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“The authors have done an excellent job of organizing this volume and
have covered a huge array of trust-related topics. Given the current im-
mense attention, concern, and perhaps even fear of upcoming political
elections and Wall Street abuses, the attention to politicians and business
leaders who have failed us in the past will be viewed as highly relevant
to most people’s interest. The figures and related statistics provide power-
ful tools to establish the importance of building trust in those leadership

positions.”
—Linda K. Stroh, Graduate School of Business, Loyola University
Chicago

“In today’s popular press, one encounters examples of the so-called trust
deficit on a daily basis. And yet little is ever offered as a solution for re-
building those relationships—reestablishing the trust that is the bedrock
of all human relationships. For years, Drs. Aneil K. Mishra and Karen
E. Mishra have been among the few thought leaders working on that im-
portant topic, and I have found their thinking and advice an essential in-
gredient of my culture-change work at several firms in different industries.
In Becoming a Trustworthy Leader: Psychology and Practice, the Mishras
elegantly lay out a road map for leaders to build (or restore) trust, draw-
ing upon their expertise, primary research, and the thinking of others in
this field. It is essential reading for thoughtful leaders in the public and
private sectors, students of organizational behavior, and those involved in

the political arena.”
—Steven Fitzgerald, human resources, learning, talent management,
workforce research, M&A, and shared services, Avaya

“Aneil K. Mishra and Karen E. Mishra have come up with another winner.
Trust in today’s global economy is more valuable than gold and is the very
foundation of the Western capitalist economic system. Through the magic
and transparency of the marketplace, producers and consumers trust that
value will be provided at a fair price. Unfortunately, due to the misalign-
ment of incentives in healthcare—its fatal flaw—such trust is lacking, as



market forces are largely absent in determining value or price—thus, little
or no trust. Despite this fundamental flaw, Aneil K. Mishra and Karen
E. Mishra explore how trust can be established among the various stake-
holders, providers, patients, and payers. They provide acogentand credible
template for trust in healthcare based on reliability, openness, compe-
tence, and compassion, providing compelling case study support of lead-
ers in the field who successfully established trust and success. BRAVO, my
friends, for a job well done!”
—Thomas A. Schwann, chief, cardiothoracic surgery at the
University of Toledo, Ohio

“We may be living in trust’s darkest days, but all hope is not lost. Drs. Aneil
K. Mishra and Karen E. Mishra pick up where their last book left off, in
redefining trust and relationships in the workplace. Backed by decades of
research and a passion for the subject, they deconstruct the trust-building
process into actionable compartmentalized techniques for today’s leader.
With trust in the workplace and society at its lowest recorded levels, a cri-
sis of confidence is sweeping the nation. Drs. Aneil K. Mishra and Karen
E. Mishra take readers through an introspective process, challenging and
examining their assumptions while defining and sharpening the tools
necessary to restore confidence in their organizations. In a time riddled
with corporate fraud and governmental ineptitude, it’s easy to lose con-
fidence in our leaders and institutions. Drs. Aneil K. Mishra and Karen
E. Mishra aggressively challenge the spirit of complacency enrapturing
our institutions by devising methods to help restore trust in our society
and ourselves. Readers are given a ground-up tutorial on how to become
trustworthy leaders as they are challenged to reexamine their intellectual
biases and assumptions.”

—TJoel Levy, senior municipal credit analyst, TTAA-CREF

“While managers grasp for control and reap mediocrity, leaders nurture

trust and realize excellence. In an age of ever-increasing complexity, this
book presents the key to progress. It is a must-read.”

—Professor Robert E. Quinn, University of Michigan Ross School

of Business



Becoming a
Trustworthy Leader

Trust in leaders and in a variety of institutions is at an all-time low. Yet more
than ever, we need strong leadership to address our present problems and our
many long-standing economic and societal challenges. Based on our more than
two decades of research, we discuss examples of leaders who have built trust
with employees, teams, and other key stakeholders to foster innovation and last-
ing positive change in their organizations. We show how anyone can become a
trustworthy leader by developing the ROCC of Trust through reliability, openness,
competence, and compassion.

Dr. Aneil K. Mishra is managing partner of Total Trust Coaching & Consulting in
Raleigh-Durham, North Carolina. He is the coauthor of Trust Is Everything: Become
the Leader Others Will Follow. Aneil has been a business school professor at Penn
State University, Wake Forest University, and Duke University. Aneil mentors
leaders and teams, helping them to build trust in order to improve organizational
performance. Aneil is a graduate of Princeton University and earned his PhD from
the University of Michigan Ross School of Business.

Dr. Karen E. Mishra is a business school professor in Raleigh-Durham, North Caro-
lina. She has been a business school professor at Michigan State University, Wake
Forest University, and Penn State University. She conducts research on how leaders
build trust and engagement through internal communication. She is the coauthor of
Trust Is Everything: Become the Leader Others Will Follow. She is also an executive coach,
helping leaders build trust with their teams. She earned her MBA at the University of
Michigan Ross School of Business and her PhD at the University of North Carolina
at Chapel Hill.
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SERIES EDITORS” FOREWORD

We are very pleased to have this book, Becoming a Trustworthy Leader, as
a part of our book series. The series is titled “Leadership: Research and
Practice,” and true to that title, this book is a practical guide, but one that
is built upon a foundation of decades of research on leadership and trust.
Authors Aneil K. Mishra and Karen E. Mishra have done an excellent job
of taking a complex topic and making it accessible with their ROCC of
Trust model and vivid examples of trust in leaders from organizations
they have worked with across multiple sectors and professions.

In recent years, leadership scholars have realized that trust is a critical
core element in the leader—follower dynamic, and it is finally receiving
the attention it deserves. This could not happen at a better time because,
as our authors point out, trust in institutions and in leadership is at an all-
time low. The goal of this book is to draw on trust research and, from the
authors’ extensive experience in corporations and government, to offer
practical insights for today’s leaders on how to build trust in work teams,
organizations, and across organizational (and national) boundaries.

As the authors suggest, without trust a leader will not be successful in
the most challenging tasks of leadership, such as leading organizational
change; motivating others to be innovative, entrepreneurial, and to take
risks; and building a lasting commitment to an organization’s mission.
Their four-factor model—derived from 20 years of research with thou-
sands of employees, managers, and top managers—includes a “how to”
set of tips for leaders to build personal trust through being reliable, open,
competent, and compassionate.

What happens when a leader violates trust or inherits a culture of trust
infractions? In a chapter on the difficult issue of rebuilding broken trust in
the workplace, the authors present examples from their research and con-
sulting work where leaders face a disintegration of trust. Their research
and that of other scholars indicates that the most common sources of bro-
ken trust in organizations are poor communication, unwillingness to ac-
knowledge mistakes, performance issues, inconsistency between words
and behaviors, and disrespectful behavior.

xi



xii Series Editors’ Foreword

In sum, this book provides not only a thorough understanding of the
role of trust in leading organizations but also a useful framework and
helpful tips that can be used to become more knowledgeable and effective,
regardless of one’s leadership role. All in all, we consider this an essential
piece of any practicing leader’s or leadership educator’s bookshelf.

Georgia Sorenson, PhD
Visiting Professor of Leadership Studies
Carey School of Law, University of Maryland

Ronald E. Riggio, PhD

Henry R. Kravis Professor of Leadership and
Organizational Psychology

Kravis Leadership Institute

Claremont McKenna College
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Trust Is Needed Now More
Than Ever

[] Trust Is Gone, but It’s Been
Gone for Decades

It’s time to discover a new way for individuals to lead organizations and
societies. Trust in our institutions, including government and business, is
at an all-time low. To strengthen society and its major foundations, we
need to build and rebuild trust. This will not be easy, but based on our
own extensive field research, we have identified leaders from a wide va-
riety of industries and circumstances who have done this. These leaders
point the way toward creating and recreating the trust that is necessary to
help meet the many seemingly insurmountable challenges in our politi-
cal, economic, and cultural realms. More than 30 years ago, when we first
began interviewing leaders about leading change, we learned about the
importance of trust, and what occurs when distrust rather than trust is the
norm. These leaders back then were in the midst of a crisis in the automo-
tive industry in which U.S. firms were facing significant cost and quality
pressures from their Japanese competitors. Those organizations that had
established trust with key stakeholders responded quite differently than
those that had not established such trust. As one supplier executive told
us back in 1990,

I trust those people with that division of General Motors. We have
an open relationship, a give-and-take relationship. Last year we
made significant productivity improvements in [making] some of
their parts. But we also had some cost increases on some other parts
that were out of our control: increases in the costs of paint and other
materials, costs associated with preventing damage to parts during
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handling. We were able to give them price reductions where we
achieved productivity improvements. In turn, they gave us our le-
gitimate price increases without any argument.

Now with other divisions of GM, it's an adversarial relation-
ship, animosity on both sides, and issues never get resolved. With
those other divisions of GM, we're not as likely to give them price
reductions, and they’re not as likely to give us our legitimate price
increases.

