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TEACHER RARGAINING AS A QULTURAL
RITE OF CONFL ICT REDUCTION

Linda L. Putnam and Shirl ey VanHoeven

Labor-management relatlons are cruclal to the effectlveness of any
oarganization. in unlonlzed organizations, collectlve bargalining Is a
rirual 'zed activity, an annual rlte-of-confllct reductlion through . hich
management and | abor make legally blnding declslons about salarles, fringe
bemsf Its, workling condltions, and organlzational pol lcy.

As an arganizational rite, bargalning Is more than a way to reach a
contractual settlement. Rather It Is a process of constructing scclal
real ity=-a means of negotlating shared meanlngs between |abor and management.
Through Interactions and Interpretations of these Interactions, labor and
management enact thelr bargalning snvironment. Speclflcally, negotlation teams
communlcate separately to Interpret the other party's position and to
anticipate moves that the opponent might make. The two teams then construct a
new col | aborative soclal real Ity fran thelr Interactlons at the table and thalr
reactlons durlng cau-zus meetings. Thus, shared meanings devel op fram revIcing
expectations and Interpretations of messages and merglng two distinct soclal
real Itles. In thls sense, Integrative bargalning Is not only a form of jolnt
problem s>lviang; It Is a collaborative effort In constructing col lective
meanings of the bargalnlng process, contractuzi Issues, and | abor-management
rel atlonships. 7This process of construcring consensual meaning Is also a form
of shared consclousress that emerges from an organization's practices, rituals,
fantasles, and sagas.

Thls paper adopts symbol Ic convergen: 3 theoary to analyze the rltuals and

storles that foarm a shared conscliousness wlithin bargalining teams and between




management .nd |avor. This paper freats bargaining as a rite-of-conflict
reduction In |abor-management relations enacted through ritual ized behavliors
and sharing fzntasy themes about organizational |ife.

Bevley of Literature

Recent work In organizational communicatlon purports an Interpretive
perspactive on soclal understanding (Puinam & Pacanawsky, 1983) and a cul tural
view of organizational |ife (Pacanowsky & O°Donnel I-Trujllio, 1983; 1982). The
myriad of studles on orgenlzational cul ture has treated cul ture as a very
general, all-encompassling construct that subsumes all other phenamena (Trice &
Beyer, 1984). In thls study, the term "cul ture" represents "a system of . +
publ icly and collectively accepted meanings operating for a glven group at a
Jlven time" (Trice & Beyer, 1984, p. 654)., It conslsts of {wc baslc
components: "(1) I[ts substance, or the networks of meanings contalned In Its
ldect ogles, norms. and values; and (2) Its forms, or the practlcss, whereby
these meanings are expressed, affirmed and communlcated tc members" (Trice &
Beyer, 1984, p, 654). This paper examlnes cul ture through ar analysis of the
ritual s and fantasy themes of negotlators, team members, and ccnstltuents, It
summarizes research In progress that alms to provide a detalled systematic
study of the rltuals and storles generated during a bargainling eplsoda and
about a |ong~term | abor-management relatlonship., It speciflically focuses on
the way the fantasies and the ritual s characterize the devel opment of a common

yroup consclousness.

Lijerature Review
Symbol Ic Convergence Theqry
A theory of communication that centers directly on the devel opment of

group consclousness I|s sy bol Ic convergence theary (Barmann, 1983, 1985).




Symbol Ic convergence Is & general theory that accounts for the creation and

mal ntenance of a group consclousness, consisting of shared emotions, motives,
and meanings for arganizational events. "Symbol ic convergence creates,
mal ntalns, and al lows people to achleve empathic communion as well as a meeting
of *he minds™ (Barmann, 1983, pp. 102). Symbol ic convergence conslsts of three
parts: (1) a discovery of the way communlicative forms and practices evolve
Into structured patterns that create shared consclousness, (2) a description of
the dynamics of people sharing group fantasles, and (3) explanation of why
peopl @ share group famtasles (Barmann, 1983, p. 101). Convergence, as a form
of consensual meaning, rafers ™o the way thai two or more private symbol ic
worlds Incline toward each cother, come more closely together, or even overl ap
durlng certaln processes of communlcation®™ (Barmann, 1983, p. 102).

