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Abstract 

Problem Statement: Trust is one of the main values of humanity.  It  is also  

the  foundation  of  all   human interactions   and  the  corner  stone  upon  

which  high-performing  organizational cultures are built. Increasing 

importance of trust within organizations,  necessitates formation of  

organizational  process  on  the  basis  of trust.  Trust begins with 

management since it is the initiator of trust. In order to have a cohesive, 

productive workforce, one must have organizational trust. At school 

organizations if the teachers are to be successful and feel efficacious, in 

numerous ways they are dependent on the attitudes of their 

administrators. This dependency requires existence of trust in order to 

reflect on success and feeling of efficiency of the teachers. Therefore, it is 

very crucial for organizational harmony and success that administrators 

keep trust at high level in educational organizations.                                                                                    

Purpose of Study: This research aims to investigate the organizational trust 

in educational management based on the four dimensions (benevolence, 

competence, integrity and openness) of trust at a high school in the capital 

city of The Turkish Republic of Northern Cyprus (TRNC) - Nicosia.                                                             

Methods: Case study was used as the main research approach. For the data 

collection interview questions were asked to seven teachers who have 

above more than ten years of work experience with the principal. 

Participants were also chosen purposefully from the teaching staff.  

Interview questions were asked to the school administrator as well to 

enable within method triangulation.       

Findings and Results: Findings suggest overall a positive perception of 

trust; however issues of empowerment, inconsistencies in decision-making 

of top-level administrators in education, daily practices of the school 

administrator within an organization were also emerged as an important 
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factor in establishing and maintaining trust in educational organizations.              

Circumstances where there is inequality also had a negative influence on 

trust perceptions of the teachers.  

 Discussion and Conclusions: This research contributes to put forward the 

effectiveness of the attitudes of school administrators in organizational 

trust. It suggests that delegation of power, consistency among 

administrative levels as well as individuals, openness and honesty are 

very important factors influencing trust within an organization.  
 

Keywords: Organizational trust, educational management, administrator 

attitudes, high school, North Cyprus. 

                                  

 

Introduction 

Brian Tracy (2009) expressed as the glue that holds all relationships together is 

trust - including the relationship between the leader and the led, and trust is based 

on integrity. Trust is considered a crucial component and an influential emotion in 

human relations (Halis, 2007). It is an important and essential component for the 

in  At schools, to work effectively as a team, teacher 

must trust to each other and to their administrator as well. (Hoy and Tschannen-

Moran, 2003; Hoy and Tschannen- Moran, 1999; Tschannen- Moran and Hoy, 1998). 

It is known that organizational-level trust emerges as a result of the micro-level 

interactions of individuals (Ring and Van de Ven, 1994).   It is also a factor, which 

effects relations between the individuals and the group relations (Tan and Tan, 2000). 

It is known as one of the major emotions which play an important role in human 

relations. Trust can reduce uncertainty and leads to agreements that are more 

efficiently negotiated (Koenig and van Wijk, 1992). Uncertain or uncontrollable 

conditions force individuals to take risks. Trust is a skill, an aspect of virtually all 

human practices, culture and relationships (Solomon and Flores, 2001). It is also a 

concept that has received attention in several literatures; including psychology, 

sociology, political science, economics, anthropology, history and sociobiology 

(Gambetta, 1988; Lewicki and Bunker, 2011; Worchel, 1979). The most agreed 

definition of trust is:   

(Sztompka, 2006, p.25). In this account, trust consists of two main components: these 

are beliefs and commitment. One of the abstract objects of trust is a social group such 

as a football team. Another abstract case is the trust directed at institutions and 

organizations. The army, the university, the school, the church, the police, the banks, 

etc. are typical objects for this type of trust (Sztompka, 2006). This article investigates 

trust associated with institutions as high schools are fall under this category. Two 

main issues that are significant to organizations and have to be dealt by managers are 

networking and trust. Trust reduces uncertainty about the future. It enables the 

smooth, harmonious functioning of the organization by eliminating friction. It also 

minimizes the need for bureaucratic structures which force individuals who do not 

trust each other to behave in certain ways.  The value of trust does not come 

naturally. It has to be carefully structured and managed. (Kramer and Tyler, 2011). 
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Defining Trust: 

hard time describing.  Hosmer (1995) agrees that the importance of trust is widely 

understood, but there is little agreement on what it means. Existing research on trust 

suggests that it is multidimensional (Mayer, Davis, and Schoorman 1995). Trust can 

ntention to accept vulnerability 

(Rousseau, Sitkin, Burt and Camerer, 1998, p. 395).  Currall (1990) defines trust as an 

nditions of dependence and risk. 

