Trust Agreements

Purpose:

To make an agreement about how the staff will engage with each other to support the increase of trust. Develop a living document to guide and clarify expectations for the adults in the school.  This process will produce a behavioral agreement that should be posted in a prominent place in the school.

Materials:

Chart paper or overhead projector and transparencies, markers

Facilitator Tips:

Small groups should change membership for each activity.  Ask staff to work with people with whom they do not typically work.  This is a collaborative process.  Your job is to understand and validate each behavioral need.  Be sure to include all ideas to support clarity regarding what people need from each other.  Do not allow the discussion to become a competition of needs.  Each staff member’s contribution should be validated.  All needs will naturally fall into categories.  Trust the process.  If a staff member feels that his or her need has been invalidated, the entire process will be compromised.  This activity requires about 4 hours, but should be completed in 20-60 minute blocks.  
Trust agreements do not have consequences tied to them.  They are built on trust!  The idea is that people are always trying to get their needs met, and, if the agreement is in support of those needs, they will act in accordance with it.  
In a large school you may want to start this process with departments and/or grade-level teams.  Have each team develop a trust agreement that team members agree to live with for the rest of the school year.  Use these agreements to develop a school-wide trust agreement in the next school year.

Procedure:

Session 1

· Ask each staff member to write for five minutes answering the following question: 
· What do you need in order to do your best work with your colleagues in this school?  

· Ask each staff member to look at what he or she wrote and list the behavior(s) they would see if they were getting what they need to do their best work.

· Ask staff to share their lists in small groups and to collectively create a list that is inclusive of each person’s ideas, but not redundant.  

Ask each group to share its list with the whole staff while you record the behaviors on chart paper.

Session 2
· Type the list from session one and give copies to each staff member.  Ask small groups to categorize the behaviors into four categories: competence, respect, integrity and personal regard.(Characteristics of Relational Trust)  If some behaviors do not fit any of these categories, create a fifth category entitled “other.”
Ask each group to share its categorization with the whole staff.

Collect the categorized lists, and make a master list.

Session 3

· Distribute the master list and ask small groups to work on the list trying to consolidate the list without compromising the behaviors.
Ask small groups to share their consolidated list with the staff at large and create a new master list.

Session 4

· Distribute the revised master list.  
· Ask small groups to discuss what it would be like to live in accordance with the listed behaviors.
Ask staff members if they can agree to live by these expectations.  Agreement is shown with a thumb up in the air meaning, “I agree enthusiastically,” a thumb to the side meaning, “I agree to give it a try,” or a thumb down meaning, “I have something to add to improve the agreement.”  After staff have shared their response, any thumbs down responses are addressed and staff is again asked if they can agree.  The trust agreement is complete when there are no thumbs down responses.

Follow-up 

Revisit the trust agreement after three months.  Ask staff how it is working for them.

· If you notice that people are not acting in accordance with the trust agreement, bring the agreement back to the staff and ask the following questions: 
Is this working for us?  How can we improve the agreement to better support us?