Thls thecaretical perspective farms the foundation for thls study because
(1) It runs counter to the ratlonal model s of negotlation such as game theory
eind soclal exchange theory; (2) I+ moves beyond the cognltive models of
negotlated meaning such as coorlentation processes, scripts, and negotlated
order; anc (3) It offers a coherent framework for examining rltual Istic
practices as cul tural forms and organizational storles as bargainlng substance.
In ef fect, symbol Ic convergence offers a theoretical model for Investigating
how people construct meanlngs together, one that encompasses sentiments,

emotions, and pol Itlcal views of arganizing.

Organizational Storlaes, Fantasy Themes,

And the Sharing of Group Fantasies

Organizational storles are a popular phencmenon for cul tural
Investigation. Storles refer to narratives that reflect a folkl ora qual Ity
(Pacanowsky & 0'Donnel! Trujlllo, 1982), aoral history of the organizational




past (Martin, 1982), and narratlves Interpreted in mythical forms (Kirk, 1970).
Storles can be developed from actual events or happenings or they can be
fictional. In elther case they constitute a symbol Ic reflection of the
organization's bel lefs, values, and ldeologles. Most of the studies on
organizational storles center on thelr functlons; specifically on the role of
storles in soclallzlng newcomers, In solviag problems (Mitroff & Kilmann,
1975); In enhanclng cul tural Identlflication (Martin, 1982); In glorifying heros
and ldentifylng villalns (Kirk, 1970); In {agitimating power rel ationshlips
(Barmann, Pratt, & Putnam, 1978); In providiag entertalmment (Kirk, 1970); and
In glving an historical texture to organizations (Pacanowsky &
0'Donnel I=-Trujlllo, 1982). Thls historical texturs stems fram .he telllng and
retel | Ing of storles that |Ink an organization’s present viith Its past. Most
of the research on storles freats story-telling as an act rather than a
process. Thase Investigations, while capturing the types and themes ot
storles, fall to grasp the way story-telling evolves and the way this process
| eads to symbol Ic convergence. .

Fanﬁsy themes are stories or Incldents In which the action and pl ots take
place ourside the here~and~now settirg of the communlcators. In small groups
It takes the fam of a dlgression fram the here-and~now task del iberations
(Bal @s, 1970; Sarmann, 1975). A fantasy employs dramatic Imagery that usually
follows a narrative structure, complete with plot |ines, villalns, herces and
herolnes, settings, and emotlonal Intensity. The sharing of group fantasles
entalls the psychologlcali process of being caught up In vhe story, havling
sympathy with the leadlng characters, demise for the antagonlst, and suspense
for the outcome. Organizational members who share a fantasy In the same way
begln to devel op similar attlitudes and emot!onal responses. They Interpret

some aspects of thelr experlence simllarly, thus achleving a type of symbol Ic




convergence (Bormann, 1983, p. 104). Through the process of sharing fantasles,

organizationa! members become avare of thelr group ldentlity, particularly when
fantasles distinguish the ™we" group fram the ™hey" of the others (Barmana,
1983, p. 108).

But fantaslies uo not exist as slolated storles. They occur In rheiorlcal
communitles among members who share a number of fantasles In a rhetorlcal
vislonse Rhetorlcal vislens, then, are unlfled shared fantzsles that reveal
how the arganization rel ates to Its environment and to I+s subdlvisions. They
are [ndexed through slogans, labels, and master analogles. They resemble
Sykes' (1970) use of the Term ™myth," &s a symbol ic Interpretation of an
experlence o Trice and Bever's use of |egendary myths.

An organizational saga Incorporates shared fantasles and rhetorical
vislons Into an historlical narrative that describes the unique accompl Ishments
of a group and Ifs leader (Clark, 1972). It encompasses the vaiues and
Ideol ogles that undergird rhetorlical vislons and that characterize group
achlevements. Thus, It may be shared v only a portion of the farmal
membershlp and Its undergirds what type of organization Is represented and for
what purpose.

