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 For every thousand people hacking at the leaves of 
evil, there is only one striking at the roots (Thoreau). Sar-
banes-Oxley compliance has eclipsed the focus on the mistak-
enly so-called soft stuff, like trust. CFOs and auditors have re-
placed people developers and strategic-minded HR practition-
ers in the throne room. At the same time, one of the hottest 
topics today is ethics-ethics discussions, ethics curriculum, 
ethics training, and codes of ethics. 
 The greatest trust-building key is results. Trust is like 
the aquifer that feeds all of the subsurface wells in business 
and in life. These wells are often called innovation, comple-
mentary teams, collaboration, empowerment, Six Sigma, Total 
Quality Management, brand loyalty, or other strategic initia-
tives. Trust means confidence—the opposite of suspicion. In a 
high-trust relationship, you can say the wrong thing, and peo-
ple will still get your meaning. In a low-trust relationship, you 
can be very measured and precise and they’ll still misinterpret 
you. The moment there is suspicion about a person’s motives, 
everything he does becomes tainted (Gandhi). 
 One of the fastest ways to restore trust is to make and 
keep commitments—even very small commitments. Trust al-
ways affects 2 outcomes—speed and cost. Before 9/11 I used 
to arrive at the airport ½ hour before takeoff and was quickly 
able to clear security. After 9/11 more robust procedures and 
systems were put in place to increase safety and trust in flying. 
I now arrive 2 hours before a domestic flight and 3 hours be-
fore an international flight to ensure enough time to clear se-
curity. Sarbanes-Oxley was passed in response to the Enron, 
WorldCom, and other corporate scandals. Slow-moving and 
costly compliance regulations have replaced trust. When you 
break the big laws, you do not get liberty; you do not even get 
anarchy. You get the small laws (Chesterton). 
 Transcendent values like trust and integrity translate 
into revenue, profits, and prosperity. Do you trust your boss? 
Some companies have learned that the answer to this question 
is more predictive of organization performance than any other 
question they might ask. Widespread distrust in a society im-
poses a kind of tax on all forms of economic activity, a tax 
that high-trust societies do not have to pay. Just as the tax of 
low trust is real, measurable, and high, so the dividends of 
high trust are also real, quantifiable, and high. (S x E) *T = R 
(Strategy times Execution) multiplied by Trust equals Results. 
Total return to shareholders in high-trust organizations is al-
most 3X higher than the return in low-trust organizations. This 
new flat economy revolves around partnering and relation-
ships, which thrive or die based on trust (Thomas Freidman). 
 It is a myth that trust is slow. While restoring trust 
may take time, both establishing and extending trust can be 
done quickly and, once established, it makes the playing field 
exceptionally quick. Nothing is as fulfilling as a relationship 
of trust, as inspiring as an offering of trust, as profitable as the 
economics of trust, or has more influence than a reputation of 
trust. Your top responsibility should be to build trust.  
 Few things can help an individual more than to place 
responsibility on him and to let him know that you trust him. 
Trust is one of the most powerful forms of motivation and in-
spiration. People want to be trusted. They respond to it and 
thrive on it. We need to get good at establishing, extending, 

and restoring trust—not as a manipulative technique, but as the 
most effective way of relation to and working with others and 
getting results.  
 `Trust is a function of character and competence. 
Character is a constant; it’s necessary for trust in any circum-
stance. Competence is situational; it depends on what the cir-
cumstance requires. Live the values (character) and deliver re-
sults (competence). A top level leader has extreme personal hu-
mility (character) and intense professional will (competence)—
what he is (character) and what he does (competence). A good 
decision-maker focuses on balancing the heart” (character) with 
the “head” (competence). Leadership failure is always a failure 
of one or the other.  
 Your boss, board, spouse, children friends, or associ-
ates may all have problems with trust, but that doesn’t mean 
that you are powerless! There are 5 Waves: Self Trust deals 
with the confidence we have in ourselves—in our ability to set 
and achieve goals, to keep commitments, and to inspire trust in 
others. Relationship Trust deals with the “trust accounts” we 
have with others and the key is consistent behavior. Organiza-
tional Trust deals with how leaders generate trust in organiza-
tions, and the key is creation of structure, systems, and symbols 
of organizational trust that reduce or eliminate the most costly 
organizational trust taxes and create organizational trust divi-
dends. Market Trust is about reputation and brand among cus-
tomers, investors, and others in the marketplace. Societal Trust 
is about contribution—creating value and counteracting the sus-
picion, cynicism, and low-trust inheritance taxes within our so-
ciety.   
