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LEADING AT THE )
SPEED OF TRUST §&

PRESENTATION SNAPSHOT

The Speed of Trust challenges our age-old assumption that trust is
merely a soft, social virtue and instead demonstrates that trust is a
hard-edged, economic driver - a learnable and measureable skill that
makes organizations more profitable, people more promotable, and
relationships more energizing.

This fast-paced and engaging presentation dramatically reveals
TRUST as the hidden variable that will become your most leverage-
able tool, fueling your current strategic imperitives. We call it “Leading
at the SPEED of TRUST.”

Myths Realities
* Trust is soft. * You canlearn TRUST
* Trust is slow. * You can quantify TRUST
* You can’t teach trust. * You can get good at

Trust is built solely on integrity.
« Once lost, trust cannot be restored. -«
You either have trust, or you don't.

engendering TRUST
Nothing is as FAST as the
SPEED of TRUST!

Primary Objectives
By framing Trust in a new light this presentation will:

1) Make the business and economic case for trust
2) Show how the ability to generate trust is the critical leader-
ship competency in this new global economy

3) Demonstrate how to master the skill of engendering trust-
both personally and in your organization

Stephen M. R. Covey asserts that:

“The abimty to establish, grow; extenda, and restore
Lust with all stakeholders-customers, business part-
nELS, Investors, and co-workers-s the key /eaders/ip
competency of the new; globa/ economy.”
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KEY LEARNINGS

4 Cores of Credibility:
Beyond ethics...credibility is the
foundation of all trust.

Character Competence
* integrity * capability
e intent e results

5 Waves of Trust:

Beyond “who you trust” this
presentation reveals the bigger
question-“Who Trusts You?”

e Self Trust

e Relationship Trust
¢ Organizational Trust
e Market Trust

¢ Societal Trust

13 Behaviors of High

Trust Leaders:

You can't talk your way out of
something you behaved your
way into.

Talk Straight
Demonstrate Respect
Create Transparency
Right Wrongs

Show Loyalty
Deliver Results

Get Better

Confront Reality
Clarify Expectations
Practice Accountability
Listen First

Keep Commitments
Extend Trust
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America picks a winner - CEO of Trust Stephen M. R. Covey

#2 New York Times Business Bestseller, February 2008
#3 New York Times Bestseller, February 2008

#1 Wall Street Journal Bestseller, February 2008

#12 USA Today All Books Bestseller, February 2008

“Covey brilliantly focuses on that overlooked bedrock of democratic capitalism - trust.

Like the air we breathe, we too often take this critical intangible for granted. As
Covey makes clear, we do so at our ultimate competitive peril.”

- Steve Forbes, President & CEO, Forbes

“This book can change lives when it comes to building trusting personal and profes-
sional relationships. Covey helps us understand how to nurture and inspire immedi-
ate trust in every encounter, which is the foundation for true and lasting success in
life. Avery interesting and enlightening read.”

- Larry King

“Want to be an irresistible positive force? Combine personal responsibility with com-
passion and respect for others. Want to know how to do this perfectly? Read The
Speed of Trust.”

- Dr. Laura Schlessinger, Internationally syndicated radio host,
Author of The Proper Care and Feeding of Marriage

“As Stephen M. R. Covey put it in his new book, The Speed of Trust, ‘when you build
trust with one, you build trust with many.’... That’s exactly what your Sailors, Ma-
rines, Soldiers, Airmen and Coast Guardsmen are out there doing every day on your
behalf...”

- Admiral Mike Mullens- Chairman of the Joint Chiefs of Staff

“Trust is a source of stress in the lives of Americans. | am convinced that lack of
trust is a friction that slows down the very machinery of life. Now there is much more
insight as to why this is so. Trust to me is a fundamental attribute —if not the most
important one. The Speed of Trust helps folks understand how they can make a dif-
ference in their own lives—[Trust] is the only way we will change this country.”

- Dr. Mehmet Oz, Dr. Mehmet Oz Show, Oprah & Friends Radio
Bestselling Author of YOU: The Owner’s Maual; “Ask Dr. Oz” on The Oprah
Winfrey Show

“I’'m especially impressed with how Covey has been able to elucidate just how pow-
erful the role of something we take for granted—trust—can be. Keep your eye on
him. This is an original mind whose assertions have made even the most pragmatic
management and leadership gurus take notice.

- Newton Holt, Chief Editor, AssociationNOW, ASAE Publication
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WHAT THE PRESS
IS SAYING:

“The Speed of Trust,” was named
by “BusinessWeek” as one of the
top-five career books of 2006.

The New York Times sees Stephen
M. R. Covey as the next potential
business sage and guru, calling

The Speed of Trust the most intru-
iging business book of Fall 2006.

USA Today claims “Vital to good
business...Covey... has a finger
on the pulse of something impor-
tant.”

Chief Executive cites “[In] the
business case for trust, we've
always known trust matters; now
we know share price depends
on it”

FACTS:

The Speed of Trust has been
translated and published in 22
languages.

Stephen M. R. Covey has been
hired to speak in over 40 global
cities.