Rites and Rituals

Organizational sagas, rhetorical vislons, and fantasy themes address the
substance or the networks of shared consclousness within an organlzation.
Rltes and rituals, however, conoen‘l':'re on the events and practices that enact,
al ter, and re7lect organizational culture. Thus, they serve as hehavigral
forms shaped by rhetorlical and symbol ic boundaries. Although rites and rituals
originate through the sharing of fantasles, they can alter the symbol Ic meaning

of fantasies and fom the basls for new rhetorlcal vlislons, A
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rite Is "a relatively el aborate, dramatic set oi activities that consol idates

cui tural expressions into one event™ (Trice & Beyer, 1984, p. €55). Thlis event

Is typically carried out through soclal Interaction (Bocock, 1974) and for a

designated audlence. Rltes and ceremonies are social dramas that [nvolve

del Iberate planning, careful managemenr, and rehecarsed sets of behaviors

(Kl uckhohn 1942; Van Gennep, 1960). RlItes and ceremonles are & so symbol ic

forms that make publ Ic the arganization's private values and attitudes (Bocock, |
1974; Deal & Kennedy, 1982; Fonterrose, 1971). As sets of observable i
actlvities, rltes occur repeatedly, usually at regular o patterned tTime

Interval s (Chapple, 1970; Fontenrose, 1971). They perform both Instrumental

and emotional functlions In that they lead to technlical and expressive

wonsequences. For example, the conferral of tenrure In unlversities serves as

an evaluation of faculty performance (technlcal consequences) and an
annol ntment of soclal Identlfication (expressive consequences).

Nested wlithin thils framework of rites and ceremonies are rltual Istic
behaviors that serve as norms, sanctions, and rulies to gulde appropriate
actlons. RItuasl s manage anxletles and soclal ize the Indlvidual Into the group,
but they rarely take on the publlic significance and planned event nature that
typifles rites and ceremonles (Fortes, 1962; Laughl in, McManus, & d'Aqulll,
1979). Ritucls are routinized and repeatable, but they occur In scripted
rather than planned and carefully managed behaviors. Slnce rituals are acted
out within ceremonles, however, the concepts are often used Interchangeably.
Examples of rituals Include a greeting In the form of a handshake or embi-ace,
cof fee breaks, glft glving, staff meetinas, and Friday afternoon bull sesslons.

Rltes and ceremonles, however, take on a more publ Ic nature such as retirement

dlnners, award ceremonles, and orlentatlon sesslons for new employees

(Pacanowsky & 0'Donnel |=Trujlllo, 1983; Trice & Beyer. 1984).,




Storles that are recounted at formal and Informal organlzational meetlngs
become ritual istic behavior. That Is, In some organlzational settings It
becomes expected behavlor for members to share fantasles at speclf Ic sesslons.
For Instance, lunch and coffee breaks may routinely enta!! the sharing of
fantasles about pol Itical consplracles, motives of organlzational |eaders, or
gossip and rumors embel | Ished In narrative farm. Company staff meetings might

begin or end with riltual Istic storles about the founding of the orgarnlzation,

4
Its charasmatic leaders, or Its loyalty to customers (Mltroff & Kllmann, 1976).

These aral historles or fantasles about signlflicant events emanate fram ari

feed Into a company's rhetorical vislon.

Rites of Organizational Conflict Reduction

Trice and Beyer (1984) present a typology of six dlfferent rites wlth
distinctive manlfest and |atent consequences. The six type are rites of
passage, degredation, enhancement, renewai, conflict reduction, and
Integration. RlItes of confl ict reduction and have particular significance for
this Investigation. Pol Itical models of corganlzations treat confl ict as an
lnevitable and pervasive aspect of organizational |life (Pfeffer, 1981).
Organlzations are comprised of a heterogeneous workfarce with a dlversity of
val ues. Different groups pramote thelr own goals which leads to a mul +ipl Icity
of competing and frequently contradictory objectives. These differences in
goals become particularly evlident In times of retrenchment, resource scarcilty,
and time constralnts; however any form of budget allocation entalls advocacy
and bargalning between cooperative, yet competing groups.