As it is known, trust arises out of our dependency on other people. Because we have 

needs that require the services of other people (Kipnis, 2011).                                                                                                       

 Defining Organizational Trust: Trust exists on both interpersonal and the 

organizational level (McKnight, Cummings, Chervany, 1998) but organizational-level 

trust emerges as a result of the micro-level interactions of individuals (Ring and Van 

de Ven, 1994). Organizational trust means; individuals trust to each other, to their 

organizations and also to their leader (Nyhan and 

organizations, managers obviously play a central role in determining both the overall 

level of trust and the specific expectations within given units. Managers initiate most 

vertical exchanges; thus, whatever level of trust or mistrust is evident in their actions 

and Miles, 1996, p. 19).  Trust is a social 

phenomenon which makes work within organizations easier and collaboration 

among organizations possible. Especially in a world of increasing uncertainty and 

complexity, flat hierarchies, more participative management styles, and increased 

professionalism, trust is thought to be a more appropriate mechanism for controlling 

organizational life than hierarchical power of direct surveillance (Fox, 1974; Heisig 

and Littek, 1995; Hosmer, 1995; Zaheer and Venkatraman, 1995; Lane and Bachmann, 

1996). Among organizational scholars, trust has received attention as a mechanism of 

organizational control (Bradach and Eccles, 1989), and a key factor in managerial 

beliefs and philosophies (Miles and Creed, 1995; Sitkin and Roth, 1993).  It is also 

considered as a necessary element in the operation of network forms of organizations 

(Miles and Creed, 1995; Miles and Snow, 1992; Powel, 1990).  

-

strongly suggests that a personal relationship, a trustor can trust a trustee without 

-

cases, trust may be what remains unsaid in the story of a successful relationship. In 

such contented circumstances, a person living in trust can be compared to a fish 

living in water without being aware of it. Similarly, through the basic social norms 

that school leaders help set for their educational organizations, they indirectly 

-to-day interactions, 

school leaders signal their opinion on individual teachers. Teachers, in return quickly 

discern whether they are valued and respected by their school leader (Bryk and 

Schneider, 2002).  
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 Dimensions of Trust: The review of the trust literature identified benevolence, 

competence, integrity and openness as four distinct dimensions of trust (Barber, 

1983). These dimensions of trust are pointed out as the important features of social 

interactions in schools (Hoy and Tschannen-Moran, 1999; Goddared, 2001). Without 

trust individuals and groups are guarded and unwilling to take risks or be 

vulnerable in any relationship. At schools, to work effectively as a team, teachers 

arty based on the confidence that 

the latter party is benevolent, competent, open and has integrity (Hoy and 

Tschannen-Moran, 2003;  Hoy and Tschannen- Moran, 1999;  Tschannen- Moran and 

Hoy, 1998).   

Benevolence: Mayer, Davis and Schoorman (1995) reviewed the existing literature 

until 1995 and identified benevolence as one of the critical elements of trust. 

Benevolence means that one party believes s/he will not be taken an unfair 

advantage of by another (McGregor, 1967). However, greater trust in another party 

in terms of benevolence goes beyond believing that the other party will not be 

managers only if they believe their managers will care about them (Kanter, 1989). 

basis for the

1989, p. 101). Trust in terms of benevolence not only exists in hierarchical relations 

but also among individuals within the same level in the hierarchy. 

Competence: Competence is a dimension of trust that exists between individuals 

and organizations (Mishra, 1996, p. 267). Within some organizations, where trust is 

partially defined in terms of competence, managers develop relationships with their 

subordinates and with other managers largely on the basis on trust (Gabarro, 1987, p. 