Stephen M. R. Covey has written
for and/or been interviewed by
CNN, PBS, CNBC, NPR, Chief Ex-
ecutive Magazine, Chielf Learning
Magazine, Forbes, McClean’s, Fox
Business News, Financial Times,
AsiaOne and many other leading
press outlets.

Stephen was invited to present

at the World Economic Forum’s
“Summer Davos” in Tianjin,
China. At the close of the Forum,
there was a general session vote
to identify the top challenges for
the coming year. We were all
surprised that the global financial
crisis was voted #2. The #1 chal-
lenge was a crisis of Trust and
Confidence.
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“Your book, (The Speed of Trust)...is even more relevant in the world we have seen
evolving over the last weeks. Congratulations and thank you!

- Klaus Schwab, Chairman and Founder, World Economic Forum, Summer
Davos, September 27 - 28, 2009, Tianjin, China

“Thank you for agreeing to be the guest speaker at this year’s All Flag Officer Train-
ing Symposium... The revolutionary concept of the material presented in The Speed
of Trust is perfectly aligned with Navy’s newly implemented Business Enterprise. This
is a great opportunity for Navy senior leadership to hear your unique insight regard-
ing today’s leadership challenges directly from ‘the source.’

- Admiral Mike Mullen, Chairman of the Joint Chiefs of Staff

“The Speed of Trust is not a topic, it is a movement — one that | encourage all Chi-
cago businesses to engage in.”

- Jerry Roper, President and CEO, ChicagoLand Chamber of Commerce

“I cannot believe in someone or something more than | do Stephen and his book!!!
After reading the first few chapters of The Speed of Trust, | knew that this was ex-
actly what our team needed to hear in the midst of the real estate industry’s largest
merger/acquisition of CBRE and Trammell Crow Company. He was inspiring, enter-
taining and the results from our time have led to faster and more efficient interaction
with our teams. In a world awash with “How To” seminars, this was the best | have
ever been a part of.”

- Tony Long, President, CB Richard Ellis, Asset Service

“We learn from Stephen M. R. Covey that continuous improvement is one key to
developing trust, the centerpiece of relationship formation. There are compelling
economic and social benefits of building high-trust relationships and being able to
move with incredible speed. In my view, this book will inspire leaders just as Dale
Carnegie’s book, How to Win Friends and Influence People, has inspired generations
over the past 50 years.”

- Jim Hislop, Managing Director of Transportation Resource Partners and
the President and Chief Executive Officer of Penske Capital Partners

“TRUST is a shamefully elusive quality in business, leading organizations to make
poor decisions, go to market more slowly, and waste time and effort in unproduc-

tive pursuits... Stephen M. R. Covey drove his message home as thought leader

at our Annual Meeting & Exposition for the ASAE and the Center for Association
Leadership—the secret of speed to market, loyalty, responsiveness, and a high-func-
tioning—even remarkable —organization may be the most elementary (but all to often
absent) component of effective human relationships: TRUST.”

- Newton Holt, ASAE and the Center for Association Leadership,
AssociationNOW Feature on Trust, July 2007

“Thank you for sharing the powerful message on The Speed of Trust. We have

- received rave reviews on your presentation and truly appreciate the time you

)‘\,/‘HE put into getting to know our guests and supporters. Your presence at this

=/ 3,/11/,7 event was invaluable, and we are so grateful for your words of truth on leader

BoE ship and ethics.”

- Michelle Gonzalez, Director, Easter Seals of Florida

SIGNIFICANT
CLIENTS

Marriott International
Campbell Soup

Jet Blue

Deloitte Touche
American Express
Macrovision

IBM

Easter Seals of America
CB Richard Ellis

Dell

Black and Decker

Toro

NuSkin

Procter and Gamble
Penske

Eli Lilly

Harvard Business School
Ernst & Young
Southwest Airlines
American Society for
Training and Development
Institute of Internal Auditors

e Department of the Navy
e ASAE and the Center for

Association Leadership
American Management
Association

American Dental Association
FritoLay

Texas Christian University
University of North Carolina
University of Arkansas
Medical Science

University of Texas Medical
Branch

Project Managers
International

e Fidelity
e Delphi
¢ Naval Criminal Investigative

Services
Women in Federal Law
Enforcement
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“The Speed of Trust is red-hot relevant. In an age of heightened business regulation and oversight, it is important
to focus on fundamentals. And trust is the intangible asset that can help assure the long-term sustainability of any
organization or enterprise.”

- William G. Parrett, CEO, Deloitte Touche Tohmatsu, Senior Partner, Deloitte & Touche USA LLP.

“Trust strikes at the heart of our success at JetBlue. Trust is key to the speed of our growth. The Speed of Trust
articulates better than any book that trust is the one thing that changes everything—in business and in life. With
high trust, success comes faster, better and at lower cost.”

- David Neeleman, Founder and CEO, JetBlue Airways

“Trust reduces transaction costs; it reduces the need for litigation and speeds commerce; it actually lubricates orga-
nizations and societies. At last someone is articulating its true value and presenting it as a core business compe-
tency.”

