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MORALE-BOOSTER COMPENDIUM

Leadership Trust and Values
Alignment

This resource includes strategies to address morale concerns in the
Leadership Trust and Values Alignment threat area. Use these

templates and resources as a starting place to co-design solutions
with teachers to address their morale challenges.




Legal Caveat

District Leadership Forum

verify the accuracy of the information it provides
to partners. This report relies on data obtained
from many sources, however, and EAB cannot
guarantee the accuracy of the information
provided or any analysis based thereon. In
addition, neither EAB nor any of its affiliates
(each, an “EAB Organization”) is in the business
of giving legal, accounting, or other professional
advice, and its reports should not be construed as
professional advice. In particular, partners should

5 i not rely on any legal commentary in this report as
ProJeCt D I reCtor a basis for action, or assume that any tactics
L. . described herein would be permitted by applicable
O||V|a R|OS law or appropriate for a given partner’s situation.
Partners are advised to consult with appropriate
professionals concerning legal, tax, or accounting
issues, before implementing any of these tactics.
No EAB Organization or any of its respective
officers, directors, employees, or agents shall be

. . liable for any claims, liabilities, or expenses

CO ntrl b Utl ng COI"I SU |ta ntS relating to (a) any errors or omissions in this

report, whether caused by any EAB Organization,

H or any of their respective employees or agents, or
Joey Cron n sources or other third parties, (b) any
recommendation by any EAB Organization, or (c)
Ca meron JeSSOP failure of partner and its employees and agents to

abide by the terms set forth herein.
Sarah Woll ’
EAB is a registered trademark of EAB Global, Inc.
in the United States and other countries. Partners
are not permitted to use these trademarks, or
any other trademark, product name, service
name, trade name, and logo of any EAB

A . Organization without prior written consent of EAB.
EXGCUtIVG D | rector Other trademarks, product names, service
names, trade names, and logos used within these
Meredith McNei || pages are the property of their respective

holders. Use of other company trademarks,

product names, service names, trade names, and
logos or images of the same does not necessarily
constitute (a) an endorsement by such company
of an EAB Organization and its products and
services, or (b) an endorsement of the company
or its products or services by an EAB
Organization. No EAB Organization is affiliated
with any such company.

IMPORTANT: Please read the following.

EAB has prepared this report for the exclusive use
of its partners. Each partner acknowledges and
agrees that this report and the information
contained herein (collectively, the “Report”) are
confidential and proprietary to EAB. By accepting
delivery of this Report, each partner agrees to
abide by the terms as stated herein, including the
following:

1. All right, title, and interest in and to this
Report is owned by an EAB Organization.
Except as stated herein, no right, license,
permission, or interest of any kind in this
Report is intended to be given, transferred to,
or acquired by a partner. Each partner is
authorized to use this Report only to the
extent expressly authorized herein.

2. Each partner shall not sell, license, republish,
distribute, or post online or otherwise this
Report, in part or in whole. Each partner shall
not disseminate or permit the use of, and shall
take reasonable precautions to prevent such
dissemination or use of, this Report by (a) any
of its employees and agents (except as stated
below), or (b) any third party.

3. Each partner may make this Report available
solely to those of its employees and agents
who (a) are registered for the workshop or
program of which this Report is a part, (b)
require access to this Report in order to learn
from the information described herein, and (c)
agree not to disclose this Report to other
employees or agents or any third party. Each
partner shall use, and shall ensure that its
employees and agents use, this Report for its
internal use only. Each partner may make a
limited number of copies, solely as adequate
for use by its employees and agents in
accordance with the terms herein.

4. Each partner shall not remove from this
Report any confidential markings, copyright
notices, and/or other similar indicia herein.

5. Each partner is responsible for any breach of
its obligations as stated herein by any of its
employees or agents.

6. If a partner is unwilling to abide by any of the
foregoing obligations, then such partner shall
promptly return this Report and all copies
thereof to EAB.
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EAB's Improving Teacher Morale Toolkits: Morale-Booster Compendium (Leadership Trust and Values Alignment)

Three Elements Foundational to Building Trust as a Leader

To build trust as a leader, research reveals three specific characteristics have the
greatest payoff. Harvard Business Review analyzed 87,000 360° reviews of leadership
and found that three elements predict whether a leader will be trusted by those that
work for and with them: strong relationships, expertise, and consistency. The
following strategies in the compendium can help leaders better hone and exhibit these
skills to improve teachers’ trust in district and/or school leadership.

s\ >
N &
Strong Relationships 3 Expertise

Establishing Value Showing Value Proving Value

 Create space to » Use good judgement « Serves as a role model
understand issues and when making decisions « Honor commitments and
concerns of others « Others seek after their keep promises