106-

and specialists of all kinds (Solomon and Flores, 2001).  So administrators should be 

trained in a way having conscious and attitudes of change (Can, 2004). 

Leaders are also characterized by how much their followers trust them to make 

competent decisions (Kirkpatrick and Locke, 1991). Trusting people involves, 

assessing their level of competence among other things. Competence may be a key in 

achieving trustworthiness but it can not to be separated from the emotional skills that 

enable us trust (Solomon and Flores, 2001).     

Integrity: Integrity is a much-debated concept within the trust literature and it is 

one of the basic d and 

Loc

other hand considers trust in terms of expectations about consistent or reliable 

behavior. Trust between managers and subordinates is also defined by Gabarro 

(1987, p.105) as the consistency of behavior. Kirkpatrick and Locke (1991) 

emphasized on the trustworthiness of leaders based on their integrity (consistency or 
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credibility) and noted that during crises, their integrity is particularly salient for 

assessment of their trustworthiness (Mishra, 1996).  

Openness: Trusting relationships can emerge within virtual organizations without 

any direct social interaction. This may be due, in part, to the transparency and 

visibility of a high degree of openness within an organization (Fishman and Khanna, 

between managers and their 

subordinates is that of trust, where trust is defined in terms of perceptions of 

-108). An ide-

al administrator must be good at interactive communication with the followers 

transparent in evalua , 2003). 

aders. 

trusted are more effective in acquiring skills, retaining and attracting followers and 

promoting change and innovation (Kirkpatrick and Locke, 1991). Since openness is 

about manager-subordinate trust, it is valuable to briefly discuss a managerial 

perspective on trust. A manager described trust between himself and his employees 

They are not going to be as receptive to change unless they understand and trust that 

 

Both the quote from Mishra (1996) and human intuition makes us expect that one 

of the most important factors determining trust is the behavior of the leader (Dirks, 

2006).  Trust is one of the basic dimensions of organizational management and it is an 

important determinant of organizational harmony in educational management as 

well. Thus, this study aims to examine the concept of organizational trust through a 

case study of a high school using reflective accounts of teachers on administrational 

attitudes.  

 

Method 

Research Design 

This research aims to investigate the organizational trust in educational 

management based on the four dimensions discussed earlier-benevolence, 

competence, integrity and openness. In this research qualitative research approach 

was adopted since this would be the most feasible method to capture in-depth and 

rich accounts of teachers on organizational trust. 

As a research method, the case study is used in many situations, to contribute to 

our knowledge of individual, group, organizational, social, political and related 

phenomena. The distinctive need for case studies arises out of the desire to 

understand complex social phenomena. In brief, case study method allows 

investigators to retain the holistic and meaningful characteristics of real-life-events 

such as individual life cycles, small group behavior, organizational and managerial 

processes, neighborhood change, school performance, international relations and the 

maturation of industries (Yin, 2009, p. 4).     
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Since the aim is to investigate the organizational trust in educational 

management, a case study is used as the main research method.   

 

Sample Selections and Participants                                                                                                                                                                                         

Data were collected through semi-structured interviews which were conducted with 

a school administrator (principal) and seven teachers who were selected among a 

population of teachers based on their length of experience and voluntarism. All of 

the interviewees have been working at the school since the appointment of the school 

administrator. The names of the school and participants have been kept anonymous 

for privacy purpose.   

 

Table 1:                                                                                                                                                                     

Te

interview 

 

 

Table 2: 

 

 

Participant 

(Administrator) 

Length of   

Experience 

(years) 

Length of  

Interview 

(minutes) 

        A      10      55 

 

Research Instrument and Procedure 

school. An interview was 

also conducted with the school administrator in order to have his self-evaluation and 

examine the extent of awareness of his trust related managerial practices. The 

teac imensions of trust- 

benevolence, competence, integrity and openness.      

It is widely accepted that standardization of interviews are hard when they are 

not structured; therefore there may be issues of reliability and author is aware of this. 

However, since the interview questions were not unstructured but rather semi-

Participants  

(teachers) 

Length of  

Experience at School 

(years) 

 Length of 

Interviews 

(minutes) 

     T1         17       28 

     T2      21       40 

     T3      17       32 

     T4      15      29 

     T5      17      45 

     T6      23      30 

     T7      17      44 
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structured, a level of reliability exists. In terms of validity, as long as semi-structured 

and in-depth interviews are conducted carefully, they can be high in validity as they 

provide flexibility and an interaction environment for interviewer and interviewee. 

