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"Coming together is a beginning, staying 
together is progress, and working together 
is success." - Henry Ford 

 
"It is the long history of humankind (and 

animal kind, too) those who learned to 
collaborate and improvise most effectively 
have prevailed." - Charles Darwin 

 
"The secret is to gang up on the problem, 

rather than each other." - Thomas 
Stallkamp 

 
No one can whistle a symphony. It takes a 

whole orchestra to play it. - H.E. Luccock 



Not all agreements are equal: 



Not all agreements are equal: 



Why Bargain: 
Employees? 
Employers? 

 

Presenter
Presentation Notes
Lots of advantages to agreements that reflect the two sides coming to a consensus.  True for any contracts or agreements we participate in—marriage, negotiations with our children, neighborhood groups….



 Highlight common goals and interests 
 Highlight the value, respect and 
support you have for all involved 

 Provide clear, consistent guidelines so 
expectations and procedures are clear 

 Provide an opportunity to address 
issues collaboratively 
 

Presenter
Presentation Notes
Common goals and interests—A contract brings the opportunity to unite.  Even though there are often conflicting points of view on an issue, there is usually an underlying value you share.Your value and respect—An opportunity to show this—mentoring, complaint procedures, leave policy, retirement benefits—communicates your attitude.  Guidelines—When they aren’t written, they can be interpreted differently—how to handle an extended illness or an unsatisfactory evaluation.  When they aren’t written, situations can be dealt with differently by different administrators—what constitutes reasonable expectations for meetings outside the school day, what leave is labeled personal.  The tricky part is being clear enough to meet the needs, but allowing flexibility for varying circumstances, maybe even cultures in the schools.  Conflicting interests can get in the way of resolving a disagreement if there aren’t guidelines.  Contracts are important in good times, but maybe even more crucial in challenging times.  Collaboration—Hopefully, you’ll create a culture of collaboration, where the appropriate persons are involved in researching, defining, and resolving issues that affect the working conditions of employees and the learning conditions of students.  Frank, open discussion is ideal.  However, it’s wise to have a record of what is decided.  Later, those who weren’t involved in the discussion won’t know what was decided or why it was decided.  People can hear discussions and conclusions differently.



 Prepare for those situations where you 
need a clear agreement BEFORE it’s 
critical 

 Minimize conflict and time spent on it 
 Develop practice of collaboration 
 Attract and retain high quality, 
dedicated staff and leaders 

 

Presenter
Presentation Notes
Challenging situations—Prepare in advance.  Similar situations—loaning money to family and friends, co-signing a loan, family member in a serious health crisis, a death with no will.  Those are emotional times and emotions sometimes cloud judgment.  Or assumptions were made by one side, but not ever expressed or agreed to.Grievances, meetings with employees and association can take a lot of time.  Then the issue can become or appear personal.  Many of the legal cases we handle are impacted by personality conflicts.  A good contract can minimize that.  And when there is no clear procedure—like for transfer when reorganizing a district—a lot of time can be put into arguing over how it was done.  Probably that is why it’s the law!



 
WOMAN WITHOUT HER MAN IS NOTHING 

Presenter
Presentation Notes
Write down this sentence.   Now with out discussing it with your neighbors I want you to punctuate the sentence.   Get samples from the audience.   Who reads this as a negative statement.   Who reads it as a positive.     



Woman, without her,  
man is nothing!  

Presenter
Presentation Notes
Here is the correct punctuation.    Without discussion or visiting the sentence together, people would interpret it differently.  That’s one reason we review our contracts.  Even with a simple statement write right in front of you there are people in the room who didn’t get my message.    To avoid this trap you have to understand how communications impacts your audiences.      



End Neutral 
Zone  

New 
Beginning 

From Managing Transitions, 3rd 
edition, William Bridges, PhD 

Presenter
Presentation Notes
We face a lot of change in education.  As we move from one ending to a new beginning, we will need to support each other through the neutral zone.  We’ll need the ability to try some things and make mistakes as we explore new ways of doing things.  A collaborative spirit and conversations about the issues that impact our work in our districts will help get us through.
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Decide and 
announce 

Gather  
input from 
individuals 
and decide 

Gather 
input from 
group and 

decide 

Consensus 

Delegate 
with 

restraints 

Adapted from 
“Facilitative Leadership:  
Tapping the Power of 
Participation” by 
Interaction Associates 

Presenter
Presentation Notes
Obviously, the more involvement we have the more ownership there is.  That leads to people working together through new initiatives instead of resenting, misunderstanding, or just ignoring agreements.  



Presenter
Presentation Notes
Sometimes a critical need makes us hurry the process.  That’s why it’s wise to start the conversations in advance as much as possible.  