 We all have extraordinary influence on the first 2 
waves. Individual trust issues become geometrically multiplied 
as we move outward through the waves. Smart Trust is how to 
avoid gullibility (blind trust) on the one hand and suspicion 
(distrust) and on the other find that sweet spot where extending 
trust creates big dividends for everyone. While there is risk in 
trusting other people, there’s far greater risk in not trusting 
them. The ability to know when and how to extend Smart Trust 
will enable you to move the fulcrum and create leverage, so 
that you get things done with greater speed and lower cost. The 
best time to plant a tree is 20 years ago. The 2nd best time is to-
day (Chinese proverb). Trust is like a tree. 
 Americans expect CEOs to take the lead, make a com-
mitment to trust-building, be accountable, and deliver on the 
promise of trust through corporate behavior. There are 3 dimen-
sions of changing paradigms, including trust: behavior, lan-
guage and seeing. Your Credibility is based on your track rec-
ord which consists of your integrity, intent, capabilities, and 
results. Building self-confidence in others is a huge part of 
leadership. There are 3 kinds of people: the unsuccessful, the 
temporarily successful, and those who become and remain suc-
cessful. The difference is character. Capabilities are the tal-
ents, attitudes, skills, knowledge, and style that inspire confi-
dence. Results refer to our track record, performance and get-
ting the right things done. 
 We may visualize the 4 Cores of Credibility through 
the metaphor of a tree. Integrity is below the surface, the root 
system out of which everything else grows. Intent is the trunk 
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that emerges from beneath the surface out into the open. Capa-
bilities are the branches, the capacities that enable us to pro-
duce. Results are the fruits—the visible, tangible, measurable 
outcomes that are most easily seen and evaluated by others. 
Becoming aware of these cores, having a language to talk 
about them, and behaving in ways that inspire trust has dra-
matically increased my credibility and influence on others. 
 Many ethics solutions focus on compliance and con-
formity to regulatory and rules-based legislation, not on clari-
fying values and fostering integrity to those values and endur-
ing principles. Rules cannot take the place of character. A per-
son with integrity has no gap between intent and behavior. The 
good-to-great leaders are a paradoxical blend of personal hu-
mility and professional will, more like Lincoln and Socrates 
than Patton or Caesar. A humble person is more concerned 
about what is right than about being right, about acting on 
good ideas the having the ideas, about embracing new truth 
than defending position, about building the team than exalting 
self, about recognizing contribution than being recognized for 
making it.  
 The agenda that inspires the greatest trust is seeking 
mutual benefit. The negative of a mafia creed—punish 1, 
teach 100—is that in showing profound concern for the few, 
you teach an entire company. Unionism is typically a fruit of 
distrust. Doug Conant, CEO of Campbell Soup, tells his new 
coworkers or business partners explicitly that his agenda in-
cludes building trust with them, and that he wants them to gain 
trust in him as they see him do what says he will do. Declaring 
intent signals your behavior—it lets people know what to look 
for. 
 TASKS (Talents, Attitudes, Skills, Knowledge, 
Style) are our natural gifts and strengths. True happiness in-
volves the full use of them. Surround yourself with people 
who are more talented and competent than you. Knowledge 
and service workers learn most when they teach. There are no 
uninteresting things; there are only uninterested people. If you 
don’t like change, you’re going to like irrelevance even less. 
 While character is constant, competence is situa-
tional. If you can’t make mistakes, you can’t make decisions. 
The quickest way to decrease trust is to violate a behavior of 
character, while the quickest way to increase trust is to 
demonstrate a behavior of competence. Talk Straight balances 
with Demonstrate Respect. The only relationships that have 
ever been worthwhile and enduring have been those in which 
there is trust and alignment. Every interaction with every per-
son is a “moment of trust.” How you behave with one family 
member is noticed by other family members. How you act 
with one customer or client is observed by others. By behav-
ing in ways that build trust with one, you build trust with 
many.  