This allows interviewer to cover issues from different angles. Furthermore, in order 

to minimize any reliability and validity issues, the author applied within-method 

triangulation.  

Data Analysis 

For ethical consideration, confidentiality of the data and anonymity of the 

participants were ensured during data analysis processes by assessing codes for all 

participants. Teacher participants were coded as T1, T2, T3, T4, T5, T6, T7 and the 

administrator was coded as A (See table 1 and 2). Audio recording was made with 

the permission of the participants. These later on were decoded and were analyzed 

through both pre-determined and emergent themes once they were transcribed.  

Notes were taken during the interviews and this enabled asking and formulating 

new questions during the process (Fraenkel andWallen, 2006). 

In the case study data were collected by using the following research question:  

How the attitude of the school administrator does af

organizational trust?  

                                                                 

 

Results 
 ively, 

one would expect that one of the most important factors determining trust is the 

and Zaheer, 2006, p.21).  

school administrator is one of the components of the organizational trust in a school. 

As it is previously mentioned, eight participants from a high school were asked 

questions on the following issues: benevolence, competence, integrity, openness and 

organizational trust. Also the participants were asked questions about the school 

-level administrators. 

Analyzed data were presented in four pre-determined trust themes following the 

two themes that emerged from data.   
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Table 3: 

Perceptions on Benevolence 

Emerging 
Theme 

Participants   BASIC EXPRESSIONS 
FROM              THE 
INTRVIEWS 

 RRESULTS Number  
of 
Remarks 
 

  Teachers   Supports the tea-
chers. 
(T1,T2,T3,T4,T5,T6,T7)    
                                        

 Supporter         7 
 

Perceptions  
      on 

benevolence 

  Helps to solve the 
problems. 
(T1,T2,T3,T4,T5,T6,T7) 

 Helpful        7 

      
   He is cooperative. 

(T2,T3,T4,T5) 
 Cooperative               4 

       
   Shows warm 

approach. (T2)                                                 
 Friendly        1 

       
 Administrator  I am sensitive in 

sol
problems. (A)   
 I am aware the need 
of empathy.         (A) 

 Helpful 
 
Insightful 

 

       
       

   

  

Table 3 presents the common adjectives used while expressing their opinion on 

coopera

cooperati n

said that he is insightful and helpful.   
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Table 4:  

Perceptions on Competence 

Emerging 

Theme 

Participants   BASIC EXPRESSIONS 

FROM              THE 

INTRVIEWS 

 RRESULTS Number  

of 

Remarks 

 

  

 

 

 

 

 

 

Perception 

     on                

competence 

Teachers  He has a self confidence 

He acts as a leader. (T1).          

 

Follows improvements and 

innovations in education.  

He has unlimited attempts 

to bring new horizons of 

modern education to 

school.(T1,T2,T5,T6) 

He is here for the benefit of 

his school. 

He leads us back for doing 

something new at school. 

(T3) 

 He has new projects each 

year and he encourages the 

staff to work on.(T5,T7)  

 Expert in the field of 

educational 

management.(T6) 

 

 Self 

confidence 

 

 

 

 

 

Vision 

 

 

 

 

 

 

 

Expert 

  

      1 

 

 

 

 

 

      6 

 

 

 

 

 

 

 

     1 

 Administrator  An administrator should 

have self confidence.(A) 

Using the power given by 

laws and regulations is an 

obligation. (A) 

Appreciation is an 

important component in 

administration. (A) 

 Self 

confidence 

 

Awareness   

of  

managerial 

necessities 

 

      

 

The administrator has managerial qualifications. Depending on the 

administra -confidence. Data also evidence that the 

administrator has vision. Table 4 shows that depending on the participant 

managerial necessities. 
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Table 5: 

Perceptions on Integrity 

Emerging 

Theme 

Participants 

  

 BASIC EXPRESSIONS 

FROM              THE 

INTRVIEWS 

 RRESULTS Number  

of Remarks 

 

  Teachers  He treats everyone 

equal.(T1,T2, T3) 

  

Fair 

 

     3 

 

 

 

 

Perceptions  

      on 

integrity 

  

everyone. (2) 

He keeps his promise 

 Unfair      1 

  Most of the teachers find 

school reliable.(T2,T7) 

I feel confident and trust 

him.(T6)  

Mostly new teachers do not 

trust their colleagues and 

the administrator. 