» Generate cooperation opinions « Follow through on
and cross- + Their knowledge and commitments

collaboration

_ expertise make an - - Willing to go above and
» Resolve conflict important contribution to beyond what needs to
- Give honest and achieving results be done
constructive feedback » Can anticipate and

respond quickly to
problems

Sources: Harvard Business Review, The 3 Elements of Trust, 2019; American
Educator, The Trust Gap, 2017; Harvard Business Review, i
Eront Lines, 2016; EAB interviews and analysis.
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https://hbr.org/2019/02/the-3-elements-of-trust
https://hbr.org/2019/02/the-3-elements-of-trust
https://www.aft.org/sites/default/files/ae_summer2017_finnigan_and_daly.pdf
https://hbr.org/sponsored/2016/03/learning-from-the-front-lines-of-customer-service
https://hbr.org/sponsored/2016/03/learning-from-the-front-lines-of-customer-service
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Leadership Trust and Value Alignment Strategies

L. Profiled
Strategy Capsule Description Problem Addressed Institution

360-Degree Conduct 360° reviews for Teachers often do not Small, New
Principal principals that not only feel their input is England School
Reviews include feedback from equally considered in District

teachers but give teacher evaluations of their

fee_dback equal (qr more) leadership even though Review this article by

weight as supervisor teachers are often the Alchemer for more
Who? feedback. Allowing group most aware and detai .

" L . , etails on conducting

Building teachers to participate in  affected by a leader’s 360-dearee reviews
Leaders their leaders’ formal growth areas. By g '

review process ensures elevating teacher input

that teachers feel valued to the same level as

and know they have a supervisor feedback,

voice in how leaders are teachers can trust that

evaluated. Principals can their voices are heard. .
further demonstrate their  Additionally, public Complexity

commitment to sharing of growth areas
transparency and trust by identified through the High
publicly sharing their review process

growth areas identified promotes positive and

through their reviews. reciprocal relationship

Arkport Central School development between

District in Arkport, NY has leaders and their

shown clear increase in teachers.

the rigor and
effectiveness of principal
reviews using this

strategy.
Leadership Build a calendar that Teachers feel Large Hospital
Change clearly shows the start, leadership churn fatigue  Mijdwest
Calendar transition, and end dates  due to often changing
(where applicable) for all district leadership. This
district leadership. Be fatigue decreases the .
sure to clearly articulate drive to create positive
responsibilities at the relationships with
Who? district level so teachers district leaders which Low
District know who to contact diminishes trust and
leaders when they have specific teacher morale. This
guestions or want to strategy helps to
pursue an initiative that increase transparency
requires district-level of leadership turnover
assistance or approval. and clearly articulates

who oversees specific
district activities at a
given time.

Sources: Collins Moran, Catriona EdD, !
2016; BerkeleyLeadership.com, i i
2009; Advisory Board, Accessed 2022; EAB interviews and analysis.


https://www.alchemer.com/resources/blog/guide-to-360-reviews-what-is-a-360-how-do-you-administer-360-feedback/
https://www.aft.org/sites/default/files/ae_summer2017_finnigan_and_daly.pdf
https://digital.sandiego.edu/cgi/viewcontent.cgi?article=1779&context=dissertations
https://digital.sandiego.edu/cgi/viewcontent.cgi?article=1779&context=dissertations
https://www.berkeyleadership.com/pdf/Principal%27s%20Observer%20Assessment.pdf
https://www.advisory.com/
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Leadership Trust and Value Alignment Strategies

L. Profiled
Strategy Capsule Description Problem Addressed Institution

Reverse
Mentoring

Who?
District
and/or
Building
Leaders

Stay
Interviews

Who?

District
Leaders

This strategy ‘reverses’
traditional mentoring by
having teachers serve as
a mentor to district or
school leaders. Leaders
spend time learning from
teachers. Encourage
teachers to have their
leader mentees actively
assist them throughout
the day rather than just
observe. Leaders at the
Disney Institute engage in
“cross-utilization” periods,
working full shifts in their
employees’ roles to better
understand what goes into
the job. Disney has found
this promotes positive
relationships and
encourages trust.

Conduct proactive, 30-
minute conversations with
teachers who have not
shared they are leaving
the district. In addition to
collecting feedback on
improvement areas, ask
teachers about positive
“stay” factors that are
keeping them at their job.
Be sure to follow-up on
any questions asked or
areas of feedback given.
This strategy can be used
to both diagnose causes
of low teacher morale and
boost teacher morale
itself. Prosper ISD saw
noticeably stronger
relationships develop
between the district
leaders conducting stay
interviews and teachers.

Teachers do not believe
that leadership
understands what goes
into their day-to-day
work and how they
support the district. A
reverse mentorship
program elevates
teachers, making them
feel more valued by
leadership. Additionally,
after mentoring a
leader, teachers are
more likely to trust that
leadership understands
their job and how it
supports the districts’
mission and values.