  

Staff members in Topeka Public Schools make many decisions daily and 
must consider existing policy, procedures and the impact on different 
stakeholders.  The decision making model is a visual representation of what 
needs to be considered on major decisions. 

  
  
 

Presenter
Presentation Notes
(Brochure will be passed out.)  Communication is enhanced if stakeholders understand what type of decisions are being made.  We are required to make thousands of decisions each day but we seldom stop to think about all the ramifications of the decisions.  We have trained staff on a simple model that makes them aware of the type of decision and the impact of those decisions.  �



 Policy Decisions:  These decisions are based on policy defined in 
the Board of Education Policy Manual, Administrator Handbook, 
Building Handbooks, Negotiated Agreement, or Classified 
Handbook.  These decisions are based on Federal, State and 
Local laws and keep the district from legal action.  Input is 
typically not asked for on policy decisions.  

 
  
 Decisions with Input: Leadership teams usually make these 

decisions after gathering input and information from 
stakeholders. 

  
  
 Decisions with Consensus: These decisions are made by gaining 

a consensus from as many stakeholders as possible.  A 
consensus is usually on a majority vote, but an attempt to reach 
a favorable compromise by all stakeholders.   
 

Presenter
Presentation Notes
This is pretty much a read the slide!    I will discuss the types of decisions and then give examples how others can be involved in the determining how it will be implemented.  After this slide I will go over the inside of the brochure and the decision making wheel.



 A focus on mutual gain: a dual concern 
model 

 Firm on interests 
 Flexible on solutions—come with an 

open mind 
 Separate the people and the problem 
 Creativity 

Presenter
Presentation Notes
A dual concern model is the best chance for an improved, stable and productive relationship.I have to show you that I am concerned about your interests also, not just mine. Of course I’m concerned about mine. If not, I’d give and perhaps later on regret it and feel like a loser.It’s important to get you to believe me, and my sincerity, in solving conflict. If I’m not concerned about you, we will immediately start to compete with each other.No gotcha’s… No tactics to your detriment… Enlightened self interest… A reputation for stability and fairness is important to possess… No way I will lose cooperating with you and vice versa… Remember, we can’t talk our way out of things we behave ourselves into.Firm on your interests and flexible on solutions… Conflict has it’s place, but over interests, not positions.People are not the problem… people are part of the solution… Never say, Who is the problem?... Say, What is the problem? Ouch! This can lead to multiple war stories about “difficult people”…Be creative and expect the other side to be creative



 You  share custody with your ex spouse.  He/she is 
moving to Texas and proposes taking your child.  
He/she offers Xmas vacation for you. 

 
 Your neighborhood association announces that any 

future home paint colors will be either ecru or taupe.  
You already purchased gray paint. 

 
 Your district health insurance premiums are going up.  

The district proposes reducing the base salary by 
$500 to make up the difference. 

 
 Your district will have a new instructional initiative 

next year.  Teachers propose being paid extra duty for 
½ hour daily to compensate for additional planning. 
 
 

Presenter
Presentation Notes
What happens when one side starts with a hard bargaining proposal?  Typically we react in disagreement.  The opening proposal makes us react to it specifically—we agree, push back, or modify the offer.  A discussion might have yielded a new idea altogether.  



 Ask: Is this a disagreement or a true 
conflict of interest? 

 Analyze interests: yours and theirs 
 Look for possible solutions to both parties’ 

problems.  Brainstorm and explore options 
before making a proposal. 

 Re-boot: If step 3 doesn’t resolve the 
situation, make some mutual low-priority 
concessions 

Presenter
Presentation Notes
Work the Steps… Seek first to understand, then be understood.Eliminate false conflicts… If it’s only a disagreement, it need not be resolved. Ask… Is this a misunderstanding? Do we have a conflict here? Don’t spend time, energy, resources or political capital on disagreements.Analyze your interests and those of the other party… Don’t assume we are right and they are wrong.List our interests before meeting with the other party. What do we want… or don’t want? Why do we want it? Why is this a problem for me?Prioritize Concessions… I can give away (listening/attention is one of these)… I can trade… I will not make (priority, bright line)… Set goals and do the same for the other side. Why is this a problem for you? Why why why? What’s behind it? (3rd Ear)… Ask them to prioritize or deduce priorities yourself it if they won’t… Don’t jump to solutions… Discuss the problem before discussing solutions.Possible solutions…Invent first… Refine, then decide… No gotcha’s during the inventing… No, “But you said!”…  No dictating… No imposing solutions… consult. Ownership of the solution is important… Otherwise compliance without commitment and solution will be abandoned at first opportunity.Patience… patience… and shuffle the cards… If stuck, re-boot by trading some low-priority concerns… Then recycle to #3 or perhaps even #2. Persist until Plan B becomes the better alternative… Don’t worry if the win/win is equal or unequal… Key question is, Are my interests satisfied?Zap the Gap Concept… Determine the should… Analyze the is… Look for operational gaps… look for root causes… develop options to zap the gap.