(T1,T2,T7) 

Administrator should trust 

his assistants.(T4) 

  

Reliable 

Trustful 

 

 

 

Distrustful 

 

      2 

      1 

 

 

 

      5 

  

Administrator 

  

 Consistency is very 

important (A) 

  

Consistent 

 

    Should treat equally to 

everyone (A) 

 Should have self confidence 

(A) 

My trust to my colleagues is 

at the top level (A)  

 

 

 Fair 

 

Confidence 

 

Trustful 

 

 

 -unfair, reliable, 

and trustful-

administrator compared to their senior colleagues. Table 5 provides the adjectives 

derived from the conversation -evaluation on integrity. 

Principal expressed awareness on the need for self-confidence, consistency and fair 

treatment in management.  
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Table 6: 

Perceptions on Openness 

Emerging 

Theme 

Participants   BASIC EXPRESSIONS 

FROM              THE 

INTRVIEWS 

 RRESULTS Number  

of 

Remarks 

 

  

 

 

 

 

 

Teachers  The teachers want him 

to be more open. 

(T2,T3,T4,T6) 

He should say what he 

thinks directly.(T3) 

He should share 

more.(T4) 

  

More Open 

 

 More sharing 

 

     5 

 

     3 

Perceptions  

      on  

openness 

  Shares private issues 

with the person who 

involves. (T5) 

 Keeping 

privacy 

 

 

      1 

  Daily notices are 

followed from the 

notice board in the staff 

room.(T5,T7) 

Students get to know 

the activities before the 

teachers.(T2,T4) 

   

Announcements 

 

More 

information  

 

      2 

   Mostly there is 

interpersonal and intra-

group  

communication.(T7) 

 More 

interactions 

      1 

       

 Administrator  Administrator should 

be open 

Try to be clear (A) 

  

Openness 

 

   Should keep good 

communication  (A) 

opinions while taking 

decision (A) 

  

Good 

communication 

Participation 

 

 

   

 

privacy, 
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awareness on the need of openness in management. However, as it is seen from the 

table 6, the teacher participants expressed that the administrator should be more 

op

interesting finding of this research, given that the principal was aware of the need of 

openness in management. Data also suggested that participant teachers would like 

their principal to share more.  

 

Table 7: 

 

Emerging 

Theme 

Participants   BASIC EXPRESSIONS 

FROM  THE 

INTRVIEWS 

 RRESULTS Number  

of 

remarks 

 

  Teachers  Warns the teacher in 

front of the   class. (T2). 

He is tolerant. 

He does not appreciate. 

(T7)  

 Disturbing 

 

Tolerant 

Lack of     

appreciation 

      1 

 

      1 

 

      1 

Perceptions  

      on 

 

attitudes 

  His attitudes are warm 

and friendly.(T2) 

  

Sincere 

 

      1    

  He never comes late to 

school. 

He is a good model 

with his dressing 

style.(T3) 

  

 

Model 

 

 

      1 

       

       

   He is expected to take 

initiatives during the 

meetings.(T6) 

 More 

initiatives 

 

      1 

       

 Administrator  Motivate the teachers to 

involve  

 Motivation  

   in many events. (A)    

   Try to share many 

things at school (A) 

Announce names of the 

successful teachers 

during meetings. (A) 

 Sharing 

 

Appreciation 

 

   

 

Table 7 shows that participant te

r
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principal lacks appreciation and should take more initiative during the meetings. 