- Marilyn Carlson Nelson, Chair and CEO, Carlson Companies

“Stephen M. R. Covey has done it! He has articulately zeroed in on the leadership challenge of the new millennium
- the ability to cultivate and leverage trust. This is a ‘must-read’ for all aspiring leaders.”

- Douglas R. Conant, President & CEO, Campbell Soup Company

“When | received this book and was asked by Stephen M. R. Covey to read it and offer my comments, my first
impulse was, ‘I don’t have the time.” However, as | read the foreword, then the first few chapters, | could not put it
down. ltis exactly what business leaders need today... Everyone should make time to read this book.”

- Nolan D. Archibald, Chairman and CEOQO, Black & Decker Corporation

“Covey convincingly makes his case that trust is the one thing that changes everything. He shows that speed is the
currency of success and trust is the source. In an era when so many of our leaders have shown themselves to be
strangers to the power of trust, this book is a must-read.”

- Marcus Buckingham, coauthor of Now, Discover Your Strengths

“Identifying trust as the critical leadership competency of the new global economy, Stephen M. R. Covey describes
how this vital quality can be established, grown, extended and restored within our society and throughout the world.
The SPEED of Trust is a must read for all of us.”

- Ken Blanchard, Coauthor of The One Minute Manager and The Secret

“Stephen Covey’s work changed the world. I'd bet the price of this exciting book and more that his son, Stephen
M.R. Covey, will have at least as much impact. The Speed of Trust is an amazing book starting with its novel and
powerful title--my greatest wonder was why it hadn’t been written before.

- Tom Peters, Author of Re-imagine!, Coauthor of In Search of Excellence

“If you want to speed forward to wealth, you have to have unconditional trust to maximize earnings. This great
book will tell you how.”

‘ - Mark Victor Hansen, Co-creator of #1 New York Times best selling series Chicken Soup for the Soul,
Coauthor of Cracking the Millionaire Code and The One Minute Millionaire

HE

WEEED

(/L LIL/1

FIRUST

. The One Thing That

= Changes Everything’




Concentrated Knowledge™ for the Busy Executive ® www.summary.com

Vol. 28, No. 11 (3 parts), Part 1, November 2006 » Order # 28-26

SOUNDVIE\X/

Bk/

Executive
ook Summaries

7 RO WL B 00 .

LSNAL 40 ddddS AHL

RUS]

The One Thing That
Changes Everything

JITH REBECCA & MERRILE

By Stephen M. R. Covey with
Rebecca Merrill

CONTENTS

Nothing Is as Fast as the
Speed of Trust
Pages 2, 3

Myth vs. Reality
Page 2

You Can Do Something
About This!
Page 3

The First Wave: Self-Trust
Pages 3, 4

The Second Wave:

Relationship Trust
Pages 5, 6

Stakeholder Trust: The
Third, Fourth and Fifth
Waves

Pages 6, 7

eBay Creates Transparency
Page 6

Inspiring Trust
Pages 7, 8

Smart Trust™ Matrix
Page 7

The One Thing That Changes Everything

THE SPEED
OF TRUST

THE SUMMARY IN BRIEF

There is one thing that is common to every individual, relationship,
team, family, organization, nation, economy and civilization throughout the
world — one thing which, if removed, will destroy the most powerful gov-
ernment, the most successful business, the most thriving economy, the most
influential leadership, the greatest friendship, the strongest character, the
deepest love.

On the other hand, if developed and leveraged, that one thing has the
potential to create unparalleled success and prosperity in every dimension
of life.

That one thing is trust.

The Five Waves of Trust model serves as a metaphor for how trust
operates in our lives. This summary will cover these forms as the structure
for understanding and making trust actionable, including a look at the
Four Cores of credibility and the 13 Behaviors of high-trust leaders.

The summary concludes with a section on restoring lost trust on the
societal, market, organizational, relationship and personal level.

In all cases, the Four Cores and 13 Behaviors provide powerful
restoration models.

What you will learn in this summary:

v The economics of trust and its effects on speed and cost in relation-
ships and organizations.

v’ How you can assess your credibility based on character and
competence.

v’ The 13 Behaviors common in people with high-trust relationships.
v’ The taxes and dividends that flow from organizational trust.

v/ How micro trust issues in the self and in relationships flow outward
to affect market reputation and societal contribution.

v’ How to be an effective leader by inspiring and extending trust.
v How to restore lost trust.

Published by Soundview Executive Book Summaries, P.O. Box 1053, Concordville, PA 19331 USA

© 2006 Soundview Executive Book Summaries  All rights reserved. Reproduction in whole or part is prohibited.
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THE SPEED OF TRUST

By Stephen ML.R. Covey with Rebecca Merrill

— THE COMPLETE SUMMARY

Nothing Is as Fast as the
Speed of Trust

Simply put, trust means confidence. The opposite of
trust — distrust — is suspicion.

The difference between a high- and low-trust relation-
ship is palpable. Take communication. In a high-trust
relationship, you can say the wrong thing and people
will still get your meaning. In a low-trust relationship,
you can be very measured, even precise, and they’ll still
misinterpret you.