 Counterfeits include behaviors such as beating 
around the bush, withholding information, double-talk, flat-
tery, positioning, posturing, and spinning communication to 
manipulate the thoughts, feelings, or actions of others. “Spin 
tax” is one of the main reasons why trust is low in so many or-
ganizations. “Withholding tax” occurs where people withhold 
information and keep things “close to the vest.” As a result 
companies often have 3 meetings instead of one: the premeet-
ings (to prepare and position), the meeting themselves (where, 
because of all the spin and withholding, very little discussion 

of the real issues take place), and then the “meetings after the 
meetings” (the smaller meetings where the real discussion hap-
pens and the real issues are aired). When people have the cour-
age to stop the cycle of spin and Talk Straight, amazing things 
happen. Communication is clear. Meetings are few, brief, and 
to the point. Trust increases. Speed goes up. Cost goes down. 
 You can judge a person’s character by the way he 
treats people who can’t help him or hurt him. The Waiter Rule: 
you can learn much about a person by the way he treats the 
waiter in a restaurant. On the job, problems such as discrimina-
tion and sexual harassment have elevated respect to a major fo-
cus of organizational excellence. In the top 10 Great Places to 
Work, lower level employees are treated the same as senior 
managers. The end result of kindness is that it draws people to 
you. The only way to build trust professionally and personally 
is by being trustworthy.  
 Sunshine is the best disinfectant. Although product 
knowledge is proprietary, process knowledge is expected to be 
shared within the value chain. This transparency is at the core 
of all Toyota’s supplier relationships. Creating transparency 
creates buy-in. Humility (integrity), mutual benefit agenda (in-
tent), trust abilities and leadership skill (capabilities), or appro-
priate definition of and sensitivity to outcomes (results). 
Oprah’s behavior affirmed people’s confidence in her integrity 
and her genuine concern for others, which has been the hall-
mark of her brand and reputation. Watergate wasn’t so much a 
burglary as the failure to recognize mistakes, take responsibility 
for them, and to apologize accordingly (Haldeman). Despite the 
fact that most insurance companies tell doctors to not apologize 
to patients when they make mistakes, there’s increasing evi-
dence that those who do apologize and are respectful and empa-
thetic get sued less. People are more likely to sue when they’re 
mad. To retain those who are present, be loyal to those who are 
absent. Loyalty to principle is the best way to demonstrate loy-
alty to people. The counterfeit delivers activities instead of re-
sults.  
 The illiterate of the 21st century will not be those who 
cannot read and write, but those who cannot learn. One of the 
reasons people stop learning is that they are unwilling to risk 
failure. When people see you and your organization learning, 
growing, and renewing, they develop confidence in your ability 
to succeed in a rapidly changing environment, enabling you to 
build high-trust relationships and move with incredible speed. 
Anyone who stops learning is old--at age 20 or 80. Most con-
flict is a result of violated expectations. In an effort to make the 
expectation crystal clear, one executive went around the table 
and spoke directly to each person in the room individually—
eye to eye—and asked, “Do you understand that this is confi-
dential, and will you agree to keep the confidence?” It was a 
dramatic and effective way of clarifying the expectation. 
 The primary reason for unethical corporate behavior is 
unrealistic expectations. I have learned to quantify everything: 
What result? By Whom? Why when? At what cost? How will 
we measure it? How will we know when we have accomplished 
it? When and to whom is the accountability? It’s more effective 
to focus on results rather than activities, although with children 
you sometimes have to be a little more activity specific.  In 
looking for quality, speed, and cost, realize that you can pick 
any 2, but not all 3.  
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 Good leaders take more than their share of the blame 
and give more than their share of the credit. Follow through on 
your agreements. Give family members a person and a culture 
they can trust. Leadership ultimately means understanding 
people. As long as a person is communicating with high emo-
tion, he does not yet feel understood. When you make a com-
mitment, you build hope; when you keep it, you build trust. It 
is a leader’s responsibility to demonstrate what it means to 
keep your word and earn a reputation for trustworthiness. 
Keeping commitments is the number one influencing behav-
ior.   
 The 10–Year Rule for priorities: 10 years from now, 
what will I be glad I did? To establish a new relationship 
where you want to build trust fast, find a value-added reason 
to make a commitment and keep it…and do it again…and 
again…and again. Trust men and they will be true to you; 
treat them greatly and they will show themselves great (Emer-
son). When you trust people, others tend to trust you in return.  
