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i'oiz TRUST IN SUPERVISION

Effective instructional supervision challenges the

supervisor to be able to build trust and encourage

collaboration in the superviSory Process, The level of

trust between supervisor and tea-cher Is a major factor in

detetrhining the quality of assistance the Supervisor will be

able tO prOvIde to the teacher;1 While most supervisors

reCOgnIte the importance of mutual trUSt and collaboration

in building the effective interperSonal relationships with

teadhers In which cooperation Is high, MUtual goals are

generally agreed upon; and positive oUtcOMes can be seen;

attempts to foster such trust and encourage C011aboration

and collegiality have often been frUStrating for

superviSOrs. This paper will examine factorg Whidh promote

trust, battlers to trust in the superVISIOn process;

potential benefits of building trust, ways tO bUild trust

between teachers and supervisors, and Staff development

activities' that tria. y promote trust on a school-Wide baels.

FACTORS IN TRUST AND COLLABORATION

In order for school Improvement efforts to be

successful, teachers must to begin to view themselve8 as

proactive managers in their classrooms who have the capacity

to positively affect student opportunities to learn by their

use of effective instructional-behaviors, As managers uSing

"modern" management techniqueS, teachers would assume More
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responsibility for the productivity of the SchOOl. Working

with other managers like principals in a collaborative

manner; teachers will be more likely to 866 theMselves as

Instrumental in improving ttie productivity of the SchObli in

improving opportunities fo7 students to learno and ih

effOrte to improve the system as a whole. In order to

empower teachers to view themselves as managerS; Supervisors

need to demonstrate trust in teachetS, deMbnetrate belief

In the importance of the teacher's role in the School; and

deMOnStrate their willingness to collaborate With teachers

and bUild C011egIal relationships based on equality and

mutual regard. The Supervisor can thus play a key role in

helping teacherS tO Vie0 themselves as proactive managers of

instruction and in IMPrOving the quality of Instruction In

the classroom.

Trust is a key factor In the success of the supervisor

in helping teachers to change their behaviors. While it is

difficult to identify specific supervisor behaviors that

promote trust; several factors have been correlated with

trust: the purpo8e of supervision and evaluation;

confidentiality; how the superVisor deals with complaints;

consistency; honesty and sincerityi and the development of

C011aboratIon and participation ih the SuPervision process.

Lewis identifie8 three kinds of trust important in

"excellent" organi2atiOns which can be applied to

teacher-supervisOr Interactions. Teachers must believe that

information 8hared in the supervisory process will nOt be



used tO hurt theit. When this trust Is present, teachers

feel free to Share InfOrmatiOn and feelings related to their

;lobs with SUperVISOrS beCauSe they believe that their

supervisor 18 tiOneSt; trUstWOrthy; and sincere; and that by

Sharing IdeaS and information; problems can be solved;

Teachers muSt &ISO believe that written and verbal

agreements between SUperViSor and teacher can be relied

upon. Teachers seek tO Verify their trust in their

supervisor by ObserVing hiS Or her behavior for

contradictions between written and verbal statements and

actual performance. Higher leVelS 6f trust are developed

when consistency IS Seen betWeen What the supervisor writes

and says and what he or she aCtUally dOeS.

Teachers must also believe that SuperVISOrs have a high

degree of respect and integrity. Such ttUSt may be

diminished when teachers feel their SUperViSorS are

"checking up" on them rather than dealirg With them oPenly

and honestly.4

Effective leaders also demonstate eMpattiV for those

they work with s; promote staff feelings Of oWnership in the

organization6, and show sensitivity toWard their employees

These factors tend to foster cooperation and endOurage

collaboration and collegiality. P. F. Oliva summarizes the

importande of trust building and collegiality in the

following qUOtation: "For supervision to be SUCCeSSfUli

teachers MUSt want the services of the superViSor. They
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must feel that the supervisor is there to serve them and to

help them become more effective teachers."8

BARRIERS TO TRUST

Several barriers exist to establishing trust between

supervisors and teachers. Because supervision eventually

1éád to evaluation; teachers often become tense and

di3truetful towards the process; especially when areas which

need improvement are identified. The supervisory process is

thus viewed as negative and judgemental. For example;