You don’t need to look far to realize that, as a global
society, we have a crisis of trust on our hands. On the
organizational level, trust within companies has sharply
declined. But relationships of all kinds are built on and

Myth vs. Reality

Reality

Trust is hard, real and
quantifiable. It
measurably affects
both speed and cost.

Myth
Trust is soft.

Trust is slow.

Nothing is as fast as
the speed of trust.

Trust is built solely
on integrity.

Trust is a function of
both character and
competence.

You either have trust
or you don't.

Trust can be both
created and destroyed.

Once lost, trust
cannot be restored.

Though difficult, in
most cases lost trust
can be restored.

You can’t teach trust.

Trust can be effectively
taught and learned, and
it can become a
leverageable, strategic
advantage.

Trusting people
is too risky.

Not trusting people is
a greater risk.

You establish trust

one person at a time.

Establishing trust
with the one establishes
trust with the many.

sustained by trust. They can also be broken down and
destroyed by a lack of trust.

Society, organizations and relationships aside, there’s
an even more fundamental and powerful dimension to
self-trust. If we can’t trust ourselves, we’ll have a hard
time trusting others. Personal incongruence is often the
source of our suspicions of others.

Truly, we are in a crisis of trust. It affects us on all
levels — societal, institutional, organizational, relational
and personal.

Economics of Trust

Trust always affects two outcomes: speed and cost.
When trust goes down, speed goes down and cost goes
up. Consider the time and cost of airport security after
9/11, or costs for Sarbanes-Oxley Act compliance,
passed in the U.S. in response to Enron, WorldCom and
other corporate scandals.

When trust goes up, speed goes up and cost goes
down. Warren Buffett completed the acquisition of
McLane Distribution from Wal-Mart on the basis of a
two-hour meeting. Because of high trust between the
parties, the merger took less than a month and avoided
the usual months and millions for due diligence and
attorneys.

(continued on page 3)

The authors: Stephen M. R. Covey is co-founder and
CEO of CoveyLink Worldwide. A sought-after and com-
pelling keynote speaker, author and advisor, Covey
addresses audiences around the world on issues such as
trust, leadership, ethics and high-performance.

Rebecca R. Merrill is an accomplished writer. She is
co-author with Stephen R. Covey and Roger Merrill of
The New York Times bestseller First Things First and co-
author with Roger Merrill of Life Matters and
Connections.
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Nothing Is as Fast as the Speed of Trust
(continued from page 2)

The serious practical impact of the economics of trust
is that we are paying a hidden low-trust tax right off the
top — and we don’t even know it!

You’ve undoubtedly seen this tax in action many
times — perhaps in a conversation where you can tell
that someone is automatically discounting everything
you say by 20 percent, 30 percent or even more. In
some situations, you may have paid an “inheritance tax”
when you’ve stepped into a role that was occupied by
someone who created distrust before you.

Just as the tax created by low trust is real, measurable
and extremely high, so the dividends of high trust are
also real, quantifiable and incredibly high.

Whether it’s high or low, trust is the “hidden variable”
in the formula for organizational success. The tradition-
al business formula is:

(Strategy x Execution = Results).

But there is a hidden variable:

(Strategy x Execution) x Trust = Results.

A company can have an excellent strategy and a
strong ability to execute; but the net result can be torpe-
doed by a low-trust tax or multiplied by a high-trust div-
idend. This makes a powerful business case for trust,
assuring that it is not a soft, “nice to have” quality.

One of the reasons this hidden variable is so signifi-
cant in today’s world is that we have entered a global,
knowledge worker economy that revolves around part-
nering and relationships. The ability to establish, grow,
extend and restore trust with all stakeholders — cus-
tomers, suppliers and co-workers — is the key leader-
ship competency of the new, global economy. Wl

You Can Do Something
About This!

Who do you trust? A friend? A work associate? Your
boss? Why do you trust this person? What is it that
inspires confidence in this particular relationship?

Now consider an even more provocative question:
Who trusts you?

With the increasing focus on ethics in our society, the
character side of trust is fast becoming the price of entry
in the new, global economy. However, the differentiat-
ing and often ignored side of trust — competence — is
equally essential.

Once you become aware that both character and com-
petence are vital to trust, you can see how the combina-
tion of these two dimensions is reflected in the approach
of effective leaders and observers everywhere. People
might use different words to express the idea, but if you

reduce the words to their essence, what emerges is a
balancing of character and competence.

The Five Waves of Trust

Your boss, division leader, CEO, board of directors,
spouse, children, friends and associates may all have
problems as far as trust (or anything else) is concerned.

But that does not mean that you are powerless! In
fact, you probably have no idea how powerful you can
be in changing the level of trust in any relationship if
you know how to work “from the inside out.”

The key is in understanding and learning how to navi-
gate “The Five Waves of Trust.” This model derives
from the “ripple effect” metaphor that graphically illus-
trates the interdependent nature of trust and how it flows
from the inside out.

It defines the five levels, or contexts, in which we
establish trust. It also forms the structure for under-
standing and making trust actionable.

First Wave: Self Trust. The key principle underlying
this wave is credibility.