Trice & Beyer (1984) characterize collective bargalning as a rite of
confl Ict reduction In that It performs a peace-maklng ceremony between two

vylng factlions. In a model that resembles the dance of iwo rival groups of




North Andomen [slanders, the dancers form Into two physically separate groups,
express hostile or aggressive feel Ings to each other, while the opposing group

remalns fIm (Radcl iffe-Brown, 1964). Bargalning rites, however, are more

vehement In tone than thls peace-making dance. The archetype of bargalnlng

cast the unlon and management as adversarles with an Inherent confl izt of
Interest. Both sldes present long ! Ists of extravagant and divergent demands;

both face off at the conference table; and both reassure thelr respective

opponents of thelr commliments to demands through posturing, tough behavior,
and “false fights™ (Trice & Beyer, 1984). Embedded within thls rltual Istlc
activity Is the bel lef that bargalnlng ‘takes pl ace between equal s and that both
sldes general ly know what the final settlement will be. When a settlement Is
near, the union negotlator typlcally hecomes hostile and threatens to |eave the
scene, Management respends In a ritual Istic manner through reducing tensions,
fInding compranises, and pointing to areas of cooperation.

Confl ict Is reduced through the symbol ic value of the "will Ingness to
bargain In good faith." Bargaining represents a form of warker participation
that helps to molilfy dissatlsfled and hostile groups. It symbol izes the
willingness of authorities to ope wlth problems, to | Isten, and to pay
attention to the complalnts of participants (Trice & Beyer, 1984). The
expressive consequences of bargalning rites are (1) to minimlze status
differences that underlle confl icts and (2) to emphasize equal Ity. Latant
consequences suggest that bargaining deflects attention away fram solving major
problems and keeps It fram cClsrupting the arganizational equllibriun (Trice &
Beyer, 1984). In thls sense, rites of confl ict reduction | lke rites of
renewal, are aimed at refurb!shing exlsting structures. RlItes of renewal
member that problems are belng addressed, but In dolng so, they dlisguise the
nature of real problems by legitimating the authorlty of the exlsting system.

10




This study tests Trice & Beyer's model of bargalining rltes through the

examination of procedural rltuals, organlzational fantasies, and r!ltual Istic
language In a teachers' negotiation. It aims to uncover the communicative

forms that create shared consclousness, to describe shared fantasles, and to
Il lustrate the role of group fantasles In forming rhetorical visions. Flnally,
It alme to demonstrate haw fantasles themes and ritual istic behavlors support

the <ymbol Ic value of the bargalning rite.

Methodol ogy
Participants and School District

The particlpants In thils study are members of a |{arge suburban townshlg.
The school dlstrict employs 485 teachers and 25 admlnistrators and Incl udes 10
school s that enroll approximately 8,055 students. The district Is 8U%
unionlzed, with approximately 389 teachers belonging to the local and state NEA
affil iate. The township adminlstrators have negotlated Informally with the
teachers elght years prior to the passage of Publ ic Law 217, the state's Publ lc
Enployee's Bargalning Act; hence the district has a long history of
adminl strarive-teacher negotlations. This history has produced a 120-page
contract, one vaunted by the unloun as M™the most compl ete cont-act In the
state. "

Under the |law the adminlstratior must hargaln over salary, hours, fringe
benef Its, grlevances, and arbltration of unresolved grlevances. The
adminl stration must Jdlscuss working condltlons, currlculum, class slze,
pupll=-teacher ratlo, reduction In force, and budget appropriations, but ai-e not
required to Include tham In the con*ract., However, once they appear In the
contract, these Items are open for necotliation from year to year, The school

district under study hus incorporated a number of these "dIscussabiu" Issues
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into the bargaining arena. |If a settiement Is not reached, the bargainers can

empl oy fact-fIndling or medlation, but strikes are disallaved by |law. The state
ranks 48th In Its ald to publ Ic education; hence teachers' salarles have been
conslderably low for a number of years. Since this dlstrict recelves
additional monles for mll Itary students and bussing programs, ralses are

general ly higher than In other townshlps across the state,

Procedures

Two researchers observed approximately 40 hours of negotlatlon sesslions,
Interspersed with an additional 14 hours of caucus meetings. These sessions
comerised over 54 hours of observation., Bargalning sesslons covered a perlod
of 11 days, lasting 3 or 4 hours per day for some s~sslons of 15 hours for the
more | engthy ones.