The failure of leaders in that industry to deal with that crisis in ways that
addressed the fundamental issues that precipitated the crisis not only led
to subsequent crises, but also contributed to more than 25,000 automotive
suppliers failing, and the associated loss of hundreds of thousands of jobs
among the automotive manufacturers and their suppliers.!

Today, trust in business is at an all-time low. The Edelman Global
Trust Barometer has been tracking trust levels in society since 1999, as-
sessing both the United States and other countries. In 2011, Edelman
found Americans’ trust in business at one of its lowest levels ever, 46%,
down from 54% the year before, and barely improved from 2009, when
it was 38%.2 In 2012, Americans’ trust in business had improved only a
further four percentage points, to 50%.* Trust in business in the United
States is lower than it is in a number of other major countries, including
Australia, Brazil, China, Canada, India, Indonesia, Italy, Malaysia, Mex-
ico, and Singapore.* It is higher in the United States, however, than in
France, Germany, Russia, South Korea, Spain, and the UK. Not surpris-
ingly, this same survey showed that the financial sector was the least
trusted business sector.”

Business is not alone in being distrusted or experiencing significant de-
clines in trust, and indeed we can claim that there is a true crisis when it
comes to a lack of trust in government in the United States and in many
other countries. In a 2011 survey, the Gallup Poll of Trust in Government
found that 81% of those polled have little or no trust in the U.S. federal
government to do what is right.® By January 2012, only 10% of Americans
approve of the job that Congress is doing, which is a record low, and rep-
resents a decrease of 50% or 10 percentage points from only a year earlier.”
A CNN/ORC International poll in 2011 revealed similar findings, with
only 15% of Americans trusting the U.S. federal government to do what is
right. This is a full 10 percentage points lower than 2010, again an all-time
low.® Gallup has found that trust in state government, as well as the execu-
tive and legislative branches of the federal government, have continued to
decline over the past 15 years, and trust for the legislative branch is now
at its lowest level ever.”!

Globally, moreover, distrust in government is at an all-time high. In-
deed, the Edelman Barometer for trust in government suffered its “steepest
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decline in Barometer history,” with citizens in a majority of countries sur-
veyed “not trusting their governments to do what is right.”! Between 2011
and 2012, declines in trust in government in several counties were particu-
larly noteworthy. “In Europe, trust in government dropped by more than
10 points in France, Spain, and Italy. In Latin America, Brazil experienced
a 53-point plunge. In Asia, South Korea and China suffered declines of
17 and 13 points, respectively. In Japan, trust in government dropped by
26 points, driven by the catastrophic earthquake that struck the country in
early spring (of 2011).”12

Not only do we distrust our institutions, but we also distrust our
leaders and each other as individuals. A survey by the Center for Work-
Life Policy, an American consultancy, found that between June 2007 and
December 2008, the percentage of employees who professed loyalty to
their employers plunged to 39% from a high of 95%, and the number
voicing trust in their employers fell from 79% to 22%." In 2011, the
National Leadership Index reported that more than three quarters of
Americans agreed with the statement that “we have a crisis of lead-
ership in this country,” and a similar fraction agreed that “unless we
get better leaders in this country, the United States will decline as a
nation.”™ Declines in trust have persisted since the 2008-2009 recession.
In 2012, Edelman found that across the globe, only 38% of respondents
believed information about companies as communicated by their CEOs
to be credible, a 12-percentage-point drop, which was the largest in the
history of the Trust Barometer.”® Trust in our peers has also declined.
Individuals’ trust in the credibility of the information they receive
from “a person like themselves” has declined from 47% to 43% from
2010 to 2011." Sheldon Yellen, the CEO of $1.5-billion Belfor Holdings,
told us,

Trust is a hot issue right now. The world has changed since 2008.
People are obviously hurting. I believe that the resentment toward
CEOs out there is out of anger. People are complaining about corpo-
rate structures in America and the obvious abuse by certain CEOs.
But the media focuses on the bad. I guess it’s more popular to show
that than the good guys. I think that if you see something wrong,
you've got to get involved. You can make a change. You can make a
difference. However, there are also good CEOs and good corporate
structures that people can believe in—and they should! People have
to find something to believe in as much as they’ve already found
something to complain about."”

Clearly, we are suffering from a serious trust deficit. Yet now, more
than ever, we need strong leadership to address our present problems and
our many long-standing economic and societal challenges. In fact, GOP
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presidential hopeful Jon Huntsman used the term “trust deficit” to de-
scribe one of the most pressing problems facing our country right now.'
Eric Kutner, a homeland security specialist and founder of Emergency Re-
sponse Design Group, noted,

We have what I call a culture of mediocrity right now in this country
for many reasons. We don’t raise the bar anymore. Instead we keep
lowering the lowest common denominator. It’s because we have lack
of trust with a lot of leaders. Many people who are in leadership roles
don’t have the necessary credibility to be there in the first place. Lead-
ership is not based upon titles. Leaders are people who get followed.

[0 Why Has Trust Declined?

Trust has declined for many reasons. First, we have become more suspi-
cious over time, in part by being disconnected, “protecting ourselves from
the harsh, unpredictable realities of the outside realities” as we “cocoon”
in our homes, which researchers such as Robert Putnam, in his book
Bowling Alone,” and Faith Popcorn observe.® In the United States, we
have also witnessed massive institutional failures in the financial system,
public education, governmental disaster responses, and the political sys-
tem. Organizations have also failed us through their horrific malfeasance
and misfeasance, including the Lockheed bribery scandals in the 1970s,
the Red Cross HIV-testing failures in the 1980s, Long-Term Capital Man-
agement in the 1990s, and Enron and Tyco International in the early 2000s.
Relentless organizational downsizing also continues to undermine peo-
ple’s trust in business organizations.”» More recently, average Americans
have suffered through the financial mortgage fraud and failures of Coun-
trywide Financial, Freddie Mac, and Fannie Mae, News of the World’s phone
hacking, and Hewlett-Packard’s spying on board members and journal-
ists.? In Japan, the meltdown of the Fukushima nuclear reactor after the
tsunami of March 2011, the lack of preparation for potential disasters
such as this, the lack of oversight of the nuclear industry by the Japanese
government, and the lack of scrutiny by the Japanese press all contributed
to the Japanese no longer trusting their government, or the nuclear energy
industry it was supposed to regulate.” Indeed, as The Economist recently
argued,

If the Japanese nuclear establishment—industry and regulators alike—
wants to earn trust, it must be seen to be learning every lesson it
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can. It must admit how little it previously deserved trust and explain
clearly how it will do better in future. Even then, such trust will not
always be given.?

Perhaps most egregiously, business, political, and religious leaders have
repeatedly violated our trust, acting individually or in concert with oth-
ers. Simply listing prominent leaders who have resigned from office for
violating trust could fill an entire chapter, but even in the last few years
such failed leaders include politicians such as Governors Rod Blagojevich
and Elliot Spitzer, Senator John Ensign, and Representative Anthony
Wiener. Business leaders include Hewlett-Packard’s Mark Hurd, UBS’s
Oswald Grbel,” and Galleon Group Founder Raj Rajaratnam. Even our re-
ligious and spiritual leaders fail us;* indeed, the Catholic bishop of Augs-
burg, Walter Mixa,” and Southern Baptist minister and leader George
Alan Rekers? have left office in disgrace because they violated trust.

There are many possible reasons why trust has eroded. Julie Mitchell,
a leadership coach to Fortune 500 organizations, summarized the roots of
today’s trust vacuum,

Trust has eroded in our society for many reasons, including glorifi-
cation of bad, untrustworthy behavior, selfishness, quick fixes, and
competition instead of collaboration, for starters. Trustworthy people
and institutions don’t get much attention and it’s easy to believe no
one can be trusted. We have deep, serious problems that have been
largely ignored by our leaders. Time and again, empty promises are
made while nothing changes. The U.S. culture is unhealthy at both
individual and collective levels; this is reflected in our institutions.
We are literally too tired, fat, sick, medicated, stressed, overworked,
and impatient to deal with overwhelming challenges. Institutions
are made of people who may be well intentioned but are too often se-
verely limited in their ability to behave in ways that build trust. Too
many leaders are blind to anything outside their privileged personal
experiences; they lack self-awareness, and/or feel stuck or power-
less in broken, dysfunctional systems.

Professor Gretchen Spreitzer (professor, University of Michigan Ross
School of Business), suggested another cause,

Trust has eroded because leaders have acted in their self-interest
in ways that have let others down. They take huge bonuses when
others are being asked to sacrifice. They take a short-term per-
spective when a long-term one will deliver the most sustainable
outcomes.
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Despite the low trust levels across so many institutions and types of
leaders, we argue in the pages to follow that trust can be built, rebuilt, and
sustained if leaders have the courage, humility, and authenticity to take
the initiative. Such leaders are not just those in positions of power, but
really anyone who is willing to make the effort. Our focus, accordingly, is
on trust between individuals or groups, especially between leaders and
their followers.