Second Wave: Relationship Trust. The key principle
underlying this wave is consistent behavior.

Third Wave: Organizational Trust. The key princi-
ple underlying this wave, alignment, helps leaders create
structures, systems and symbols of organizational trust.

Fourth Wave: Market Trust. The underlying princi-
ple behind this wave is reputation.

Fifth Wave: Societal Trust. The principle underlying
this wave is contribution.

Understanding these waves will enable you to see,
speak and behave in ways that establish trust, allowing
you to become a leader who gets results by inspiring
trust in others. M

Soundview Executive Book Summaries®

The First Wave: Self-Trust

The good news is that we can increase our credibility,
and we can increase it fast, particularly if we understand
the four key elements, or four “cores” that are funda-
mental. Two of these cores deal with character; two
with competence.

Core 1: Integrity

To use the metaphor of the tree, integrity is the root.
Even though it’s underground and not even visible most
of the time, it is absolutely vital to the nourishment,
strength, stability and growth of the entire tree.

We’ve all seen people with enormous capability,
strong results, even sometimes good intent who unfortu-
nately go about what they’re doing in a dishonest or
unprincipled way. It’s “the ends justify the means” men-
tality.

(continued on page 4)
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The First Wave: Self-Trust
(continued from page 3)

On the other hand, to have integrity only — and not the
other three Cores — is to be a “nice guy,” maybe even a
thoroughly honest person, who is basically useless.

To most people, integrity means honesty — telling the
truth and leaving the right impression. But there are at
least three additional qualities: congruence, humility
and courage.

So how do we go about increasing our integrity?

1. Make and keep commitments to yourself.

2. Stand for something.

3. Be open.

Core 2: Intent

In the dictionary, intent is defined as “plan” or “pur-
pose.” No discussion of intent would be complete with-
out talking about three things: motive, agenda and
behavior.

1. Motive. Motive is your reason for doing something,
and it inspires the greatest trust when it shows genuine
concern for people, purposes and society as a whole.

2. Agenda. Agenda grows out of motive. It’s what you
intend to do or promote because of your motive. The
intent that inspires the greatest trust is seeking mutual
benefit, realizing that life is interdependent and seeking
solutions that build trust and benefit for all.

3. Behavior. Typically, behavior is the manifestation
of motive and agenda. The behavior that best creates
credibility and inspires trust is acting in the best interest
of others. This is where the rubber meets the road. It’s
easy to say “I care,” and “I want you to win,” but it is
our actual behavior that demonstrates whether or not we
mean it.

In many organizations, the message communicated by
behavior is not “we care;” it’s “you’re expendable.”
Consider these findings from a study:

® Only 29 percent of employees believe that manage-
ment cares about them developing their skills.

® Only 42 percent believe that management cares
about them at all.
It’s important to keep in mind that sometimes, unfor-
tunately, poor behavior turns out to be bad execution of
good intent.

1. Examine and redefine your motives. It’s human
tendency to assume we have good — or at least jus-
tifiable — intent.

2. Declare your intent. It signals your behavior and
lets people know what to look for so they acknowl-
edge it when they see it.

3. Choose abundance. Abundance means there is

Soundview Executive Book Summaries®

enough for everybody. The opposite — scarcity —
says that there is only so much to go around, and if
you get it, I won’t.

Role models, insightful thought leaders and practi-
tioners serve as powerful reminders that we can do
something about even the very deep, personal, charac-
ter-based issues that impact our credibility, which is the
prerequisite for trust.

Core 3: Capabilities

Going back to the metaphor of the tree, capabilities
are the branches that produce the fruits or results.
Capabilities are particularly essential in today’s chang-
ing economy, where technology and globalization are
outdating skill sets faster than ever before.

One way to think about the various dimensions of
capabilities is to use the acronym TASKS (Talents,
Attitudes, Skills, Knowledge, Style).

Talents are our natural gifts and strengths. Attitudes
represent our paradigms — our way of seeing — as
well as our ways of being. Skills are our proficiencies,
the things we can do well. Knowledge represents our
learning, insight, understanding and awareness. Style
represents our unique approach and personality.

The end in mind here is to develop our TASKS and to
create the best possible alignment between our natural
gifts, our passions, our skills, knowledge and style and
the opportunity to earn, to contribute, to make a differ-
ence.

To enhance credibility by increasing capabilities:

1. Run with your strengths.

2. Keep yourself relevant.

3. Know where you’re going.

Core 4: Results

Results matter! They matter to your credibility. In the
words of Jack Welch, having results is like having “per-
formance chits” on the table. They give you clout.

Returning once again to the metaphor of the tree,
results are the fruits — the tangible, measurable, end
purpose and product of the roots, trunk and branches.

There are three key indicators by which people evalu-
ate results: past performance, present performance and
anticipated future performance.

Given the importance of results in establishing credi-
bility and trust both with ourselves and with others, the
question is: How can we improve our results?