The adminlstrative tem conslsted of slix people-~the asslstant
superintendent, who was the chlef negotlator for the team, three princlpals,
crossing high school, middie school, and elementary schools, one assistant
principal, and one staff employee fram the central offlce. Ali but one of the
members had served on previous teams; most had served for four or rive years.
The adminlstrative team reported to an elected school board, one that del egated
most contract decislons to the bargalning team, with the axceptlon of flInal
approval for percentage of ralses.

The teachers' team was comprised of sIix members~-the local union
president, +he past preslident of the unlon, and four el ected representatives
fram ol ementary, middle, and hign schools. Only 'wo of these six had served on
prevlous negotlation teams. The unlon prasldent was the chlef bargainer and
had never negctlated a contract befare thls sesslon, The teachers' team worked

with a Unlserv director, a hired unlon offliclal for thls particul ar district.
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He hel ped them prepare thelr contract proposals and served as thelir consul tant

Throughout the negotiaiions.

Teachers ind adminl|strators described thls bargalning eplsode as |ow In

confl lct and high In trust, characterized by some, but no* a large number of

838 of the 128 respondents to our survey were highly

"burning |ssues.™

satlsf led w Ith monetary Items In the settlement; 415 w- e highly satlsfled with

the languace Items; 618 were far more satlsfled this year than In prevlous

years.

Data Collaction
The researchers employed a mul tl-method approach to the collectlion of

data. Four methods were usc¢ '=—observations and detalled fleld notes
(approximately 1,300 pages of franscription), Interviews, survey
questlionnalres, and document analysls. Two observers took extensive fleld
nctes on the bargalning and the caucus sesslons. Fleld nnotes contalned a
near~verbatim dlalogue of Interactions as well as notes or the general
atmosphere and overal|l framewark of the event. Fleld notes wers expanded and
typed Into full notes shartly after the observations,

Seventeen one-hour Interviews were conducted wlith members of both
bargalning teans and wlth teache~s who dlid not serve on the current team (5
non-team members). Interviews sought Information on bargalning hlistory,
perceptions of the negotlation process, orligln and perceptions of bargalning
Issues, and | Inks between bargalning Issues and organizational communlcation.
Interviews werre audlo-recorded and transcripts were typed to ald wl+th data
analysls.

In addlton, questionnalres were prepared and sent to a random sample of

300 teachers; 128 of them were returned. Questlonnalres tapped priorities of

13
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Issues, satisfaction with the settlement, and organizational factors that might
contribute to the settlement. rlnally, the researchers collected copies of the
Immad! ate past contrac:, the teachers' Initlal proposal, and all written

counterproposal s exchanged at the table,

Data Analyslis
This particuliar project employs the transcripts of the 17 one-hour

Interviews; hence, 't represents only a prel Iminary attempt to isol ate fantasy
themes and bargalning rltuals. Conclusions drawn fram this prel imlnary
analysis are tentative, pending analyses of the bargalning and caucus di ai ogue.

In the flirst stage of this analysls, the researchers read through the
Interview tfranscripts to get a feel for the negotiation context. Then they
Isol ated three aspects of bargalning rites: (1) observable routinized
procedures evident In the bargsinlng, e.g., place, time, seating, signing of
‘~e cenfract; (2) fantasy themes and historical narratives recurring In the
bargalining rite; and (3) language patterns 'l'ha'l" became rltual Istic and unique
to the bargalning. These |anguage systems parallelled "Inside Jokes" or
abbrev lated fantasies.

Datu for each of these aspect. were plotted on |arge computer sheets and
tracked for each Interviewee. We sepaurated data fraom each teach to construct
shared consclousness of the bargalning for each team. Then we |coked for
simil aritles In the values and motives of the fantasles that would reflect a

symbol ic convergence on the meaning of thls bargalning rite.