] Overview of Our Book

Defining Trust and Its Vital Importance

Trust is important because it allows individuals and collectives to man-
age interdependence more easily by reducing the need for contracts and
formal agreements.” Trust reduces uncertainty and helps us manage com-
plexity.***! Furthermore, it permits highly flexible work arrangements that
promote risk-taking and innovation. Indeed, when trust has been estab-
lished, entirely new ways of behaving are possible.*> As Jack Beach of IBM
told us,

The most important benefits of trust are employee productivity, cre-
ativity, innovation, and engagement. Trust enables increased perfor-
mance and employee satisfaction. It is also a measure of a leader’s
effectiveness. Leaders create organizational climates in which peo-
ple trust leaders, leaders trust their people, people trust each other,
and people trust themselves to be able to use their judgments, make
choices, and act within corporate intent. Without that you can only
boss and micromanage; you cannot lead.

Based on almost two decades of research involving thousands of em-
ployees, managers and top managers, we can define interpersonal trust
as one party’s willingness to be vulnerable to another party based on the
belief that the latter party is Reliable, Open, Competent, and Compas-
sionate.® We call these four dimensions of trustworthiness the ROCC of
Trust (see Figure 1.1). Each of the trustworthiness dimensions contrib-
utes additively to a person’s trustworthiness.** Our definition of trust is
consistent with several decades of other research on trust and trustwor-
thiness that incorporates the key elements of vulnerability,>*** risk and
risk-taking,*?* rational choice,”” and positive expectations about a core set
of dimensions regarding others’ intentions or behavior.*** Because vul-
nerability constitutes the core of most definitions of trust, and because
we are often quite vulnerable when we are ill, this book profiles several
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FIGURE 1.1 The ROCC of Trust

physician leaders who have achieved path-breaking healing by building
trust with their patients and staff.

The ROCC of Trust

The ROCC of Trust is based on the extent to which one person believes
that another is reliable, open (honest), competent, and compassionate.
These four dimensions of a person’s trustworthiness contribute to the
willingness of others to be vulnerable to that person. People trust oth-
ers to be reliable when they can be counted on to do what they say
they will do, keep their promises, and exhibit consistency between
their words and actions.*” To be trusted in terms of openness (honesty)
means—at a minimum—that the person won’t lie to us. At its fullest
expression, openness means complete disclosure.*#34 Openness takes
time to develop, because it is only over time that we can learn another’s
true intentions and agendas, and because being open itself involves
a willingness to be vulnerable.*” Trust in terms of competence—at a
minimum—means that we are able to perform and meet task or job ex-
pectations. At a maximum, competence means consistently exceeding
expectations.*® Compassion, at a minimum, means not taking advan-
tage of another person, and at its highest level, compassion involves
demonstrating genuine interest in the needs of another and unselfishly
working to fulfill those needs.*
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We trust others while recognizing the possibility that they might take
advantage of us. Effective leaders not only accept this possibility, but
through the quality of courage, are able to overcome barriers that may
limit others from being trusting. Indeed, the most successful leaders with
whom we’ve worked not only quickly identify those who are trustworthy
in terms of the ROCC, but they also demonstrate the ROCC of Trust first,
setting an example, and inspiring their followers to do the same. In our
research, consulting, and coaching, we have found that leaders who dem-
onstrate the ROCC of Trust to their followers and other stakeholders, and
who are able to work with others who are also trustworthy, are able to cre-
ate lasting positive change in their organizations.® Oftentimes, this posi-
tive change leads to outcomes such as improving quality and productivity
more than tenfold, preserving or creating thousands of jobs, or remaking
entire industries through innovative business strategies and generating
hundreds of millions of dollars in annual revenue in the process. Trust
can even have an important effect on a country’s economic performance.
At a national level, trust has been found to influence populations’ per-
spectives of other countries and their purchasing decisions.” Indeed, “one
standard-deviation increase in trust increases exports to a country by
10 percentage points.”® This book focuses on how leaders can enhance
trust within and across organizations—even across national borders. It
is based on our own primary research and unrestricted access to leaders
who we believe embody the qualities within the ROCC of Trust.

Trust as a Basis for Effective Leadership

Previous research has shown that leaders are critical to the process of
building trust in organizations, and that trust in leadership is significantly
related to a number of attitudes, behaviors, and performance outcomes
among employees.® > Leaders who are trusted by their followers, particu-
larly in terms of competence, effect change more easily and more quickly
in their organizations.” In our research about different kinds of leaders,
we found that when the leader took the initiative to demonstrate his or
her trustworthiness, others within the organization (and often beyond it)
came to trust the leader, and through that trust, acted in positive ways
that led to lasting change and performance improvements. These positive
results then helped affirm the leaders’ trustworthiness and trust-building
efforts. Figure 1.2 describes a “virtuous trust cycle.”

We found that this “virtuous trust cycle” often depended on three criti-
cal leadership characteristics: courage, authenticity, and humility. Leaders’
courage made it easier for them to be vulnerable to others, for example by
sharing sensitive information, or by empowering rank-and-file employ-
ees. Leaders’ authenticity encouraged others, in turn, to be vulnerable
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FIGURE 1.2 The Virtuous Trust Cycle

to them. If leaders’ behavior was consistent with their rhetoric—if they
“talked the talk and walked the walk”—it reassured followers and oth-
ers that the leaders’” motives, values, or goals did not need to be second-
guessed. Finally, the leaders’ humility engendered their followers and
others to be vulnerable to each other. When leaders admitted that they
didn’t have all the answers and that they depended on their followers as
much as the followers depended on them, humble leaders fostered a sense
of shared fate. Far too often, this humility is missing in organizations,*
especially those facing adverse circumstances. In contrast to organiza-
tions that compete for resources, especially when threatened or in crisis,
we found that organizations led by humble and trustworthy leaders used
collaborative approaches to allocating resources.

Consistent with a large body of research that has shown that leadership
effectiveness does not depend on one “best” way or one particular combi-
nation of attributes or abilities,”*** we will demonstrate throughout this
book how each of the leaders we’ve studied built the ROCC of Trust in his
or her unique way. Whether influenced by upbringing, work experience,
or another set of factors, each leader with whom we’ve worked typically
started building the ROCC of Trust using a different piece or pieces of
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the ROCC. For example, Ted Castle of Rhino Foods found it essential to
demonstrate openness by sharing his firm’s financial and operations data
transparently with all of his employees. In doing so, he created a sense of
responsibility and urgency that allowed his ice cream novelty and baking
company to successfully weather many economic changes over the years
and grow into a $30-million-a-year business. Bob Lintz, former General
Manager of the General Motors Parma, Ohio, plant, turned a money-losing
stamping plant in the 1980s into a world-class and financially successful
billion-dollar operation by initially demonstrating competence and com-
passion. He did this by spending millions of dollars on employee retrain-
ing and including the UAW in bringing in new business to the plant. As
a result of these and other efforts, the Parma plant improved quality and
productivity significantly. Melanie Bergeron, Chair of Two Men and a
Truck International, demonstrated reliability by requiring all franchisees
to pay their contractually obligated royalties, and do so on time, even
though Home Office incurred hundreds of thousands of dollars in legal
fees and months of effort to enforce the contracts. Nonetheless, to be effec-
tive change agents, these and all of the leaders we profile in this book have
demonstrated all four components of the ROCC of Trust over time. We
will show how they did this using their own approaches, which fit both
their individual talents and the circumstances their organizations faced.

Are Leaders Born or Made?

This question remains ubiquitous and enduring among our students and
clients. People who search the Internet to find an answer to this ques-
tion frequently end up at our blog, www.totaltrust.wordpress.com, where
we have wrestled repeatedly with this question. Based on the research
we present in this book and from our own personal experience, leaders
can be born or made. Some of us are born with a sense of leadership. In
part due to our genetic inheritance,® born leaders are those who often
organize our childhood friends in outdoor activities or elaborate on the
rules of board games. Others develop leadership abilities through par-
ticularly challenging and diverse experiences.®’ Aneil would argue that
much of his leadership ability evolved from facing various experiences
early in life, such as raising his two brothers after his mom died when
he was 12. This then gave him the confidence to assume leadership roles
in student government in middle school and high school. Others of us
develop leadership skills later in life, thanks to training and development
opportunities that we receive through work or volunteering, especially
when opportunities for practice and timely feedback arise.®* For example,
one of the board members of the homeless shelter for which Karen served
as board president told her that community volunteering improved his


www.totaltrust.wordpress.com

Trust Is Needed Now More Than Ever 11

leadership skills. We believe that although it helps to have a desire to lead
and help others reach their potential, it is possible for anyone to become a
better, more trustworthy leader—if they put their mind to it.