teachers may view a negative supervisor judgement about a

professional competency or skill as a nc3ative judgement

about them as a person.9

Teachers' negative feelings about evaluation can begin

in teacher edUcation programs. The student teacher may

properly feel that the final evaluatibn of their UniVerSity

supervisor will be an important factor in their abilitY tb

get the teaching job they want. Because the supervisor

makes a limited numbcr of evaluation visits tb the

classroom; student teachers believe that things need tO go

well when the supervisor does visit. Student teachers

sometimes alter their teaching behavior, coach students tb

behave well. and even request that the cooperating teacher

mimimize problems the student teacher is having so that the

university supervisor gets the idea that things are going

well and a satisfactory evaluation is completed.
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As teachers move from student teachihg into their own

clastrootsi the principal can be viewed by the new teacher

as anOther supervisor who needs to see an ideal classrobm

when visiting and who should be kept in the dark about

teaching problems and concerns; New teachers are often

worried about keeping their Jobs and perceive that theY will

not be rehired if the supervisor Is aware they are haVitig

problems. Experienced teachers may build on new teadher

fears of the supervisor by relating their 0Wri negative

experiences with problems they have encountered.

Teachers appear to be well advised to keep problems and

concerns to themselves in some schools. Some teachers are

penalized for brinoing their needs to the supervisor'S

attention by having the86 needs negatively reflect on their

evaluation. Some supervi8or8 allude to an open door policy

verbally and in writing, but their behavior discourages

teachers from coming to them when they find the superviSor

is not really interested in helping.. In such schools, truSt

between supervisor and teacher is at a low level and the

effectiveness of the superviSor's efforts to improve

InStruction Is appreciably diminihed.

Supervisors who use traditional patterns of management

which stress authority, compliance, and identification of

teacher weaknesses also build 1688 trust than supervisors
who are able to stress collegiality, encourage productive

divertity, and emphasize teacher gtrengths. As supervisors

are able to adapt their management philosophies and

7



practices to facilitate collaboration and collegiality; they

will be more likely tO InSOIre teacher trust in their

supervisors.

Time also conspires against supervisor effectiveness;

Because of the many other ta8k8 supervisors are called upon

to perform; supervisors may not take the time to build the

level of trust necessary for effettive superviSion to take

place; To teachers; some supervisors appear tO be rushed;

unconcerned; insensitive, and JUSt "going through the

motitine of supervision; and trust is therefore le8Sened;

In order to build trust in the supervisory PrOcess,

supervisors must reduce teacher anxiety abbUt the

supervisiOn and evaluation process; encourage tea-chet8' tb

seek a88letance without penalty, and take the tittle to build

trust, entbUrage collaboration; and supervise effectIvel.

Because of battleee which make such trust diffitUlt tb

establish, patiehde also becomes a factor In eStabliShing

long-term pattethe Of trust, collaboration; and collegialitSi

In school organizatIons;10 Achieving excellence in the

school8 may ultimately depend on leaders who are willing to

take the time necessary to build organizational structures

which enhance the professional growth of those who work in

them.

POTENTIAL BENEFITS OF BUILDING TRUST

Ont of the goals of instructional supervision is to

assist the teacher in becoming effective in self-evaluation

=6=
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of their own instruction. Even the most conscientious

supervisor who regularly visits teachers' cla8Srooms has

only an off-hand chance of observing at the Specific time a

certain Instructional problem Is being experienced by the

teacher. Good teachers are experts at concealing problemb

from supervisors. Unfortunately, supervisors sometimeS find

out about such problems in other ways--from angry parentS,

worried Superintendents, or concerned Board of Education

members.

If truSt can be successfully established between the

supervisor and teacher, the teacher Is more likely to

voluntarily Share problems and concerns with supervisors

before the problemS become major. By encouraging teachers

to collaborate with the supervisor before a problem gets

"out of hand", the supervisor not only helps the teacher,

but enhrIces his or her own effectiveness as well.

As teachers turn to supervisors for help with classroom

problems, a valuable opportunity Is presented to the

supervisor. Often the supervisor can lead the teacher to

brainstorm solutions to their own problems. If the teacher

is unable to think of appropriate solutions, the supervisor

can also assist by offering practical ideas which may help

to solve the problem the teacher is having. The supervisor

can later check with the teacher to see how the strategies

they have developed are working. Teachers who receive this

kind of assistance from their supervisor are more likely to
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perceive their supervisor as competent and caring; and trust

is enhanced;

Successful organizations function by encouraging their

members to collaborate on strategies for improving the

effectiveness of the organization; In order to mcet the

challenges posed by "A Nation at Risk" and similar reports;

supervisors and teachers will need to work together; By

building trust through supervisory encounters, supervisors

enhance their relationship with teachers and establish a

foundation for further collaborative efforts.