Disney Institute,
Orlando, FL

Complexity

Medium

Teachers often do not
feel connected to district
leaders. It is rare for
teachers to have one-
on-one time with district
leaders, especially to
share why they enjoy
their job. By proactively
initiating conversations
between leadership and

Prosper
Independent
School District,
Prosper, TX

See pages 7-8 for
details and questions
that Prosper ISD
uses for stay

interviews.
teachers about more
than just the negatives
of the job, leaders can
develop stronger
relationships with .
teachers and increase Complexity
AT Medium

Sources: American Educator, The Trust Gap, 2017; Harvard Business Review, Learning
from the Front Lines, 2016; Advisory Board, Accessed 2022; EAB interviews and analysis.


https://www.aft.org/sites/default/files/ae_summer2017_finnigan_and_daly.pdf
https://hbr.org/sponsored/2016/03/learning-from-the-front-lines-of-customer-service
https://hbr.org/sponsored/2016/03/learning-from-the-front-lines-of-customer-service
https://www.advisory.com/
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Prosper ISD Stay Interview Case Study

Use the below case study from Prosper Independent School District (ISD) in Texas to
inform your district’s approach to conducting stay interviews.

Details of Prosper ISD’s Stay Interviews

Timing
* Proactive, 30-minute conversations with teachers who have not shared
they are leaving the district.

» Prosper ISD conducts interviews throughout the school year, often during
teachers’ prep time in teachers’ classrooms.

Frequency
ﬁ » Prosper ISD aims to conduct 3-4 interviews per elementary campus

annually;
« 8-10 per middle and high campus each year.

. Key Roles
ﬂifg » The Director of HR conducts all stay interviews at Prosper ISD;

» The interviewer then organizes the notes and key takeaways to share
with district leaders.

., Communicate Goals and Next Steps

[ ] * Prosper ISD shares key takeaways from the conversations with
district leaders to help diagnose the causes of low morale.

» The interviewer also prioritizes following up with teachers on any
specific requests or issues that came up during the conversation,
even if the district is not able to respond to it at that point in time.

» Teachers always appreciate the follow up even if the answer to their
requests is ‘no for now’.

“ I know that it’s working because these teachers stay in touch with me—they
continue to share their thoughts, requests, and feedback with me after the
interview has ended. And teachers I haven'’t interviewed before continue to
be enthusiastic to speak with me.”

Bernie Gerace
Director HR, Prosper Independent School District

Sources: Fahrenheit Advisors, Stav Interview Improve Retention, October 2020; Finnegan, Richard, ‘How to
Conduct Stav Interviews: 5 Kev Questions’, SHRM, 2018; Finnegan, Richard, j
2013; Gerace, Bernadette, Director of HR, Prosper Independent School District, Texas; Work Institute,

N i H i ;" EAB interviews and analysis.
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https://fahrenheitadvisors.com/hr-news/stay-interviews-improve-retention/
https://www.shrm.org/ResourcesAndTools/hr-topics/employee-relations/Pages/How-to-Conduct-Stay-Interviews-Part-2.aspx
https://www.shrm.org/ResourcesAndTools/hr-topics/employee-relations/Pages/How-to-Conduct-Stay-Interviews-Part-2.aspx
https://www.finneganinstitute.com/stay-interviews/
https://www.prosper-isd.net/
https://workinstitute.com/engagement-retention-services/stay-interviews/
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Prosper ISD Stay Interview Case Study (cont.)

Use the below questions from Prosper ISD in Texas to inform your district’s approach
to conducting stay interviews.

Prosper ISD Stay Interview Questions

These are questions Prosper ISD uses and can serve as a starting point for districts..
Prosper ISD spends more time on different questions, depending on the teachers’
experience. They allow the teacher to guide these conversations as much as possible.

Positive Stay Factors

® What causes you to enjoy the teaching role?
®* What reasons do you give others for liking your job?
®* Do you feel like you are doing the best work of your life?

e What brought you to this district and what keeps you here?

Negative Experiences, Feedback

Is there an experience you can describe that you’ve had in
school that has negatively impacted you?

When was the last time you thought about leaving this school
and what prompted you to think about leaving?

Sources: Fahrenheit Advisors, i jon, October 2020; Finnegan, Richard,

N j N jons’, SHRM, 2018; Finnegan, Richard,

Interviews, 2013; Gerace, Bernadette, Director of HR, Prosper Independent School District, Texas; Work
Institute, “Gathering the Data: Stav Interviews;” EAB interviews and analysis.
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https://fahrenheitadvisors.com/hr-news/stay-interviews-improve-retention/
https://www.shrm.org/ResourcesAndTools/hr-topics/employee-relations/Pages/How-to-Conduct-Stay-Interviews-Part-2.aspx
https://www.finneganinstitute.com/stay-interviews/
https://www.finneganinstitute.com/stay-interviews/
https://www.prosper-isd.net/
https://workinstitute.com/engagement-retention-services/stay-interviews/
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ABOUT EAB

At EAB, our mission is to make education smarter and our communities stronger.
We work with thousands of institutions to drive transformative change through

data-driven insights and best-in-class capabilities. From kindergarten to college
to career, EAB partners with leaders and practitioners to accelerate progress and
drive results across five major areas: enrollment, student success, institutional

strategy, data analytics, and diversity, equity, and inclusion (DEI). We work with
each partner differently, tailoring our portfolio of research, technology, and
marketing and enrollment solutions to meet the unique needs of every leadership
team, as well as the students and employees they serve. Learn more at eab.com.