All of the leaders we’ve studied have found that regardless of their
initial orientation toward leading others and creating change, they have
refined their leadership style and capabilities through experiences and ef-
forts to improve. This has required significant energy and determination
to learn how to listen, give constructive feedback, set priorities, and es-
tablish rapport and trust with others. Courage, humility, and authenticity
allowed these leaders to become more trustworthy and effective as change
agents. With such leaders, change emerges in unique ways that are ac-
cessible to others who also desire to create lasting change. Each leader’s
courage prompted him or her to confront a status quo either to remedy an
untenable situation or to significantly improve an unacceptable state of
affairs. Humility encouraged these leaders to listen to others and act on
their input, to patiently develop a collaborative approach with others and
to learn from their mistakes and seek guidance. Authenticity motivated
these individuals to learn how to lead others based on their experiences,
but it also preserved their values and beliefs that were crucial in establish-
ing trust where little existed before. Authentic leaders are guided by a set
of end-values that represent an orientation toward doing what is right for
their constituencies.®®

Accelerating Change by Developing
Your Own Trust Network

In our research, many leaders first created a circle of trust. They then used
this sphere of influence to establish trust with other stakeholders.** Lead-
ers’ circles of trust typically consisted of individuals with whom the leader
had worked to develop the norms and values that reinforced the ROCC of
Trust, which the leader was intent on instituting throughout the organiza-
tion. One of the leaders we profile, Bob Lintz (General Manager, General
Motors’ Parma, Ohio, plant), initially focused on building trust within his
top management team. Often, very strong disagreements occurred among
this team regarding how to turn around the plant’s performance. Bob ac-
tually enjoyed surfacing these disagreements, because he felt it promoted
more options to improve. Bob worked very hard to elicit a consensus
agreement along with a commitment to speak with one voice to the thou-
sands of plant employees when implementing the change strategy they
had agreed upon. His goal was a cohesive and collaborative team which
he believed could be created most effectively by establishing trust based
initially on openness, and then by reinforcing the other components of the
ROCC of Trust through joint decisions and actions. Bob then expanded his
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Circle of Trust to include the plant’s UAW leadership by sharing informa-
tion openly and engaging in collaborative decision-making.

In a very different type of company, and initially led by women rather
than men, the firm Two Men and a Truck, International also created a
Circle of Trust. The Circle first encompassed a family of diverse individu-
als, which was then expanded to include employees who complemented
the family members’ abilities and talents. Today, with annual revenues of
$220 million, the company still often refers to franchisees as strategic part-
ners. The corporate office, its employees, and its franchisees work to be
transparent in an effort to build trust and strengthen the brand. They build
the ROCC of Trust with hundreds of thousands of customers throughout
the U.S. and Canada, the UK and Ireland. They build the ROCC of Trust
by creating industry-leading standards in reliable service, transparent
pricing, moving goods at competitive prices, and by taking care of their
customers based on the motto “treat everyone the way you would want
your grandma to be treated.”®

Sometimes a leader builds his or her Circle of Trust through experi-
mentation and active watching. Whereas active listening is based on un-
derstanding another’s point of view and asking clarifying questions to
ensure understanding is accurate, active watching involves observing
how others interact with one another to identify those who are most
trusted within an organization. These trustworthy individuals are then
included in the leader’s circle of trust in order to quickly size up prob-
lems and opportunities. David Lassman, an operations executive and ad-
junct professor at Carnegie Mellon University, practiced active watching
early in a new job at a manufacturing company in upstate New York. He
identified key individuals who were able to help David fix a debacle by
experimenting and innovating. Production yields, which had dropped
from more than 75% to less than 25% following the company’s purchase
of another firm, were ultimately increased to levels higher than before
the purchase.

Creating a Culture of Trust

Rensis Likert, the famous psychologist and sociologist and for whom the
Likert scale is named, identified the leader’s importance in creating a cul-
ture of trust. He called such leaders “linking pins,” based on their job of
linking people from one part of the organization with those in another.®
Leaders’ overlapping group membership allows them to share critical
information and build relationships in an organization. Jack Gabarro, an
emeritus professor at Harvard Business School, also stressed the impor-
tance of building a culture of trust if a leader is intent on creating change
quickly and enduringly.®”



Trust Is Needed Now More Than Ever 13

Lenovo’s Culture of Trust

Lewis Broadnax, Executive Director of web sales and marketing

The business management system that our CEO has put in place has ensured
that all of the functional areas and regions have their say and their input into
the entire process. It involves a senior leadership team which meets once a
month to focus on a different area of the business.

The senior leadership steering committee is presented with issues or oppor-
tunities from all parts of the business. Our group, e-commerce, will present in
May. We'll talk about our progress, where we're going to innovate, how we're
going to beat our competition, what our barriers are, and what help is needed.
The senior leadership team will listen to the issues and our proposals, and
make a decision. Then a group works to resolve that problem. There’s follow-
up where the group comes back to present a status update and receive further
guidance. All the functional areas of the company participate in this process.
Every month a different function presents at different locations around the
world.

| believe that the structure our CEO has put in place is really working. It
has become a trusted structure because there’s the ability for cross-functional
teams to get together to work on an issue, and a management system that ac-
tually tracks all the problems, and then brings it back for closure. Now, more
groups are reaching out to the extended organization for help, and extended
teams are helping those groups to make sure that they are getting the support
they need. So when someone says, “I’'m working on this for our leadership
team,” everyone stops to find out what how they can help. It's become in-
grained in the culture to pay attention and see where you can help out.

The leaders we’ve studied and worked with coupled their efforts to
create a Circle of Trust with broader efforts to instill the ROCC of Trust
throughout their organizations and with key stakeholders. To build
trust through reliability, openness, competence, and compassion, lead-
ers demonstrated their own trustworthiness, permitting their follow-
ers to reciprocate. Leaders demonstrated reliability by being accessible,
keeping their promises, and being on time to meetings and important
events. Leaders built a culture of trust based on openness by providing
opportunities for their employees to talk with them without fear of re-
prisal, and by being transparent in their communications, often sharing
sensitive information about company performance and other important
issues. Leaders established competence-based trust throughout the orga-
nization by establishing high standards of excellence with clearly defined
metrics. They also built trust through competence by hiring exceptionally
bright. The leaders of Two Men and Truck International implemented this
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practice at the firm’s inception and by insisting that anyone responsible for
recruiting, selecting, developing, or retaining personnel adopt the “smart-
er than I am” approach to managing. Leaders also built compassion-
based trust, the form of trust that takes the most time and is often the
toughest component of the ROCC of Trust to build. Leaders demonstrated
empathy in tangible and convincing ways by personally making symbolic
and substantive sacrifices to advance the organization and by asking the
same from their subordinates. Leaders building compassionate trust also
develop innovative ways to save jobs during periods of organizational
crisis or economic upheaval.

Two Men and a Truck, International established systemwide trust in
terms of reliability and competence in many ways, including developing
highly consistent work standards, industry-leading employee and fran-
chisee training, and a franchise agreement that creates clear expectations
for the franchisor, franchisees, and customers. Ted Castle (cofounder and
president of Rhino Foods) established a culture of trust by sharing com-
pany financial information with all of his employees and then developing
operating practices and metrics that have contributed to two decades of
profitable growth. Bob Lintz (general manager, General Motors’ Parma,
Ohio, plant) quickly built trust in terms of openness by instituting an
open-door policy with all of his 5,000 employees. He also expanded his
effort to keep all employees current with information on performance to
goals using his quarterly updates. He ran the business update meetings
personally and would average 30 separate meetings over three shifts each
quarter. He also eliminated many barriers (such as separate cafeterias
and parking lots) between managers and the union-represented hourly
employees, including by dispensing with suits and ties in the plant and
adopting a sweater-and-slacks dress policy instead. The physicians we’ve
studied have built trust in terms of compassion through their ability to
listen before diagnosing and by sacrificing both time and money to pro-
vide patients with access to their expertise and healing efforts. Much like
the leaders we’ve studied in other industries, these physician leaders cre-
ated compassion-based trust by building strong relationships with their
patients and staff members. Their efforts have been crucial to healing pa-
tients who are often some of the most vulnerable in healthcare.

Rebuilding Trust

A frequently repeated truism among both scholars and practitioners is that
trust takes a long time to build, is fragile, and once broken is exceedingly
hard to restore.®® Indeed, our friend and physician leader once remarked,
“Trust can be broken very quickly, but the repair, like a broken bone, can
take a very long time to heal.”® Often, the first step our leaders take to
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restore broken trust is to acknowledge the mistakes or wrongdoing that
led to the lost trust and to apologize. The next step is to take immediate
action to fix the mistakes or overcome the damage the wrongdoing has
wrought. This action is essential to rebuilding trust, even when specific
mistakes or instances of malfeasance led to the trust violations. For exam-
ple, when ice cream and confections entrepreneur Ted Castle was forced
to downsize his workforce because of cyclical changes in the economy
or decreased demand, he did so creatively: He outsourced some of his
best employees to local businesses that needed extra help. These employ-
ees volunteered for outsourcing because they believed Ted’s promise to
restore their jobs at Rhino Foods when his business rebounded—which
he in fact did. He also built trust with other local businesses because he
gave them his very best employees to meet their short-term employment
needs. Dennis Quaintance of Quaintance-Weaver Restaurants & Hotels
was forced to close one of his restaurants due to declining demand.
Although restaurant failures are notoriously common, Dennis’s had re-
mained open for many years. He still felt it was necessary to preserve
trust by being transparent in his decision to close the restaurant, being
generous with employee severance, and offering laid-off employees
opportunities to work for other restaurants that were part of his company.
His humane and thoughtful approach to downsizing was critical to his
ability to launch one of the most environmentally innovative hotels in the
world using some of the same employees that worked for him for years
in other parts of his business empire.”