BUILDING TRUST IN THE SUPERVISION PROCESS

In an effort to identify specific supervisor behaviors

which enhanced and which diminished teacher trust in the

supervisory process, a study of 150 teachers in seven school

districts in the state of Kansas was conducted in 1986. The

seven school districts ranged from a small, rural diStrict

to a large, urban district. The sample population consisted

of 85 elementary teachers and 65 secondary teachers. A

range of experience was present in the sample: 37 teachers

in the sample had taught less than five years, 29 teachers

had taught from five to eight years, 31 had taught nine to

twelve years, and 53 teachers had twelve or more years of

teaching experience.

In the study, teachers were asked to identify

supervisory practices and behaviors that (1) contributed to

teacher professional growth (trust building behaviors) and

10



(2).supervisory practices and behaviors that caused worry

and concern (trust reducing behaviors). Participants were

abked to consider all of the supervisors they had worked

with AS teachers, Including student teaching supervisors and

cooperating teachers, team leaders, department heads,

assistant principals, and principals--Including any

Supervisors they were currently working with.

Teachers were able to Identify a number of specific

supervisor practices which either enhanced or reduced trust.

These included:

--21LanlAllam Teachers Indicated that providing

teachers with information about procedures, schedules, and

other expectations for the SuperviSory process helped them

Improve their teaching. Not knowing what to expect caused

teachers worry and concern and redUCed their trust In the

supervisory process.

--Positive tone. Positive commentb and feedback from

supervisors helped teachers in the Sample to improve their

teaching. Negative comments and tone from the supervisor

caused worry and concern and reduced truSt.

--Concern; Supervisors who showed gehUlhe interest in

teachers and students and made teacher8 feel valued and

important helped them to improve, according tO teadhers In

the sample. Supervisors who were UntOnderned or

disinterested in teachers and student8 daubed Worry and

concern and reduced teache.:. trust in the prtiCess.

-9-



Teachers indicated that supervisors who

conducted frequent; on-going observations of their

instruction reduced their worry and helped them improve.

Supervisors who only visited when an evaluation was due and

who did not take a sufficient amount of timr to complete the

supervisory process adequately were a source of teacher

Worry and concern.

--feedback. Prompt and specific feedback promoted

teacher groWth, While lack of prompt or specific feedback

diminished ttUSt and CaUsed concern. What was surprising

was that some teachers in the study indicated that they were

observed by supervisors, bUt that no feedback was provided

after such observatiOne.

Supervisors who were good

listeners contributed tO teaCher growth. Supervisors who

demonstrated poor listening SkillS caused concern and worry

and reduced teacher trUSt. One participant's comment was

particularly interesting: "My Principal couldn't wait for

me to stop talking SO he could start."

--Support fortheTeacher. Teachers also valued

support they perceived they received from their supervisors.

This support was mentioned with parents, students, and board

members. Teachers listed, perceived lack of support as a

cause of worry and concern.

=10=



Teachers also listed specific behaviors and traitS

effective and ineffective supervisors:

Effective_Supervlsor
Traits

Honest
Open-minded
Warm
Consistent
Understanding
Relaxed
Fair
Willing to admit
mistakes

Two-faced
Closed-minded
Impersonal, cold
Inconsistent
Condescending
Formal
Plays favorites
Can't admit when
they're wrong

STAFF DEVELOPMENT TO BUILD TRUST AND ENCOURAGE COLLABORATION

A program of staff development can be organized, using

the format of the study discussed in the previous section,

which could build teacher trust and encourage collaboration

and collegiality to improve the supervision process in a

particular school; Steps for such a program might include:

STEP ONE

STEP TWO

At a faculty meeting, principal has staff
members list supervisor behaviors and
practices that (1) have contributed to their
professional growth and have enhanced their
trust In the supervisor, and (2) have
caused them worry and concern and have
reduced their trust In the supervisor;
Participants are encouraged to think of all
supervisors they have had, including those
during student teaching; Responses are
made anonymously.

Secretary or _teacher volunteers sort all
responses and eliminate obvious duplicate
responses._ A master list of the remaining
responses is compiled; (Note: If the
sorters_cannot decide if a response Is a
duplicate, it should be included on the
master list.) The master list will include



STEP THREE

STEP FOUR

STEP FIVE

STEP SIX

STEP SEVEN

STEP EIGHT

both positive and negative responses.

At_a faculty meeting (suggestion: at least a
month later); Staff ranks the ten (or_fifteen)
most Important behavior or practices_fot their
supervisor tO utillze (or avoid); _Their
choices can be either positive statements
or negative statements from the list.