Rasul ts
Admlnistrators Perspactive
Procedural Rituals, The adminlstrators recounted a number of patterned

behav lors that functioned as procedural rltuals. Namely, any change fram |ast
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year's contract was viewed as glving In on the part of the adminlstration. The

administration trled to sell language In the contract by working from the

ambh debn Pt
o auinl o

exiremée 0 the middie ground. OSut uld not

In AN
" '

give In on
power lcsues cuch as binding arbltration. In negotlations, once you've made an
offer, you don't change It. Extreme offers were viewed as tenslon release.
The teachers knew we wouldn't glvr 10 days of personal leave. Hawever, an
extreme offer on high priorlty Items such as salary was a slign of
unreasonabl eness. For Instance, the teachers' Inltlal offer was for a 12§
ralse, not a 25¢ ralse--1t was exaggerated, but reasonabl e.

Laucus meetings served as sovunding board sesslons, a chance for
re-grouping and coliecting your thoughts. It was not customary for an
administrator to take the teacher's s;de In t* a caucus meetings. Moreover, we
used this time to bad mouth the teachers. Negotliatlions were characterized as
Informai, both partles | ald out what they wanted and took stands. Nelther slde
engaged (n the Peacock dance or the angry rltunls of formal negotlations. The
admlinlstrators, then, described the bargalining process as Informal and
reasonabl e, characterized by admlinlstrators selling |anguage |tems, but not
power Issues, and by the teachers mzkling reasonabl e opening blds on salary.

Fantasy Tremes. The domlnant fantasy theme that adminlstrators shared was
the time when a professional negotlator, a | awyer with a doctorate degree, was
hired to bargaln for the adminlstrators. He was an outslder to education. He
coul d not rel 2te to the probl ems that teachers face. He didn't know what was
golng on and he was expensive. Simllar storles were conveyed about fact
fInders who hau been called In as Blg Brother to tell the teachers, "see we
told you so.™ Also a lawyer who advised the tecchers to test the contract

through arbltration hearings. The teachers lost, It cost them a great deal,

and the faculty member who pushed for the | awyer becume unpopular wlithin the
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union. A similar thame runs through the story of k!ckling the accountant off of

the administirator's team, He was a seedy character who could not be trusted.
He dlisgulsed hls conservative poi lcy of school finance In unclear soread
sheats. The rhetorlcal vislon that unifles these scenarios deplcts a "we"
agalnst "them" orleatation. The enemy, hawever, s the 3rd party
Interventinnlst who make troubl e for the negotlations, A value Implicit In the
vision Is that etfective bargainlng must be handled by the Insiders who know
the rul es.

Fantasy themes about the teacher's team cast them as nalve, hard worklng,
but very Inexperlenced. Storles were told about the Inltlal sarcasm of Susle,
the teacher's negotlator-~she came In sounding | lke a union mimick, a real
hard-nose that was opposite her normal behavior, but ber arguments were weak
and Illoglcal. The former teacher's negotlator, Bonnle, was a tough-minded,
rational barjalner. The administrators had a difflicult time countering her
sol 1d arguments. Another story that supported this fantasy of "nalve and
Inexperienced"” was the prim, petite el ementary teacher who sat In the back of
the bargalnirng sesslon and nodded her head | ke a blrd. "You've seen the kind
that slt on a drinking gl ass and go up and down all the time? She's Just | lke
woodpecker on a rotten |og back there. Her head bobbing up and dcwn. | wonder
If she Is going to sleep. We ail were laughing about It, not to put her down,
but It was great tenslon release.” This fantasy was obviously chalned out
during the adminlstrator's caucus meeting. It not only rel eased tension but
became 2 way of Interpreting the teacher's actlons and expectations In the
negotlation.