Trust Leads to an Enlarged Sense of Purpose

Our research revealed that building and sustaining trust is both time-
consuming and energy-intensive. Leaders can easily exhaust themselves
and impair their capacity for building trust and fostering lasting change if
they don’t find ways to renew themselves regularly or enlarge their pur-
pose for being. Noted management expert Charles Handy in a Harvard
Business Review article, “What is business for?” recommended that busi-
nesses should “measure success in terms of outcomes for others as well
as ourselves.””! He noted that this philosophy would help not only create
profits, but also make the world a better place.

Finally, we describe a variety of ways in which our leaders were able
to renew themselves and in the process develop new challenges for them-
selves and their organizations. These new challenges enlarged the sense of
purpose for the leaders themselves and for those around them. Mary Ellen
Sheets, founder of Two Men and a Truck, International began enlarging
her purpose 25 years ago using her first year’s profits. She gave away the
$1,000 in profits to 10 different nonprofit organizations in her community.
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With this simple act, she created a culture of giving and caring in her or-
ganization that endures today and even has a name: “Movers Who Care.”

The Reverend Jean Smith found a new purpose by taking her skills to a
new arena, from a localized church to a global not-for-profit. Moving from
her land-bound parish, she found a new calling among seafarers, minis-
tering to them when they were homesick, in need of legal or financial as-
sistance, and when their shipping companies went bankrupt and stranded
them half a world away from their homes. These leaders courageously
recognized their responsibility to the greater community, not just to their
own organization or themselves. At a time when the morality of business
is often questioned,” these leaders envisioned something better.

[] Beginning the Journey

By developing trust, our leaders have achieved outcomes deemed ex-
ceedingly difficult if not impossible by their peers, academics, or industry
experts. Leaders who read this book will be inspired to achieve similar
accomplishments. Although trust has been diminished today, true leaders
have an opportunity to build and rebuild trust and create lasting, positive
change in their organizations and among the stakeholders who depend
on them.



What Trust Is and Why It
Matters

[0 Defining the ROCC of Trust

Most scholars define trust as a willingness to be vulnerable to another
person or party based on some positive expectations regarding the
other party’s intentions or behavior.!'?***¢ Simply put, trust means you
are willing to be vulnerable to others in the face of uncertainty. If you
trust someone, you are more willing to become interdependent with
that person, even though you can’t be absolutely sure everything will
turn out fine. The benefits we have discovered from building trust in-
clude deeper, more loyal relationships, stronger resiliency in the face
of a crisis, and enhanced individual, team, and organizational perfor-
mance. During the past two decades, through our research, teaching,
coaching, and consulting work, we have identified four basic aspects in
which individuals trust their leaders and one another: Reliability, Open-
ness, Competence, and Compassion, which we call the ROCC of Trust.
Several other scholars have articulated trust as a similar set of dimen-
sions, including ability, integrity, and benevolence.”® As do some schol-
ars, we differentiate integrity into two separate dimensions: reliability
and openness.’

The ROCC of Trust does not mean embracing blind faith. Several schol-
ars distinguish among confidence, trust, and faith.!*!"*> Confidence is the
general expectation that you will not be harmed. Confidence can be ex-
pressed, for example, by someone who either does or does not lock their
doors when they leave home or by someone who chooses to carry a gun for
self-protection.’”® Blind faith, in contrast, means that the individual has no
doubts that his or her choices will lead to a positive result or that the out-
come is preordained or fated and should be welcomed. With blind faith,

17
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FIGURE 2.1 Explanation of the ROCC of Trust

negative consequences, as a whole, are removed."* When individuals have
the ROCC of Trust in their leader, however, their actions and attitudes
are based on repeated experiences that have been validated in a variety
of situations. For example, John Gabarro (professor emeritus, Harvard
Business School) said, “Judgments about trust in working relationships
become specific based on the accumulation of interactions, specific inci-
dents, problems, and events.””> When a leader has developed the ROCC
of Trust, it means that he or she has earned the privilege to be depended
on when events go well and when they do not. Figure 2.1 elucidates what
constitutes the ROCC of Trust.

Reliability

The ROCC of Trust starts with reliability. Trust in terms of reliability has
been defined by other scholars as including consistency between one’s
words and actions.'®'!81 In The Leader’s Edge: The Seven Keys to Leadership
in a Turbulent World, Burt Nanus wrote, “Nothing is noticed more quickly—
and considered more significant—than a discrepancy between what ex-
ecutives preach and what they expect their associates to practice.”” When
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someone can rely on us, we behave in a way that is even and consistent.
We are dependable. As Brenda Bernstein, the founder of TheEssayExpert.
com, told us,

I find that I trust people when they are responsive, and I stop trust-
ing them when they’re not. I trust people who keep promises . . . de-
liver on commitments . . . pay on time! And I trust people who own
up to their mistakes before I confront them myself. So, I really make
an effort to respond in a timely manner to every communication.
I do what I say I'm going to do. And if something happens on my
end that could potentially break someone’s trust, I immediately
communicate upon realizing it, preferably before the other party has
to bring it up

We remember events or obligations that are important to another person,
and we become a source of stability in his or her life.

Reliability is the first component of the ROCC of Trust—without it,
others will not give us a second chance. Dennis Quaintance (Quaintance-
Weaver Enterprises) echoes these sentiments:

I do not believe in contrived ways of building trust. If you just talk
the talk and walk the walk, and make your own behavior consis-
tent with the objectives and values of the organization, then folks
will trust you. If you are a hypocrite, they will soon find that out as
well. . . . Do what you say you're going to do when you say you're
going to do it.

Openness

Openness is a willingness to be honest and forthright in dealing with oth-
ers. It is the second piece of the ROCC of Trust. In describing Theory Z
organizations, Ouchi discussed trust extensively in terms of openness.”!
Several other scholars have also defined trust in terms of this dimen-
sion.”?* Leaders who are trusted are more effective in acquiring skills, re-
taining and attracting followers, promoting change and innovation,? and
facilitating coordination among departments.”® An automotive executive,
for example, expressed his trustworthiness and need to be open in this
way:

If they don’t believe what I'm telling them, if they think it’s all a
bunch of bullshit, don’t expect them to go out there and work a little
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harder or work a little different. They’re not going to be as receptive
to change unless they understand and trust that the things that I'm
talking about are, in fact, true.

If others believe we are honest, they will trust what we have to say to
them. Our openness also encourages more openness from others. If we
are honest with our neighbor, coworker, or family member, they become
more willing to open up to us. Openness thus embodies a willingness to
listen to new ideas and perspectives. This mutual exchange of informa-
tion creates a more trusting relationship. Being open also includes being
evenhanded in sharing information or perspectives. Greater openness
may entail risks, however, as Pastor Jim Wenger of Faith Lutheran Church
in Okemos, Michigan, shares,

One of my favorite books is by Allan Loy McGinnis, The Friendship
Factor. His strategy for building and sustaining friendships deals
withdisclosure;thatis,sharingsomethingaboutyourself. However,
self-disclosure canbe very risky. When we share something genuine
about our true self, we risk being rejected or the information being
misused. [ have shared my inner life with some people I thought
I could trust, and it was very disappointing. I have long worked
to develop small groups where people could share their interior
life with a few other trusted people. When it works it is a very
satisfying and fulfilling experience. When it doesn’t it can be a
disaster.

Bob Lintz, the former General Motors plant manager, also shared some
thoughts on openness and trust:

You really have to have it in your inner soul or in your inner con-
scious about the type of person you are. Opening yourself up and
displaying your weaknesses is not easy for a lot of people. If you're
going to get people to trust you, you're going to have to open up
to all of your strengths, weaknesses, and shortcomings and demon-
strate a commitment to a change process to which you're trying to
lead the organization. I just don’t feel that you can fake it.

Competence

Competence is the third element of the ROCC of Trust. Competence in-
cludes the abilities, skills, and knowledge needed to achieve expected
performance.” When we trust someone to be competent, we believe they
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have the abilities to perform their share of the workload.?”*** We are more
willing to be vulnerable and trust another person when we feel they are
competent to do their job.* Notably, trust based on competence differs
from power based on competence.