Secretary_or teacher volUnteers sort_the
ranked responses and develop a list of the ten
(fifteen) most_frequentlY listed behaviors_ot
Practices. _The statementS are typed on a list
with a Likert scale bY ea-Oh:

SUpervisor gives prompt feedback;

1 2 3 4 5Not Average HighlyEffective Effective

At a_fadUlty meeting (sUggeStion: at least a
month later); staff members atiOnymously rank
theit current supervisot(8) bh each of_the
IMPortant behaviors ot pradtices on the list
developed in Step FOUt.

The SUpervisor studies_ the rankings and
chOOSOS_one or two weaker areaS_ (as ranked by
the_ Staff) to work on._ He_or,She may choose
to brainStorm wIth_peers about effective
ways_ tO improve the supervisot'S effectivenessin the areas chosen;

At a_fadulty meeting_(suggestion: at least a
month later); the staff meets lh small groupsto btaihstorm possible_strategiee for the
superviSor to use in becomlhg Mdee effective
_in the ateas selected in Step Sh-c. A group
report in _tdhich individual ideab are pot
Identified is submitted for each group;

The supervisor develops a plan for improvinghis or her effectiveness In one or two of the
areas identified In Step Six. The Supervisor
utilizes Input from peer brainstorming and
from Step Seven in formulating the plan. Atleast one suggestion from the Staff brain-
storming SeSsion Is utilized in the plan.

=12=
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STEP NINE

STEP TEN

STEP ELEVEN

The supervisor visibly works to improve
his or her effectiveness by implementing the
plan developed In Step Eight. The plan is
shared with staff and areas identified by the
staff In Step Seven are indicated.

At a faculty_meeting,_ the supervisor shares a
recent videotape of their_teaching with the
staff and invites_group discussion about the
effectiveness of the teaching episOcie.

Staff members may be ready to VOlUnteer to
share videotapes of their own teaching_at
future faculty meetings. Other collegIal
activities such as collaborating together
to work on solutions to school problettis
working out_possible strategies to assiSt_

_

students; or evaluating various- aspeCts of the
school program may also be_used as needed to
continue to build teacher trust.

STEP TWELVE At the end of the school yea; or after a
reasonable period of time; Step Five is_
repeated to measure staff perceptions of
change; Further planning is done on the
basis of the reassessment;

INTERPERSONAL TRUST BUILDING

The SUpervlsor can also build trust by building a

caring interpersonal relationship with the teacher. As the

teacher Sees that the supervisor is concerned for their

success as a person and as a professional; trust between

supervisor and teacher Is enhanced; Five ways for the

supervisor to detonSttate positive concern are:

1; _Zbasiing The goal Is for the_teacher
to_feel that the supervisor likes and cares about the
teacher; _Examples:

"I know yoU'Ve been Ill; Are you feeling better?"
"How's VOW- daUghter doing in college?"
"I_ heard YOu_were elected president of your club.
Congratulations."
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2. Showing aPpreciation. The goal is for the teacher to
feel that the supervisor recognizes and values the teacher's
hard work. Examples:

"Thank you for all your hard work on the committee."
"I appreciate your willingness to help out."
"Thanks for organizing the fall dance. Things went
very smoothly this year."

3; Zharino positive remarks; The goal is for the teacher
to know that the supervisor is hearing positive things about
the teacher from others; Examples:

"The substitute said she'd work in your classroom
anytime."
"The university specifically asked for you to work
with the outstanding student teacher."
"John's mother was telling me how pleased she IS
with his progress in your class."

4. Showing respect. The goal is for the teacher to feel
that the supervisor values the teacher's professional
expertise. Examples:

"Before I decide, I wanted to find out what you
thought."

"I'd like you to make a short presentation at the
next faculty meeting."
"Do you have any suggestions fcr solving that problem?"

5. G-I-V-Ilitiagior-dge-i-a-t-epositive feedback about the teacher's
instruCt4en, The goal Is for the teacher to know what they
are doing well. Examples: _

"Your_ class_test_scores in math were very impressive."
"You handled that _student's incorrect answer expertly."
"Every_student had a chance to participate successfully
when I Observed your class this morning."

BUILDING CONFIDENCE THROUGH COMPETENCE

The competence of the supervisor is also important in

building staff COrifIdende in the supervisory process;

Lyman, Wilson, Garhart, and Heim 10 have identified ten

areas of competence that can enhance teacher trust in the

supervisor.