The language administrators used characterized both the actual
negotlations and the adminlstrators' caucus meetings. Negotlatiois are |lke

"candy bars that the administration has In Its possession. If's no' how much
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you can Increase your stock, but how | Ittle you have to give away." Chuck, our
negotlator, keeps a "steady hand" on the tiller of the bargaining process. He
bullds trust wlth the teachers and they think of him as rel iable and honest.
Caucus meetings are |lke the football team at half time. They oxplore "Hey,
what did you see? |s there an opening we can go to?" We have the espirit de
corps that devel ops around a management Image. It's easler to hold the ranks
together when we think we're on a dlvine mission--wlth a corner on the truth.
Rhetarical Yision. Overall, the adminlstrators vlewed bargalning as a
necessary ritual, It serves a symbol ic purpose, |lke "going to church on
Sunday morning.Y Spending two o~ thise concentrated weeks In thls decision
exchange ptocess makes people feel that they are representing some blg
entitles. It Is not the settlement no~ the final outcome that makes a
dlfference--taachers never look at the contract. Most teachers couldn't tell
, U what was In the contract. It Is the symbol ic process cf producing a
contract, by sharing unsolved problems, and by releasing tensions bullt+ up In
the "pressure cooker® of the :chool year. It Is a tradltlion that keeps people

“hinking that everything Is normal.

Jeachars' Perspective

Procedural Rituals. The teachers si.ared a similar rhetorical vlsion, but
they differed In thelr views of the rituals of the caucus sessions. They, too,
described thls year's bargaining eplsode as Infarmal. Joking was commonpl ace
at the table. The exchange of written proposals and counterproposals with |ong
caucus sesslons durlng the day reduced the need for lengthy night sessl ons.
Also, a |Imlted use of slde~bar sessions In which negotlators woul d meet
w Ithout thelr bargalning teams made the negotlations more open and informal.

In the past, Chuck, the adminlstrator's negotlator used these slde-bar sesslons
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to hls advantage. The teachers fol lawed the general practice of not inltiating
any Issues that they dldn't want to change. Nelther slde devel oped strategies
to decelve the other--both sldes are too astute about the bargalning process
for thils practice.

The teachers' caucus, unlike the adminlstrators' caucus, conslsted of
careful agandas, free and | lvely argument, and 2-to-3 hour meetings that
hammered out strategles and counterproposals. These differed markedly ¢ram
past caucus meetings In which, Bonnle, the past negotlator shared only the
Information she wanted the teachers to huar and sel dom Included teachers' ldeas
In officlal counteroffers. The teachers were well-organized and wel |=prepared;
they extracted sectlons fram prevlious contracts, typed up new proposals, and
presented an overall Image of competency. A ritual that they adopted fram the
adninlstrators was to make a "bottom=|Ine" proposal to slignal the flnal stages
of negotlation. Thls counterproposal stripped thelr requests to the bare
minimum el Iminat!ng exaggerated demands and "buffer" requests. The teachers
vi.ewed thelr use of thls strategy as a blg risk, but they fel + that thls move
swltched the power from management to the teachers.

Eantasy Themes. The teachers also shared fantasles of outside "enemles”
who made bargalning dlfficult. Hence, both sides converged on the be! lef that
"outslders" were the villalns. In the teacher's view, John, the accountarnt,
held the pirse strings. As one teacher explalned, "Notody understands John.
He has a way cf compl Icating an already complex budget by uslng 18~-month fiscal
reports for a 12-month time frame. He Is alwdys talklng around the flgures and
questlions and he typlcally takes hls vacation at cruclal times In the
negotiation. Thus, he has to be called In Florida to see If It's okay to go
with a particular salary flgure. No one, not even the .minlstrators, trust

the accountant."
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Storles about Bonnle as the hard-hitting tough teacher's negotlator of
past years cast her In the role of an outslder who did not uphold the ritual of
Informal negotiations or adhere to the new rhetorical vision of cooperation.
The scapegoats or villains In both sets of fantasy themes were outslders who
coul dn't be trusted or who hel d a different vislon of the bargalning real Ity.

Storles about the adminlstration cast them as wel I-intentioned,
disorganized, !l |-prepared and not sol Idly unifled. One member of the team was
effectively nulllfled by hard evidence that her bullding was responsible for
the misuse of teacher's fliles. She ended up dropplng out of the bargalinlng or
not talkin¢ about controversial Issues when she was present  3torles about
Chuck, the adminlstrator's negotlator, casts him as defensive at times but
rel lable and generally trustworthy. Teachers who knew him well told stores
about hls underhanded manipul atlve plays and his deslre for control.

