised personnel. ,

5 .
’(:, . v~
o »

Thus managerial freedom to use the district's persOnnel resources has been sub- ‘
jected+fo a variety of constraints (as in time of work) and contmgencxes (as ln type (

of assignment), Such constraints and contmgenmes becoming part of the opera- i
tional schedule and routine of the school system, tend to have a low profile and

tend not to be sensed as teachers assoc1at).on 1mpacts. Ce : ) s

b
S

|
J
|
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|
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Professional practice. ObV1ously, class load limits,, plannmg perlod prov1smns,
_and assgessment practices have strong potennal for affecting ‘the core wchk of the
schools, even as those provisions affect, the employees welfa:ce. "The association's
influence also has been exerted on the sel\etmn of instructional and kibrdry mater-
ials (but loosely), the provision of lnstructlonal field trips, Mpll discipline
practices. The association was decisive in the deletion of a differentiated staffing

C provision from the district's initial ESP propbsal, and has successgfully resisted
later d1str1ct attempts to move toward d1fferent1ated staffing patterns

¢

Fl

' )

Beyond its effective resistance of dlfferentlate’d sta_ffmg, the téachers assocxatlon - o
has not been much involved pertinent to ESP implementati Turther, the associa- N
.tion has hardly penetrated into a number of other areas m?lvmg proféssional

s practice, such as teacher selection and assignment processes. Rather. distriet ™ .
administrators have retained control over the selectlon of mstructlonal personnel,

programs and projects. . ) _
/- \', . ) {f 2
The implications of the association's presence for professlonal, practice have been o
less decisive, specific and ‘binding than for issues predominatély involving jmployee .
welfare; However, district officials have come to take the association's interests :

into account and to expect, act1ve resxstance to some proposals pertmént to profes-

sional practice. L. 4 . 3 BN _ '. )
Instltutlonal welfare. The association has tendered support to thqd1str1ct in ex- ° B
change for costs extracted in other areas. However, such support does not repre-

sent a net cost to the association which is dependent upon the school system' d

prosperlty of revenue and very survival, . . .

= ‘ [
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/-\ . need not to provoke displeasure among the local taxpayers,

t
S 9'(\-:\*\) 3~y

Thus the association traditionally has performed yeoman service {n support df the
district's speclal levy campa:gns S1m11ar1y the association end sed the. de trict's !
_ ESP proposal (after obtalmng delet1on of a dlffe;@tlated staffing provision). f,gub-

_sequ ntly the assoc1at1on sought representation in the ESP governance structure on
‘a’ nondvoting basis to open channels of' communication and thus attempt to avoid
-possible problems. - . ’ - .

. - . h .

P . v

The teachers assoc1at1on has part101pated in several assessment activities pertinent
fo the school system's capabilities and performance. Further, a provision was
inserted in the negotiated agreement guaranteeing the association's cooper;atlon RN
with the orderly collection a/».'nd flow of ESP evalua,tmn data, including the sharmg :
of such inforimation with appropriate outside observers and agencies, The associa-
tion extended unlimited access and positive helpfulness, for example, in the perform-
ance of th1s present 1nqmsey .- . .
‘ | ) ) Do, ; ¢

Agreements pertaining to such matters as controvers1a1 speakers. and the personal -
appearance and grooining of teachers 3lso reflect the association's respect for the
|

. ", Thus the #ssociation has exhlblted respons1b1.hty beyond narrow self-mterest In

\ acceptmg opportunitles to support district opportun’ltl.es it has contribated to the -~ “r
. ,district's welfare as measured in access to reventessources and community accept-
} ance of d1str§ct operatlons -
1

P -t
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o Interpretive Summary and Imphcatlons '

e L4

e . ’ \ ‘
he part1san 1n€erests and consequent act1ons of the teachers' assoc1at1on -and of

,—' thﬁ school"system ve not generated acute polar1za.tzon and hostile adversary
relatmnshlps.. Rat ler, interdependence exists between the partisan interests,