 Other airlines attempted to copy the JetBlue (and 
Southwest) discount model, but they haven’t been able to im-
plement it nearly as effectively because they can’t copy a cul-
ture of trust. The quickest way to make a withdrawal is to vio-
late a behavior of character; the quickest way to make a de-
posit is to demonstrate a behavior of competence. Organiza-
tions are no longer built on force, but on trust (Drucker).  
 The biggest “aha” from this learning comes when 
people realize that dysfunction is happening as a result of vio-
lation of principle, individually and organizationally. It hap-
pens when they—particularly leaders—blame the behaviors of 
people on a low-trust environment without understanding their 
own responsibility to create, deploy, and maintain systems that 
promote an environment of high trust. All organizations are 
perfectly aligned for the level of trust they get. Trust is the 
most significant predictor of individuals’ satisfaction within 
their organization. The surest way to make a man untrustwor-
thy is to distrust him and show it. Bureaucracy defends the sta-
tus quo long past when the quo has lost its status. Low trust 
breeds bureaucracy, and bureaucracy breeds low trust. In low-
trust organizations, bureaucracy is everywhere. When mores 
(cultural values) are sufficient, laws are unnecessary; when 
mores are insufficient, laws are unenforceable. Without trust, 
collaboration is merely cooperation, which fails to achieve the 
benefits and possibilities available to true collaborators in the 
knowledge worker age. 
 Trust is becoming the vital component in customer 
loyalty and brand strength. The ability to establish, grow, ex-
tend, and restore trust is the key leadership competency of the 
new global economy. Our assets are our people, our capital 
and our reputation. If any of those are diminished, the last one 
is the hardest to regain. (Hank Paulson, CEO, Goldman 
Sachs. 
 Many brands are now being taxed (or receiving divi-
dends) based on people’s perception of and trust in the country 
of origin of the brand. To beat back the threat of openness, ter-
rorist have deliberately chosen to attack the very thing that 
keeps open societies open, innovating, and flattening--that is 
trust. The evolution of capitalism has been in the direction of 
more trust and transparency, and less self-serving behavior. 
This has brought with it greater productivity and growth, 
which has occurred because the benefits of trust are potentially 

immense and a successful market system teaches people to rec-
ognize those benefits. You may be deceived if you trust too 
much, but will live in torment if you don’t trust enough. Extend 
trust conditionally to those who are earning it and abundantly to 
those who have already done so.   
 The path to restore trust is the same as that to build 
it—increase your personal credibility and behave in ways that 
inspire trust. The weak can never forgive. Forgiveness is the at-
tribute of the strong (Gandhi). We don’t forgive to abdicate the 
“offender;” we forgive to bring clarity and peace to ourselves. 
Trust between managers and employees is the defining charac-
teristic of the very best workplaces. Extending trust to others 
rekindles the inner spirit—both theirs and ours. 
 
 [One of the fastest ways to restore trust is to make and 
keep commitments—even very small commitments. Nothing is 
as fulfilling as a relationship of trust, as inspiring as an offer-
ing of trust, as profitable as the economics of trust, or has more 
influence than a reputation of trust. Trust is a function of 
character and competence. The best time to plant a tree is 20 
years ago. The 2nd best time is today (Chinese proverb). Trust is 
like a tree. Credibility is based on your track record which 
consists of your integrity, intent, capabilities, and results. 
Capabilities are the talents, attitudes, skills, knowledge, and 
style that inspire confidence. The agenda that inspires the great-
est trust is seeking mutual benefit. If you don’t like change, 
you’re going to like irrelevance even less. The quickest way to 
decrease trust is to violate a behavior of character, while the 
quickest way to increase trust is to demonstrate a behavior of 
competence. The only relationships that have ever been worth-
while and enduring have been those in which there is trust and 
alignment. You can judge a person’s character by the way he 
treats people who can’t help him or hurt him. Keeping commit-
ments is the number one influencing behavior.  Trust is the vital 
component in customer loyalty and brand strength. The ability 
to establish, grow, extend, and restore trust is the key leadership 
competency of the new global economy.] 