From princi t he finds his managerial 

i

 

 

Table 8: 

Perceptions on Top-  

Emerging 

Theme 

Participants    BASIC EXPRESSIONS 

FROM              THE 

INTRVIEWS 

 RRESULTS Number  

of 

remarks 

 

  Teachers  Change rules and 

regulations  with 

sudden 

decisi  

T6,T7)  

  

Inconsistency 

 

     7 

Perceptions  

      on 

top -level 

administrators 

   People do not need any 

qualification to be 

appointed. (T2)  

 Qualification  

     1 

  Top-down decisions are 

distrustful. (T2,T3,T4,T5) 

  

 

 

      

   

promise.(T6) 

 Distrust      5 

       

 Administrator  The way they are 

appointed has been the 

main problem for many 

years. 

 Appointing  

   They have to be 

organized better. 

 Organizing  

   Implementations usually 

contains  

 Inconsistency  

   inconsistencies.    

   Have to make long term 

scholarly plans. 

 

  

Planning 

 

   

Table 8 summa -level 

admi  
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Discussion and Conclusion 

In this section of the research data obtained from the interview participants 

(teachers and the principal of a high school), were examined to investigate 

organizational trust. The aim of the research was not to draw generalizable 

conclusions but to interpret collected data in order to provide a perspective on 

organizational trust within educational organizations. Results from this case study 

are not generalizable to other high schools or educational institutions. Thus, the 

author acknowledges the limitations arise from the use of a case study as well as its 

benefits such as understanding a sensitive phenomenon like trust in its natural 

setting through rich data (Yin, 2009).  

This research aimed to investigate how the attitude of the school administrator 

ef  perceptions of organizational trust. The results confirmed that 

teac

existing literature suggests; benevolence, competence integrity and openness (Barber, 

1983). In addition to these four dimensions, this research provided two more aspects 

which were influential in organizational trust; managerial attitude and top-level 

administra   

Data analysis revealed that as suggested by the literature (Barber, 1983) two of 

the main four dimensions which influence trust, benevolence and competence, were 

perceived positively by the case study high school participants. There was an 

agreement that the administrator always helps the teachers to deal with both 

academic and personal problems. Data suggested both the administrator and the 

rceptions on benevolence were quite similar. Teachers expressed 

agreement through their responses that their administrator has vision. It could be 

argued that he is aware of the managerial necessities and this could be seen from his 

was influenced negati

approach. This evidenced that school admin

factor that influenced level of organizational trust was top-

sudden and top-down decisions.  

One of the most significant findings of this study was the inconsistency of 

decision-making at top-level administration and how it negatively influenced the 

trust perceptions of both teachers and the school administrator. This finding 

1967, p.164). Another significant finding was the 

empowerment at administrational level. There was a consensus that the 

administrator does not empower deputy administrators efficiently which leads every 

issue to be taken to the administrator.   

Previous trust studies evidenced an emphasis of trust as the most crucial unifying 

element at work environment and agreed that trust can be considered as openness 

and integrity (Gbarro, 1987). Like benevolence and competence, participants 

provided positive responses regarding openness and integrity as well. According to 

Fishman and Khanna (1999) trusting relationships may be due, in part, to the 
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transparency and visibility of a high degree of openness within an organization. 

Participant teachers also emphasized the importance of openness and they have 

suggested that the administrator needs to be more open. The findings of this research 

supported existing studies on trust; teachers agreed that their administrator can be 

seen trustworthy, which enabled them to share their professional and personal 

concerns with him to receive his guidance and support. Kanter (1989) stated that 

employees can trust managers only if they believe their managers will care about 

them and the findings of this research supported this statement. It is also evident 

from the findings that the length of working together had an influence on the 

te

 

This article contributed to the educational management literature investigating 

organizational trust through a case study. Besides existing dimensions of trust, it 

suggested further dimensions for future investigation. Although these new 

dimensions were suggested based on a case study, they are promising to investigate 

in various contexts to see the extent of generalizability to other educational 

organizations. It provided insights on a high school in North Cyprus providing 

and interpersonal trust and suggested 

certain areas to focus in developing further research on trust (i.e.: managerial 

attitude, top-

dimensions of trust for the practitioners to take into account whilst attempting to 

harmonize the dynamics of organizational trust at their organizations. 

Acknowledging the importance of building and maintaining trust at organizations is 

the most crucial step for creating successful, efficient and harmonious institutions 

and any future research contributing to the development of trust literature is 

invaluable.  
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