Indeed, individuals may be more powerful if they have knowledge,
skills, and abilities, but they are not necessarily trusted unless the way
they wield power is not simply for personal gain.*** A 2010 article in Com-
munication Studies addressing responses to deception in the workplace
noted, “Expert power refers to a person’s ability to influence another based
on perceptions that the source is competent and knowledgeable within the
organization.”*

Leaders are characterized by how much their followers trust them to
make competent decisions that affect the group or organization.’?* Even
if we are viewed as reliable and honest, people will not be willing to trust
us unless we can do the job for which we were hired. In certain circum-
stances, we use proxies for competence, such as a specific degree from a
certain college. Still, direct experience with another person is a more con-
vincing way to demonstrate competence. For instance, physicians almost
always place their diplomas in their offices or examining rooms, but it is
not until we spend time with them that we determine whether we can
truly trust them. Interestingly, competence is perhaps the easiest piece of
the ROCC of Trust to improve. If we are not as competent as we desire
in a certain skill or subject, we can always improve our knowledge or
abilities through education or practice. Research has shown, however, that
if we are not competent, others are likely to terminate their relationship
with us.*

When we asked one manager how his organization developed and
maintained trust in the company, he stated,

They’ve got to have some feeling that you're competent to lead them
out of this mess. Because, they may like you a lot, but if they feel
you're a bumbling idiot they say, “Shit! We can’t trust what this guy
tells us. He’s gonna take us off the end of the cliff.” I mean they have
to be confident that you're competent. They’ve got to have some feel-
ing that you know what the hell you're talking about. When you go
out there to tell them to do something they’ve got to have some feel-
ing that it will make a difference.”

Compassion

Compassion is the last piece of the ROCC of Trust. At a minimum, com-
passion means not taking unfair advantage of another party.*®*** Having
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compassion for others means that we must be willing to set aside our
own concerns so that we can be truly empathetic toward others. It also
means that we must place the interests of others at a level equal to or
above our own. This is the last aspect of trust we find in others, be-
cause the other elements of the ROCC of Trust are easier qualities to
develop or possess. Being a truly compassionate person, however, re-
quires investing time and demonstrating empathy. Several examples of
this dimension exist in the research literature. For example, managers
can show that they can be trusted by caring about their employees’ job
security, welfare, and interests,***! and employees can show they are
trustworthy when they are concerned about the welfare of the entire
organization.” Compassion is valued so highly as an aspect of trust
because it involves furthering others’ interests and not just your own.
Bob Lintz, the former GM plant manager, told us many times, “You re-
ally have to be committed in your heart to doing what is right for the
organization.”

Rhino Foods has developed a culture of compassion in several ways,
including its Employee Exchange program, which hires out employees
to other businesses rather than laying them off in slack periods, which
began in 1993.#* In 2007, in partnership with the United Way of Chittenden
County, Vermont, it began its Working Bridges Program,

Working Bridges is a collaborative effort by progressive employers
in Chittenden County, Vermont, to facilitate the development and
implementation of innovative workplace practices to improve em-
ployee productivity, retention, advancement, and financial stability.

Rhino Foods has assumed a leadership role in this collaboration—
piloting several workplace practices under the Working Bridges
concept that have been extremely successful. Several new programs
have been created and implemented as a result of the project, includ-
ing an Income Advance Loan program, Financial Literacy training,
an onsite Resource Coordinator, and Bridges Out of Poverty™ train-
ing for supervisors.

In partnership with North Country Federal Credit Union, a
new Income Advance Loan program was developed and imple-
mented, resulting in over $150,000 in short-term loans to employ-
ees, which have addressed various needs. Employees repay the
loans through a payroll deduction. Once the loan is repaid, we
don’t turn off the deduction (unless the employee asks) and the
deduction flows to a savings account. So the program has helped
many employees transition from financial crisis to savings, and
truly get on the path to building credit and improving their finan-
cial stability.*
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1 The ROCC of Trust

The four pieces or dimensions of trustworthiness—reliability, openness,
competence, and compassion—together form the ROCC of Trust: A solid
foundation on which we can put our trust in others. When a person em-
bodies all four elements, we have the ROCC of Trust in another person. In
contrast, when even one of the pieces of the ROCC is missing, we may not
want to make ourselves vulnerable to that individual. As Sheldon Yellen,
CEO of Belfor Holdings, told us,

I met with a young guy earlier today applying for a job here. He
said, “How do I know that Belfor’s right for me?” I said, “If you have
these six traits and characteristics, and you feel it in your heart, then
it’s the right place for you; if you're missing any of them, you prob-
ably shouldn’t be here.
“To build trust let these six ways of life speak for you:

. Integrity: if you say it, you've got to mean it, really mean it!
. Sincerity: if you mean it, let others feel it.
. Humility: it’s great to conquer, but don’t triumph.
. Courtesy: always, always in abundance
. Wisdom: know enough to lead, but never leave anyone behind;

and
6. Charity: you've got to have heart.”
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I made him write those down: Those six traits are trust build-
ers. If that’s who you are as a person, you will gain the trust of
others.

I also believe that you let your life, your work, and your relation-
ships speak for themselves. I tell my managers all the time, “Let your
actions speak; talk less. Don’t interrupt.” When you do trust, verify.
But, you've got to trust, but you've got to verify, too.*

Obviously, some pieces of the ROCC are more important in certain con-
texts than in others. When we deal with physicians, for example, we prob-
ably care about their compassion and their competence more than we care
about these qualities when we deal with our dry cleaner. Even the same
piece of the ROCC may carry more weight depending on the person we
are trusting. For example, competence matters when dealing with both
our physicians and dry cleaners. But our vulnerability is greater with the
physician, who has the power to diagnose our illness such that we become
either healthier or sicker. The dry cleaner, in contrast, only has the power
to clean our clothes properly or shrink them.
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Building Trust with His Team

Lewis Broadnax at Lenovo

To build trust, I always want to get to know the person and understand what
it is they’re trying to accomplish short-term and long-term. Then | want to
make sure that we're setting that person up to be as successful as possible,
and that they feel like they have all the tools they need to get to the next
level. When you bring on someone, you know they’re a good talent, but you
want to make sure that they're learning what they need to get to the next step
of their career.

Many people who started at IBM with me have stayed with me for extended
periods of their career. As they’ve become managers and they’ve brought on
their own new people, | can see that they’re using some of the same principles.

More recently, we've gotten to a point where | think maybe we've done it a
little too well, because people don’t want to leave. They're driving great results
for the business and learning new things along the way. This past year is the
first year where our people are stacking up because they weren’t leaving. The
best thing for some of them was to get them promoted out into other parts of
Lenovo.

They’ve done a great job. They're very, very loyal to the group. It's not that
they’re in their comfort zone and want to stay. It’s just that they’re loyal to the
group, and they don’t want to leave because they feel that that would leave the
team high and dry, which is not the case.

We need to say, “You've done a great job. You deserve it. Go take the pro-
motion. Go move on to your next phase of your career.” | think it starts with
empowering them, making sure that they feel like what they’re doing is mak-
ing a difference not only to themselves, but to the broader group.

The Bottom-Line Benefits of Trust

Leaders who develop trust with their subordinates and throughout their
organizations create lasting, positive changes that are both significant in
scale and broad in scope. Researchers have found that trust in leadership
is positively related to a variety of outcomes, including job, organizational
citizenship behaviors, organizational commitment, and job satisfaction,
and is negatively related to intention to quit.*** A 2011 survey of 10,000
people in the United States and 1,000 individuals in several other countries
found that “employees who distrust their leaders are seven times more
likely to report they are mentally and physically unwell, and almost half
of employees who distrust their leaders are seriously considering leaving
their employers.”* Trust also has benefits that go beyond internal perfor-
mance outcomes such as employee well-being and loyalty, to include firm
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competitiveness.” As Dr. Ranjay Gulati, the Jaime and Josefina Chua Ti-
ampo Professor of Business Administration at Harvard Business School,
told us,

A key to enacting customer centricity within organizations is build-
ing porous and collaborative silos within the organization that align
quickly around shifting customer needs. Trust is a critical lubricant
that enables greater collaboration within and between organizational
silos. So, trust is not just a feel-good sentiment, but also something
that can directly impact business success.”

In our own research, on which we will elaborate in subsequent chapters,
we have found several compelling examples of leaders who have rescued
failing organizations, created new companies that have grown and pros-
pered for decades, and saved many lives as a result of their efforts to build
trust.

In the 1980s, Bob Lintz, as a GM plant manager, built the ROCC of Trust
with the local UAW union leadership and union employees of his stamp-
ing plant in Parma, Ohio, a suburb of Cleveland. As a result, he saved a
$250-million (annual revenue) plant. Prior to Bob’s efforts, GM was con-
templating a shutdown of the plant, because it was one of GM’s worst
plants in terms of quality, productivity, and efficiency. It also had one of
the worst local labor agreements. Almost three decades later, it is one of
the best stamping plants in world. Thousands of individuals kept their
jobs, the plant now generates $1 billion in annual revenue, productivity
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has improved almost tenfold, and hundreds of millions of dollars in cost
savings have been achieved. This is only one example of the results the
Parma Plant has achieved; consider how much quality has improved even
after Bob retired in 1999. The number of defects generated per million
parts produced declined from 2,000 in 1997 to only 8 defects per million in
2006, as shown in Figure 2.2.