Topeka Public School District 

Presenter
Presentation Notes
Moving to the Interest Based Bargaining details of our district.



 Sharing relevant information is critical for 
effective solutions. 

 Focus on issues, not personalities.  
 Focus on the present and future, not the past.  
 Focus on the interests underlying the issues.  
 Focus on mutual interests, and helping to 

satisfy the other party’s interests as well as 
your own.  

 Options developed to satisfy those interests 
should be evaluated by objective criteria, 
rather than power or leverage. 

Presenter
Presentation Notes
What is interest based bargaining….pretty much from the slide.



 Outside Facilitator 
◦ District Team- Deputy Superintendent of Operations (Head 

Negotiator) , Executive Director of Administration, General 
Director of Fiscal Services, General Director of Human Resources 
(Note:  Superintendent and Board Members are not on team) 

◦ NEA-T Team:  Head Negotiator and Teacher Representatives 
 Exchange Letters (Proposals) 
 Every other year it is limited to two proposals in addition 

to salary and benefits 
 Time Spent at Beginning on Ground Rules and Protocols 
 Joint Communications 
 
(There is a process steps for a transition to traditional 
bargaining if the IBB process breaks down that are 
determined upfront.) 

 

Presenter
Presentation Notes
Discuss the process in TPS



In many ways it is a year long process! 



 Meet monthly for breakfast with NEA-T 
President, KNEA staff member, Board 
President, Superintendent and Deputy 
Superintendent to “talk” at pancake house! 
◦ Personal….(relationship) 
◦ What’s on the horizon?  What are you working on? 
◦ Discuss positive things! 
◦ Head’s Up!   

 
 

Presenter
Presentation Notes
At the district level….



 Expect same from buildings….. 
◦ Hosted beginning of year meeting (with treats!) with 

principals and building representatives at Burnett 
Center. 
◦ Expectations set for year…. 
 Open door policy 
 Scheduled meetings 
 Look for joint positive projects 

Presenter
Presentation Notes
Expectations for relationship to be built at building level….



 Common “Good Will” Projects (We have more in 
common than not in common!) 
◦ Politics that Impact Schools 
 Candidate Forum 

 TPS did leg work on front end 
 NEA-T did work night of event 

◦ Support of Public Education 
 American Education Week 
 Monday-Postcard event using NEA theme (done by district) 
 Tuesday-Healthy treats to staff from BOE 
 Wednesday-Principal for a Day 
 Thursday-NEA-T Day 
 Friday-Wear your college shirt 

◦ Changes in Education  
 Evaluation 
 Waiver (Focus and Priority Schools)  
 More…. 

Presenter
Presentation Notes
We have more in common than not in common!  Opportunities to work together for our students are abundant!



 Professional Development and New Initiatives 
◦ Often offer slots on Administrative Professional 

Development (Eg.  Collaboration, Beyond Diversity, 
etc.) 
◦ Equity Council 
◦ Blue Valley CAPS Trip 
◦ Cincinnati Trip on Labor Relations (2 years) 
 Board President 
 Superintendent 
 NEA-T President 
 

Presenter
Presentation Notes
It is easier to bring people along versus having to catch people up.  People will have buy in on a project if they are part of project.  



 We need help! 
◦ Highland Park High School Grant 
◦ Race to the Top Grant 
◦ Health Insurance Deadlines 
◦ Electronic Newsletter 
◦ Editorials 
◦ Personnel issues 

Presenter
Presentation Notes
There are opportunities to ask for help on both sides.  



 but we do value the relationship, input and 
the opportunity to talk about what is best for 
students, their families, and staff of Topeka 
Public Schools.  
 
 

                     Back to type of decisions!    



 Time:  additional planning time, collaborative 
planning time, flexible professional development 
time, early release/late arrival, 4-day weeks, etc. 
 

 Evaluation:  process, model, frequency 
 

 Compensation:  health vs. salary, early 
retirement, base salary vs. bonus 
 

 Leave:  definition, acceptable use 



Adapted from “Facilitative 
Leadership:  Tapping the 
Power of Participation” by 
Interaction Associates 
 

Presenter
Presentation Notes
RESULTS:  		Completion of the task			Achievement of the goal			Key Questions:  Are the results high quality?  Are the results timely?			Do the results meet requirements?						 PROCESS:  		How the work gets done			How the work is designed and managed			How the work is monitored and evaluated					Key Questions:  Is the process clear and logical?  Is the process efficient?			Is the process appropriate for the task? RELATIONSHIPS	How people experience each other			How people relate to the organization			How people feel about their involvement
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