1. Take responsibility for results.

2. Expect to win.

3. Finish strong. l

For additional information on your credibility,
go to: http://my.summary.com
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The Second Wave:
Relationship Trust

The Second Wave — Relationship Trust — is all
about behavior ... consistent behavior. More specifically,
it’s about the 13 Behaviors that are common to high-
trust leaders and people throughout the world. As you
work on behaving in ways that build trust, one helpful
way to visualize and quantify your efforts is by thinking
in terms of “Trust Accounts.” Remember that each trust
account is unique; all deposits and withdrawals are not
created equal; and what constitutes a deposit to one per-
son may not to another.

All 13 Behaviors require a combination of both charac-
ter and competence. The first five flow initially from char-
acter, the second five from competence, and the last three
from an almost equal mix of character and competence.

Taken to the extreme, however, these Behaviors do
not build trust, and the “opposite” or “counterfeit” of
each Behavior creates the biggest withdrawals.

Character-Based Behaviors

Behavior #1: Talk Straight. Communicate clearly so
that you cannot be misunderstood. Preface your discus-
sions by declaring your intent, so you leave no doubt
about what you are thinking. Counterfeit behaviors
include withholding information, flattery and spin. Be
honest and call things what they are. Don’t manipulate
people, distort facts or leave false impressions.

Behavior #2: Demonstrate Respect. This behavior is
based on the principles of respect, fairness, kindness,
love and civility. The opposite is commonly experienced
as showing disrespect, which is a huge issue, both at
work and at home. The counterfeit is to fake respect or
concern, or, most insidious of all, to show respect and
concern for only those who can do something for you.

Behavior #3: Create Transparency. Be real and gen-
uine and tell the truth in a way that people can verify.
The opposite is to obscure, and the counterfeit is illu-
sion or pretending things are different than they are. You
can establish trust quickly by being open and authentic,
erring on the side of disclosure and not having hidden
agendas.

Behavior #4: Right Wrongs. Make restitution instead
of just apologizing. The opposite is to deny or justify
wrongs because of ego and pride, and the counterfeit is
to cover up mistakes. Apologize quickly, take action to
make restitution when possible, and demonstrate per-
sonal humility to achieve this behavior.

Behavior #5: Show Loyalty. Give credit to others
and speak about people as though they are present. The
opposite is to take credit or not represent people fairly.
The counterfeit is to appear to share credit but then
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downplay others’ contribution when they are away. To
exhibit a trustworthy character, give credit freely, don’t
badmouth people behind their backs and don’t disclose
others’ private information.

Competence-Based Behaviors

Behavior #6: Deliver Results. This is a way to con-
vert cynics and establish trust in a new relationship.
Because it is often difficult to measure results, take time
to define results up front. By establishing a track record,
making the right things happen, being on time and on
budget, and not making excuses for not delivering, you
quickly restore lost trust on the competence side.

Behavior #7: Get Better. Continuously improve by
learning, growing and renewing yourself. Others will
develop confidence in your ability to succeed in a rapid-
ly changing environment. The opposite is entropy and
deterioration, while the counterfeit is the eternal student
— always learning, but never producing. Don’t be afraid
to make mistakes but learn from them. Develop formal
and informal feedback systems and respond to them.

Behavior #8: Confront Reality. Take the tough
issues head-on. This affects speed and cost by facilitat-
ing open interaction and fast achievement, and also
allowing you to engage the creativity, capability and
synergy of others in solving problems. When leaders
use the opposite behavior by ignoring problems, they
pay a huge tax when people feel they are being dishon-
est. It is far better to address the real issues and lead
courageously in discussions of uncomfortable topics.

Behavior #9: Clarify Expectations. Create shared
vision and agreement up front. The opposite is to leave
undefined expectations and the counterfeit is to be
vague about specifics. Consider that most circumstances
encompass three variables — quality, speed and cost —
but you can only have two. Always discuss and reveal
expectations, and never assume they are clear or shared.
Renegotiate if necessary, but don’t violate expectations
once they have been validated.

Behavior #10: Practice Accountability. Hold your-
self and others accountable. Leaders who generate trust
do both. The opposite is not to take responsibility, and
the counterfeit is to point fingers. Other people respond
to accountability — particularly performers. They want
to be held accountable. Don’t avoid or shirk responsibil-
ity, and be clear on how you’ll communicate progress.

Character & Competence Behaviors

Behavior #11: Listen First. Genuinely understand
another person’s thoughts and feelings, before trying to
diagnose or advise. The opposite and counterfeit are to
speak first and listen last, or not at all, and to pretend to
listen while waiting for your own chance to speak.

(continued on page 6)
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The Second Wave: Relationship Trust
(continued from page 5)

Listening teaches you which behaviors create dividends.
Use your eyes and your gut to listen as well as your ears,
and don’t presume you know what matters to others.

Behavior #12: Keep Commitments. It is the quickest
way to build trust in any relationship. The opposite is to
break commitments and the counterfeit is to make
vague, unreliable commitments, or never make them in
the first place. Some cultures view commitments differ-
ently, and understanding the difference is key to getting
dividends and avoiding trust taxes. People tend to see
family commitments as more flexible than work com-
mitments, but they are just as important. Make keeping
all commitments the symbol of your honor.