Ted Castle, a former University of Vermont college hockey player and
assistant coach turned entrepreneur, also built the ROCC of Trust, particu-
larly in terms of openness, at Rhino Foods. As a result, he grew his busi-
ness from $8 million in annual revenue in the 1990s to $30 million today.
He has also expanded employment to include providing jobs and job
training to African and Bosnian refugees. Rhino Foods credits its Work-
ing Bridges Program with reducing employee turnover from 40% to only
15% and with helping improve the financial well-being and stability of its
front-line employees.” The company also credits its Employee Exchange
program with “saving thousands of dollars in staffing costs while retain-
ing their skilled employees in the long term.”>

Two Men and a Truck, International, the largest local moving company
in the United States, grew from a $350 investment in a used truck in the
mid-1980s in mid-Michigan to become a firm generating $220 million an-
nually, with franchises throughout the United States as well as Canada
and Ireland. The four family members who founded and lead this com-
pany credit their long-lasting success and industry-leading practices in
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part to building the ROCC of Trust with their employees, their 200 fran-
chisees, and their tens of thousands of customers. Figure 2.3 shows how
annual revenue has increased over the past 13 years. The average market
share of its franchises has also generally increased, although it declined
during the most recent recession and is now rebounding.

Kevin Lobdell, MD, was able to build the ROCC of Trust with his fel-
low physicians, nurses, respiratory therapists, and other staff members
in a critical care unit of Carolinas HealthCare System based in Charlotte,
North Carolina. As a result, he and his team improved the process for
extubating cardiac surgery patients following their procedure by more
than 100%. Now as high as 85% of patients are extubated within six hours
post-op. Dr. Lobdell and his team also reduced mortality by nearly 50%,
sepsis by 50%, and acute renal failure by 37.5%, while also improving op-
erational efficiency by reducing ICU and hospital length of stay.>

The bottom line is that the presence of trust is more beneficial than its
absence. Great results can happen when leaders are trustworthy and fol-
lowers emulate that example.

Trust Tips

—

. Being reliable means being dependable. Can others rely on you?

2. Being open means sharing information and being transparent. Do others
believe you are fair and honest?

3. Being competent means being able to do the job. Do others have confi-
dence in your abilities?

4. Being compassionate means caring about others’ interests as much you

care about your own. Do others feel you genuinely care?



Leaders Are Born and Made

For decades, we’ve been asked the same question over and over: Are lead-
ers born or made? And, indeed, this question has been the subject of many
scholarly studies. We argue that leaders have both inherent traits and
learned abilities. In turn, we consistently answer this question by asserting
that leaders are both born and made. By this we mean that although some
individuals are naturally more inclined to become leaders based on early
life experiences and, yes, even genetics,' all people have the capacity to
become leaders if they first have the desire and second make the effort.
Being an effective leader involves having certain traits with which a per-
son might be born,> having the ability to learn specific skills and behaviors
through developmental experiences, understanding one’s personal orien-
tation to learning (such as taking and analyzing the results of the Myers-
Briggs Type Indicator), and receiving organizational support.’>**¢ Some
people are more empathetic than others, some are more energetic, and
some are more engaging. Each person has a unique composition of talents,
motives, and dreams that provide the raw material for getting the best
out of everyone around. Everyone can draw on something in their back-
ground and experiences to become more effective at leading others if they
really have the motivation to do so. Pastor James Wenger noted, “Lead-
ership is learned, observed, practiced, and, through failure and repeated
effort, developed until others recognize gifts of leadership in a person.””
Empirical research bears out the argument that both nature and nurture
shape leadership development. Based on a study using the Minnesota
Twin Registry, Richard Arvey and his colleagues found that 30% of the
leadership behaviors and the leadership roles that people occupy can be
attributed to genetic factors, while the remaining 70% result from envi-
ronmental factors.® In a subsequent study, these researchers found that
environmental factors such as socioeconomic status, perceived parental
support, and perceived conflict with parents all moderate the influence of
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genetic factors on whether a person occupies a leadership role.’ Socioeco-
nomic status and perceived parental support negatively moderate genetic
factors, and perceived conflict with parents positively moderates those
factors.” Stated more simply, the degree to which genetic factors influence
whether one assumes a leadership role is reduced by socioeconomic sta-
tus and parental support and enhanced by perceived conflict with one’s
parents. The authors of this study suggest that these results might be ex-
plained because more stimulating environments level the playing field,
making one’s genetic endowment for leadership less important, and con-
flict with parents, as a form of adversity, strengthens the role of genetics in
predicting leadership roles.

On our blog, www.totaltrust.wordpress.com, we have been discussing
the question of whether leaders are born or made for several years, and
we urge our readers to share their perspectives. The family members who
own Two Men and a Truck, International also contributed to this discus-
sion with their thoughts. Mary Ellen Sheets (Founder, Two Men and a
Truck, International) commented, “I think it’s a combination of the traits
you inherit from your parents and the situations you face that mold your
life. High energy helps.” Her daughter Melanie, company Chair, stated,
“I strongly believe leadership is developed through circumstances people
face. I agree with your students in that we are born with unique abilities.
Circumstances in life may cause people with certain traits to be leaders.”
One of the original “two men,” Brig, CEO of the company, wrote,

My answer would be you can be born with a silver spoon in your
mouth but not born with a “leader” gene! Leaders learn from life’s
school of hard knocks, watching others succeed and fail and sur-
rounding themselves with successful people. You do not have to
be smarter than the people you are leading in a certain field; you
need to direct smarter people in tasks where their work pays off. In
the service industry, you need to know how customers think (most
adults have this experience) and you need to know how the frontline
employees think. To do this you need to get your hands dirty and
do the work. You now have some general guidelines to make op-
erational decisions. With this information you can lead projects that
may alter how the business is being performed. This, in turn, builds
confidence others may have in you. This is what builds leadership.

Other readers weighed in on the discussion with insightful comments.
One of Aneil’s former Wake Forest University MBA students, Will Ford,
described the relationship of a leader to others this way,

I don’t think leaders are born. I think leaders are people who are
convinced. It’s the willingness to believe in a group of people—to
believe in their potential and then to risk part of yourself on that
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belief. Leadership happens when the group realizes your sacrifice
or willingness to sacrifice. I think of this as the transition point of
leadership. What follows is a natural progression of believing in a
group of people and those same people reciprocating. What keeps
the relationship going is trust. I guess in some strange way, a leader
isn’t necessarily a person, but the willing interaction of a person and
a group. Leadership is the relationship that happens.

Several physician leaders whom we profile in our chapter on healthcare
leadership, believe that leaders are both. One of them, Dr. Brent Senior of
the University of North Carolina at Chapel Hill Medical School, had this
perspective,

Leaders are never simply born! Vocal individuals may be born.
Charismatic people may be born. But speaking and charisma only
take the leader so far. Self-sacrificial, trustworthy leadership is some-
thing that goes against the natural bent of most individuals. It re-
quires purposeful decision-making and introspection, and it can be
“made.”

Another physician leader, Dr. Kevin Lobdell of Carolinas HealthCare
System, put it this way: “There are certainly people who have [innate]
leadership qualities, but leadership development and practice are vital. I
am a voracious consumer of leadership information. Leadership is lonely.
I would recommend that leaders share with mentors, obtain coaching,
and consider joining leadership groups.”® Dr. Bruce Rubin of the Virginia
Commonwealth Medical School also voiced the importance of seeking
leadership development from mentoring and learning from others. “It is
important to identify good leaders that can continue to be an inspiration.
Call these mentors or role models or sounding boards or friends. Recog-
nize that becoming a good leader takes time and effort and remaining
a good leader is a continuous investment.”'® Dr. Rubin also argued that
leadership is both innate and learned,

I believe that leaders are born and made. I believe that the desire to
lead is probably innate and appears in certain toddlers. I see young
children who want to be the leaders just as I see adults who embrace
leadership opportunities. I believe that the ability to lead is learned
over time and experience, and requires a passion and a desire to lead
well. Desire to lead is not sufficient alone, but the willingness to be a
learner and to continually strive to be the best leader that one can—
this takes work."

A former Wake Forest MBA student of Aneil’s and founder of a busi-
ness intelligence software company, Doug Hoogervorst, wrote,



32 Leaders Are Born and Made

This is really not a one-or-the-other question. Yes, true leadership
requires abilities such as charisma, accountability, and passion that
some are born with in abundance. However, we all have these quali-
ties, whether we admit it or not, and they are more or less developed
by the experiences that have shaped us, plus nature’s head start. Are
leaders born? Yes, I think so. Some people are blessed with these
qualities in abundance at birth. Can leaders be made? Absolutely.
One of the primary qualities that separates humans from the rest
of life is self-awareness and our ability to react, create, and shape
our actions. We clearly can strengthen our weaknesses and play on
our strengths. I, for one, was the antithesis of a leader in my 20s.
Today I run a successful software company and think I have leader-
ship skills.