Rhetorical Yislon. The teachers characterized bargalning as a eveit In
which labor and management exchange ldeas, two different phlilosophles are
presented, the other slde | Istens to your arguments. Bargalnlng, then, becomes
a communication farum. It Is an arena for dlscusslng probl ems fram the | avest
level of the arganization with members of the highest level of management.
Bargaining allaws people to dlscuss probl ems that have been totally Ignored by
bullding administrators. Problems are explared, unl lke group dlscussion,
through a frade-of f of proposals. As one teacher explalns, "It's | ke a tennis
match. The administration Is always saying that the ball Is In our court. In
truth, It goes back and farth | lke plng pong, only the ball gets bigger as It
rolls along until someone says, I'm golng to hold the ball, you glve up
something, and let's make a decislion.™ Another teacher remarked, "Bargalnl-g
Is not really a powerplay--only the State Legislature has real power; they
control the purse strings." But bargaining |s a form of symbol Ic power, a

13




ritual fa demonstrating that teachers can have a say !n the management of

thelr warking condl tions.

QDiscussion

This paper presents a prel Imlnary assessment of the teachers' and
adminl strators' symbol Ic meaning of a bargalning rite. As such, It serves as a
prol iminary ‘test of Trice & Beyer's (1984) model cf bargalning as confllct
reduction. Since thls paper focuses exciusively on the Interview data, we are
unable to track the sharing of the fantasles and the use of speciflic rltuals
and |anguage patterns.

The Interview data, however, reveals some Interesting concluslons about
the rhetorical vislon thls district has for col lective bargalning. This
rhetorical vislion casts "Inslders" as heroes and outslders as "™vlillalns." Past
experiences of bargalining dlfficul tles trace back to | awyers, fact fInders, and
the school accountant. These "outslders" fail to understand the rituals and
unlque condltlons under which the two teams operate. Thls appl les to Boanle,
who was the tough-minded past teacher's negotlator, and who broke the rules,
acted autocratically, and empl oyed slde-bars sessions. Both sldes then
achleved a sense of unlty as they bullt a vislon based on the "outsiders" as
enemies. Both sldes atiributed motives to the other side that reflected good
Intensions. Whan problems occurred and stumbl ing blocks |ooked big, the
adminl strators would fault the teachers! nalve and Inexperlenced background in
negotiations; the teachers would atir!bute problems to the adminlstrators'
disorganization and lack of preparation. Both sldes ' lewed the procedural
ritual s as Infamal, systematic, and effectlve.

As a bargalning rite, thls negotiation deviated markedly fram the model
lald out by Trice & Beyer (1984). Perhaps the prototyplcal posturling, extreme
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offers, and unreasonable demands, typlfy the early stages of devel oplng a
bargalining relationship or perhaps Industrlal as opposed to publ Ic sector
bargaining employs these rltuals annually. Thus, the rltual Istic behaviors In
the negotlation did not parallel thelr view of bargalining as a rite of confl Ict
reduction.

The rhetorical visions of bargainlng, hovever, were conslstent wlith the

manlfest and |atent consequences described by Trice & Beyer (1984), Namely,

barcaining served to minimize status dlfferences. Particlpatioa In this rlite
signaled a willingness to cope with problems and 1o pay attention to

di sputants. Bargalning functioned more as a renewal rite for reassuwrling that
something Is belng done about problems. The coniract, as a materlal Istic
symbol of negotlations, signifled that teachers have a say In declslons about
thelr fate. This teacher's negotlation, however, dld not serve is a rite for
blawIng of f steam or channel Ing hostlil Itles. Rather It func-rlone.d to relnfarce
the current authorlity system and communicated that everythlng Is normal=-=our
traditions are sacreds Future research wlll attempt to ascertzln haw ‘the
fantasy themes and rhetorical vislons evolved and yny they develop this

partlcul ar soclal real Ity for bargaln!ng particlpants.
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