Behavior #13: Extend Trust. Shift trust from a noun
to a verb. While the other Behaviors help you become a
more trusted person or manager, this 13th Behavior
helps you become a more trusting leader. Extending
trust leverages it to create reciprocity.

The opposite is withholding trust. The counterfeit is
extending false trust by giving people responsibility, but
no authority or resources to complete a task. There is
also fake trust that seems like trust until you follow-up
behind people and micromanage. Based on the situation,
extend conditionally to those who are earning your trust,
but extend it abundantly to those who have earned it. W

For additional information on building a Behavioral Action Plan,
go to: http://my.summary.com

Stakeholder Trust

The Four Cores and the 13 Behaviors of the First and
Second Waves are all trust-building tools. Stakeholder
trust focuses on the context in which you can use these
tools to increase speed, lower cost, create value, estab-
lish trust, and maximize your influence and the influ-
ence of your organization.

An organization can be a company, a department or
your family, but the Third Wave deals with internal
stakeholders. The Fourth and Fifth Waves deal with
external stakeholders.

Third Wave: Organizational Trust

Most people find that their organization has symptoms
of low trust — people manipulating facts, withholding
information, resisting new ideas and covering up mis-
takes. A lucky few find that people in their organization
share information openly, tolerate and encourage mis-
takes, are innovative and creative, and share credit abun-
dantly.

The low trust environment is a result of violating prin-
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ciples — not only individually, but organizationally.
Leaders are missing the solution because they are not
looking at the systems, structures, processes and polices
that affect day-to-day behaviors. They are focused on the
symptoms instead of the principles that promote trust.

This misalignment creates symbols that represent and
communicate underlying values to everyone in the orga-
nization or family. A symbol can be either negative or
positive; from a 500-page employee handbook, to a
newly appointed CEO who refuses to accept a pay raise
because it might send the wrong message to workers. If
your organizational symbols communicate and cultivate
distrust or less trust than you want, return to the Four
Cores.

Fourth Wave: Market Trust

Market Trust is all about brand or reputation. It’s all
about the feeling you have that makes you want to buy
products or services or invest your money or time —
and/or recommend such actions to others. This is the
level where most people clearly see the relationship
between trust, speed and cost.

Brand is important to all organizational entities, includ-
ing governments, school districts, charities and hospitals,
not to mention corporations. School reputation affects
who moves into the district and therefore the taxes avail-
able to the school. Cities have reputations that turn into
tourist dollars and attract business.

On a micro level, every individual has a brand or repu-
tation that affects trust, speed and cost. It comes across in
your resume in comments from your references and it
translates into how people interact with you in social situ-
ations.

In the global marketplace, many brands are now being
taxed or receiving dividends based on people’s percep-
tion of and trust in the country of origin. Whether a
company is based in China, France, India or the U.S.
affects people’s perception of whether the company can
be trusted to do what is right. Currently a trust tax is

eBay Creates Transparency

eBay CEO Meg Whitman and her team lead what
she describes as a “dynamic self-regulating econo-
my” in the complete openness of the worldwide
Web. Whitman recognizes her company’s distinctive-
ness: “We have a unique partner — millions of peo-
ple.” According to BusinessWeek OnLine, rather than
controlling or hoarding information, eBay has cho-
sen to let their citizens have full access to “every
trend, every sale, every new regulation in the eBay
world. The system is utterly transparent.”

(continued on page 7)
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Stakeholder Trust
(continued from page 6)

hitting U.S.- based brands hard. Though they receive
dividends in the U.S. and Asia, they are taxed heavily in
parts of Europe.

If you find you do not have the brand you desire, you
can measurably increase its value by using the Four
Cores as a diagnostic tool to pinpoint the reason why,
and where investment will bring the greatest return.
Then use the 13 Behaviors with external stakeholders —
customers, suppliers, investors, communities — and you
will build trust at the marketplace level.

Fifth Wave: Societal Trust

The overriding principle of high societal trust is con-
tribution. It’s the intent to create value instead of
destroy it; to give back instead of take.

Microsoft guru Bill Gates, his wife Melinda, U2 lead
singer Bono and Oprah Winfrey are all high profile con-
tributors, but society is full of individuals contributing
time, energy and money in communities throughout the
world.

This is not an impractical or utopian view of the
world. The principles of contribution and responsibility
create trust at a societal level through today’s trend
toward global citizenship, or corporate social responsi-
bility (CSR). Intel, Wells Fargo and Procter & Gamble,
all in the top 10 of Business Ethics magazine’s “100
Best Corporate Citizens” show that doing good is no
longer an addition to business; it is part of business
itself.

CSR, or “intentional virtue,” was part of the original
concept behind Adam Smith’s free enterprise system.
During the 1990s it was diluted, and massive violations
of the Four Cores and 13 Behaviors led to greed, fraud,
and low trust taxes.

Now a backlash is creating a global renaissance of
trust. Though initially fear of pain might motivate glob-
al citizenship, over time, the dividends and abundance
created by contribution will become primary drivers for
both individuals and organizations. Global citizenship
will be demanded as customers support companies that
demonstrate the Four Cores. W

Inspiring Trust

Trust is a whole life choice, and until you are actually
in a front-line situation, you will not even see the full
power of the Cores and Behaviors on speed, cost and
trust. Look immediately for ways to apply them and
find opportunities to teach them to others.