) Teacher welfare can be inferred as the primary interest protected and promoted Z
by the assoicafion in the relationship, and institutional welfare can be inferred as
the primary ‘idterest protected and promoted by the district. Nejther can be ob-
tsuned to* the,excluslon of the other. Thus the potential exists for non-zero-sum
power rela.txons between the organizations in which issues can be resolved to the
advantage of at least one of the parties and possibly to both parties without dis-
,advantage to the other. A rather limited development of polarization and adver-

“sary relationships; however, does reflect the éxistence of some zero-sum or win-
lose conflict, . B o ’ ' i

N 2
s . . ¢
13

Stability has generally prevailed in the teachers' assoc1at1on-school system relation-
ship furmg the ESP period, Thus the probable actions and reactions of each party
have tended to become preédictable by the other, This development has been pro--
moted through explicit attention to negotlations pertment to terms of the association-
district re1atlonsh1p, aid th#ough efforts to nurture a close working relationship
“between the representahves of the two organizations. Mutual trust has prospered -

upder these conditions, .+ o .
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Assoclanon-dlstmct relatlonsh1ps have been developetl ma.mly at the school system's
central ofﬁce and board of directors level, Further, the focus of concerns has been °
of limi /g con}prehensweness, leaving'a variety of 'schooling activities and inter- -
actions unaﬁfected ASSOClatlon-dlstrICt negotiations and mteractmns ‘also have
ntained low, visibility, further minimizing the perception of a pervasive and

' substantNe assdciation impact upon, district goyernance. These interrelated tend-

renme? ‘have been.partlcularly apphcable W1th reference to ESP-speclﬁc,governance

structures and actlvrtles e .
5 - - v, -

v -

¥
/.Howe.uen, pervaslvelow—proﬁle 1mpact§)of the teachers assoc1atlon have been

more gignificant than casually apparent. Substantial impacts have been largely in

the formh of inhibiting the range of alternatl.ves considered | by school system officials;~

acceptance by school system officials of major "givens" protected and promoted by
the assoclatlon hrint developmental poss1b111t1es d the innovative capaclty of the
school system. Such uﬂpacts otcur through ddvance obhga,tloh of the major portion
of the district's financial resources, coupled with agreements which constrain

managerial prerogatwes regardlng utilization of personnel resources.
A
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These outcomes reﬂect the d1str1ct's lack of protection of institutional welfare
interests against dominance by teacher welfare interests. The fragmented social ,
system of the district has been vulnerable to focused thrusts of the disciplined
teachers' association. District officials have seldom countered the teachers'
association's protection of teachers' positions against innovations which entajl
financial commitments beyond project funding, District officials rarely have
exhibited keen awareness of, or 1nc1matlon to.confront the teachers' association's
power—aggrandlzement . ) . - .

-
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The existencé and actiyities of the teachers' association thus have constjtuted
stab111z1ng influences rather than provoking dynamic adjustfnents in the school
system Umforxinty, standardization and conformity to contractual and legalistic
definition of such matters as workmg conditions and professmnal practices have
been promoted, K Given institutionalization of such pract1ces e susceptibility of
schoo stem operatlons to dyngamic ad]ustments has been h&\ted. C
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Paradoxxcally, long-term transformatmns m school system charactebstlcs may
be instigated. Power-equalization betweéri the organizations may progress, lead-
' ing to capability of the teachers' assqeiation to raise broader jssues t6 negotlatlon,
opening avenues to cha.nge The cryﬁalhzatlon and,‘formahzatlon of issues, coupled
.with increased demands upon management information systems for developing alter-
natives and for supportmg lfhe organization's position (including ¢hallenging the
other orgamzatr%posnmn), may reduce looseness in managerial practices and
promote analytic orientation and behavior. Prevailing norms (e. g , conflict-

’ avoidance) may be dlsplaced Role re’deﬁmtlons may follow; the wor}o and authorzty

of the pr1nc1pa1sh1p position, for example, may take on more limited inanagerial
and clerical functions and shed some instructional and supervisory functions. Over
time such developments could generate’ subs‘l:ant /al changes in the character of the
school system p . e : -