1. The goals of the assessment process must be discussed
openly and honestly with teachers. The primary goal of
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assessment--improvement of instruction for the benefit of
students--must be continually StreSsed by the supervisor.

2; Teachers_often have legitmate cOhdernS about the
assessment process. The superVisor ehdOUrages teachers to
discuss these concerns and_proVidet InfOrmation to address
these worries.When questions abbUt _the aSsessment process,
appropriate clarification is prOVIded.

3. The supervisor provides appropriate orientation for all
teachers to the assessment proceSS. Such orientation
includes information about assessment procedures, discussion
of instruments that will be used in the aSteSSment process,
district policies for teacher assesSmAnt, And timelines that
will be followed for assessment.

4. The supervisor follows all procedure8 and policies
relating to teacher assessment.

5. The supervisor avoids surprises and trap8 in assessing
teachers. Assessment is predictable and poSitive.

6. The supervisor is_knowledgeable about ths_faOtOrS which
Positively Influence_student_achlevement, Self=danCept, and
enthusiasm for learning and communicateS thiS knoWledge
AffeOtiVely to teachers;

7, Feedback from observations is given promptly So teachers
will be provided with knowledge of results from their work.

8. The supervisor follows through when promising ASSIStance
to teachers.

9. _The supervisor holds appropriate formative confArAnOSS
With teachers before a summative evaluation conferenOS takes
plade.

10.The SuperVisor recognizes that building teacher
confidenbe_in_the assessment process takes time and works
patiently to improve teacher attitudes towards assessment.

SUPERVISORS' BEHAVIOR AND TRUST

Since teachers will be more likely to believe the

actual behavior of their supervisor than the supervisor's

written or verbal StatementS about his or her beliefs, It is

important that supervisor behavior confirm the supervisor's

belief in baSic assumptions which underlie effective,

=15=
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collegial supervision. Lyman, Wilson, Gerhart, Heim, and

Winn have identified ten assumptions which, when

demonstrated by consistent supervisor behavior, will help to

develop the climate of trust and collaboration necessary for

professional growth:

1. Trust relationships can be built in the school.
Effective supervisors realize that such relationships
require time and effort to develop and work patiently to
cultivate such relationships.

2. Teachers experience professional growth when the
supervisor emphasizes their strengths.

3. How supervisors behave Is more important than anything
they do or say.

4. Teachers will be more likely to treat students
positively and to value the contributions of students when
teachers are treat- ! positively by supervisors who value the
personal contribut.ons and worth of each teacher.

5. Teachers can work together cooperatively.

6. Teachers work best when they feel they are trusted.

7. Comparative_ evaluation leads to competition and ladk of
trust in the school.

8._ _Teachers can improve the _quality of their decision
making when given useful feedback from a trusted supervisor.

9. Teachers can work effectively without an external
pressure and reward system.

10. Evaluation in an_environment where trust does not exist
inhibits teacher growth and develbpment.

11. When supervisors_are_abl_e_to abandon their_traditional
roles and take risks involved ih Wbrkihg tb blind trust and
relate positively _to teachers,_ teachers Will respond better,
behave more considerately, and experience more professional
growth;

SUMMARY: TIPS FOR EFFECTIVE SUPERVISION

1. Don't fix it if it isn't broken Effective teachers
need support and encouragement, not criticiSm from their
supervisor.

=16=
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2; if it's_worth doing; it's-lwialm,-do-i-na-r-l-ght, Take the
time to become famillar_with_the_criteria for effective
instruction and to develop effective supervisory behaViors.

3. There is no one right wav to-teachmiv-th-IATch There are
a variety of teaching styles and behaviors which can results
in student success. Supervisors should avoid the temptation
to "remake" teachers in their own image or to fit the
requirements of a particular instructional model.

4. Remember what happens to bearer-s-of There iS
a story of a messenger who brought news of a war loss to an
ancient king. The king had the messenger beheaded. Unless
supervision is done positively with professional growth In
mind, the supervisor will beocme about as popular as the
messenger in the story.

5. Lasun_t_o_j_Latien_gileralysay Teachers can sometimes
solve! their own problem and will certainly respect a
supervisor who demonstrates a willingness to listen a8 well
as to speak.

6. An empty garbage can rattles the loudest, The best
supervisors have clear obJectives for conferences with
teachers so that valuable time is not wasted. Good
supervisors are also able to provide specific feedback to
teachers about effective and Ineffective behaviors they
observe in a clear, concise manner.

7. Ifj112311±en_t_,_ Lasting change in teacher and supervisory
behavior takes time.

-17-
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