You will see how the speed of trust; the profits of the
economics of trust; the relevance of the pervasive
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impact of trust; and the dividends of trust can signifi-
cantly enhance the quality of every relationship on
every level of your life.

You may still be hesitant or fearful when it comes to
actually extending trust, but leaders who extend trust
become mentors, models and heroes. Inspiring trust is
the prime differentiator between a manager and a leader,
and the prime motivator of successful enterprises and
relationships.

Companies that choose to extend trust to their
employees become great places to work. Most people
respond well to trust and do not abuse it. We are born
with a propensity to trust and choosing to retain or
restore that propensity is key to our ability to forgive.
We have countless opportunities to extend and inspire
trust to others, but it also makes a difference in our own
lives. Trust is reciprocal.

Extending ‘Smart Trust’

Have you ever trusted someone — and gotten
“burned?” Have you ever failed to trust someone and
missed significant opportunities?

Extending trust can bring great dividends. It also cre-
ates the possibility of significant risk.

Smart Trust™ Matrix

ﬂ Judgment

High Propensity High Propensity
Low Analysis High Analysis

High

PROPENSITY
TO TRUST

Low Propensity Low Propensity
E Low Analysis High Analysis
Low High

ANALYSIS

Zone 1: Blind Trust zone of gullibility. The suckers
sure to fall for scams.

Zone 2: Smart Trust zone of judgment. Good busi-
ness judgment and good people judgment combine to
enhance instinct and intuition.

Zone 3: No Trust zone of indecision. Those who
don’t even trust themselves and are immobilized by
insecurity and protectiveness.

Zone 4: Distrust zone of suspicion. Those who
rarely extend trust beyond themselves.

Zone 1 (gullibility) and 3 (indecision) are definitely

(continued on page 8)
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Inspiring Trust
(continued from page 7)

high risk, but people might think Zone 4 (suspicion) is
the lowest risk zone because it is where you analyze and
calculate and consider issues by yourself. Actually, it is
high risk, because high suspicion leads you to validate
and analyze everything to death, decreasing speed and
increasing cost.

Managers in Zone 4 miss opportunities, cut off collab-
oration and analysis from others. They incur low trust
taxes including bureaucracy, politics, disengagement
and turnover, and they lose high-trust dividends such as
innovation, collaboration and partnering.

The lowest risk and highest return occur in Smart Trust
Zone 2 (judgment), where risk is wisely moderated and
managed and you can carefully evaluate and consider
issues. Your propensity to trust releases, encourages and
generates synergy.

It is not necessary to extend Smart Trust automatically.
You can extend limited trust or no trust at all in Zone 2,
just as you might do in Zone 4. The decision may be the
same, but the different approach and risk management
always builds trust, whether you are a business leader or a
parent.

Managers who don’t become leaders don’t know how to
extend Smart Trust. They operate in Zone 4. They dele-
gate tasks without parameters or extend fake trust, but
they don’t fully entrust people with stewardships that
engages genuine ownership and accountability.

Inspire trust by starting with yourself and your own
credibility, and then consistently behave in trust-building
ways with other people. You should also think about the
way your style is perceived, so people do not misunder-
stand you.

Restoring Lost Trust

The idea that trust cannot be restored once it is lost is
a myth. Though it may be difficult, in most cases, lost
trust can be restored — and often even enhanced.

Societal Trust: Restoring trust on the societal level
means rebuilding trust in countries, institutions, indus-
tries, professions and in other people generally.

In the Republic of Ireland, leaders over the past 30
years have changed the nation’s focus from inward to
outward. They have moved the nation from economic
independence to interdependence from overhauling an
archaic educational system to making Ireland one of the
world’s undisputed education leaders.

Market Trust: In the 1990s, Nike was criticized by
activists for not being socially responsible, based on the
conditions in some of the plants of their foreign manufac-
turing partners.

Chairman Phil Knight acknowledged the company’s
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Organizational Trust:
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Even in difficult situations in close, personal relation-
ships, trust can be restored. And the very effort of
restoring it can make it even stronger than before.

Self Trust: Often, the most difficult trust to restore is
trust in ourselves. When we violate a promise we’ve
made to ourselves, our self trust can really take a dive.
Restoring self trust gives another dimension — a power-
ful dimension — to the Cores and behaviors.

Broken Trust — A Beginning: If you’ve broken trust
with someone else, it’s an opportunity to get your own
act together, to improve your character and competence,
to behave in ways that inspire trust. Hopefully, this will
influence the offended party to restore trust in you.

If someone has broken trust with you, it’s an opportu-
nity for you to grow in your ability to forgive, to learn
how to extend Smart Trust, and to maximize whatever
dividends are possible in the relationship. Bl

when the stakes are high.

2. Overcoming the Five

Dystunctions of a Team
by Patrick M. Lencioni.

Specific, practical guid-
ance is supplied to lead-

For additional information on restoring organizational trust,
go to: http://my.summary.com