Organizations largely agree with the assessment that leaders can be
made; otherwise, they would not spend 21% of their training dollars or
$12 billion per year on leadership development training.'? This investment
is applied to many forms of developing leaders, including classroom train-
ing, individual coaching, and action-learning. Scholars believe that the
value of this leadership development training is that it builds both human
capital (individual competencies) and social capital (relational competen-
cies). Social capital is critical for building and maintaining trust."* Here,
we assert that the way leaders build trust is a function of both their innate
character and their learned abilities.

Based on our own direct collaborations with leaders, we believe lead-
ers are both born and made, and that they have learned to build trust with
others because of some qualities that may be innate, but also because of
their experiences. They may have a greater propensity to trust others than
the general population, although we haven’t measured this specifically.
Their experiences have directly shaped how they build trust with others.
In general, they have demonstrated parts of the ROCC of Trust in accor-
dance with the needs they perceived in their organization. For example, if
transparency was lacking, they may have chosen to emphasize openness
in their trust-building efforts.

The people with whom we’ve interacted behave both humbly and
heroically, but they are not superhuman or unbelievable. They may be
extraordinary leaders, but they are still ordinary people who rose to the
challenge of creating transformational change by building the ROCC of
Trust. Leaders are critical to building trust in organizations, and when
followers trust their leaders, they have the potential to enjoy numerous
benefits, including better job performance, greater organizational commit-
ment, higher job satisfaction, and lower intention to quit."* Leaders who
are trusted by their followers are also more easily able to effect change
quickly in their organizations.” Of course, for change to take place in an



Leaders Are Born and Made 33

organization, individuals must trust more than a single leader, and they
will distinguish between trusting a leader at the top of the organization
versus trusting their own immediate bosses or other managers.'*"”

[0 Mastering the Three Levels of Change:
Personal, Interpersonal, and Systemic

The leaders we’ve studied have recognized that in order to achieve lasting
positive results in their organizations, they need to address three levels
of change in their trust-building efforts: personal, interpersonal, and sys-
temic.'® The personal level constitutes the attitudes, values, and behaviors
that individuals demonstrate that shape the capacity for influencing oth-
ers. The interpersonal level constitutes the attitudes, values, and behaviors
that individuals demonstrate toward one another that shape their collec-
tive action. The systemic level of change involves organization-wide or
extra-organizational forces that enhance or impede organizational change,
including organizational culture, structure, and external stakeholders. At
the personal level, leaders need courage, humility, and authenticity to
challenge the status quo, define excellence for others, and craft a compel-
ling vision of the future. They also need the personal wherewithal to build
trust, which includes physical stamina, emotional stability, and the ability
to withstand repeated rejection. At the interpersonal level, leaders take the
initiative to demonstrate the ROCC of Trust in order to build commitment
and overcome followers’ resistance to change, and encourage them to col-
laborate with one another to implement change.” This interpersonal trust
encourages colleagues and employees to act in ways that lead to lasting
change and better performance. At the systemic or broadest level, leaders
build a culture of trust throughout an organization; institutionalize change
efforts by focusing on processes, norms, rules, and reward systems; and
build trust with external stakeholders, such as customers and suppliers.?’
These positive results then help to affirm the leaders’ trustworthiness and
trust-building efforts.' Of course, the ways in which a leader creates an
organizational culture of trust will be influenced by the national culture
within which the organization is situated.?*? We would expect that lead-
ers in countries whose denizens value strong hierarchies are more likely to
emphasize reliability and competence as ways to demonstrate their trust-
worthiness, rather than openness.

The current CEO of Lenovo, Yang Yuanging, started to build trust with
his staff by moving to the U.S. headquarters in Cary, North Carolina, to
build relationships there. As Lewis Broadnax, executive director of web
sales and marketing at Lenovo, told us,
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When Lenovo bought the IBM ThinkPad division, the question was,
How can Lenovo, which no one’s ever heard of, come in and com-
pete with the likes of Dell, Gateway, and HP? ThinkPad was the
rock-solid brand with IBM. When people thought of ThinkPad, they
didn’t think, Chinese company. The two don’t really match. How
could Lenovo actually grow this business? How long would this re-
ally last?

The initial CEO of the company came over from IBM to make sure
that the transition happened properly. Then Bill Amelio was brought
in from Dell to start really driving this business hard, to get us in a
position where we could compete with the likes of Dell. Yuanqging
Yang, who is our current CEO (and was chairman of the board previ-
ously), then took over the reins, and his responsibility was really to
take the company to the next level.

He’s an incredible man; he’s still not 50, and is thought of as one
of the industry’s great visionaries and leaders. His personality ex-
udes confidence and trust. You see him around the local campus,
and he greets you with a smile and asks you how you are doing. His
demeanor, his thought process, and the way he approaches any issue
are so calm and effective that I think everyone really just got behind
him immediately.

The big turning point for me was Yuanging's statement on culture
within the company, what Lenovo was going to be, and how that
was distributed throughout the entire organization. It was very clear
early on that we were in this thing for the long haul. We were going
to be a world-class organization. We were going to be the best. It was
clear that they were communicating to every employee, everyone
that had anything to do with the company, what the culture was
going to be, and making sure that everybody was on board with that.
Everyone became focused on driving the company to those levels.
Then, as the numbers started to come out, I think that comfort level
with him just grew and grew. I think he’s one of the few CEOs that
really does want to empower you to go out and make the right deci-
sions, make the right calls.

[] Leading Through Courage, Humility,
and Authenticity

We have found that the virtuous trust cycle often depends on three criti-
cal leadership characteristics: courage, humility, and authenticity.” Lead-
ers exhibit personal courage by empowering employees or sharing critical



Leaders Are Born and Made 35

information with them, both of which entail being vulnerable to others.
When leaders also display humility, which, like courage, leaves them
vulnerable to their followers, their subordinates may be more likely to be
vulnerable and build trust with each other. Humble leaders can foster a
sense of shared fate by acknowledging that they don’t have all the answers
and need help from their followers, especially in times of crisis. Authentic
leaders are transparent in their motives and open in their values, and they
act consistently with those motives and values. Authentic leaders thus
have the capacity to encourage others to be vulnerable to them. Then their
followers feel confident that they will not be exploited. Subsequently, they
are more trusting of those leaders. Indeed, empirical research has found
that a leader’s level of transparency is positively related to followers’” per-
ceived trust and evaluations of the leader’s effectiveness.?

A leader is courageous when he or she is willing to confront the status
quo,” is confident about the future,® and is confident about his or her
ability to make a difference. We believe that leaders who possess greater
courage engage in greater trust-building efforts.”” Research has found that
leaders who are more self-confident are more trusting in general,® which
in turn makes them more likely to build trust with others. For example, we
all know it takes courage to admit mistakes. Leaders with greater courage
will be more likely to admit to and repair mistakes by building trust with
others. Leaders who are willing to confront the status quo are more likely
to elicit cooperation from others, and this cooperation is enhanced by the
trust the leader has built. When the leader has confidence in the future, he
or she will want to develop the trust necessary to convince others to cocre-
ate such a future together.

Leading Through Courage

One leader we have followed for many years who is clearly courageous
is Mary Ellen Sheets (founder, Two Men and a Truck, International). Mary
Ellen told us that she started Two Men and a Truck, international when
she learned her bosses at the State of Michigan would never promote her.
They had refused to promote her several times, assuming she would never
leave because she was a woman. At the same time, her sons had been mov-
ing others’ goods and furniture as a way to earn money for college during
their summer holidays. When her sons returned to college, the phone kept
ringing—people were calling and asking for moving services. Seeing an
opportunity, Mary Ellen hired two guys, Joe and Elmer (see Figure 3.1),
and she purchased a used truck to keep the business going. This side busi-
ness supplemented her income as a data analyst. Despite her lack of for-
mal training, she took on the bookkeeping, scheduling, customer relations,
fleet management, hiring, and firing. She delegated the actual moving to
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FIGURE 3.1 Mary Ellen, an Early Truck, and Joe (or Elmer)

Joe and Elmer. Eventually, she left her comfortable but stagnant govern-
ment job to run the business as a full-time career. With abundant courage,
and just a $350 initial investment in that truck, she created a franchise-
based firm that now grosses more than $220 million annually, with 1,400
trucks operating in 37 states, Canada, Ireland, and the UK.

Leading Through Humility

A leader with humility is also more likely to build trust with others. Hu-
mility is defined as “a desirable personal quality reflecting the willingness
to understand the self (identities, strengths, limitations), combined with
perspective in the self’s relationships with others (i.e., the perspective
that one is not the center of the universe).”?! Leaders who are humble are
aware of their limitations and discuss them freely with others. This open-
ness helps the leader ensure he or she is moving in the right direction.*
Humble leaders are also aware of how others perceive them and make
an effort to integrate these perceptions with their own self-perceptions.*
Humble leaders are also more likely to build trust with others because
they are open to feedback—which itself is a vulnerable and trusting act.
Notably, humility is thought to be a trait that can be developed in lead-
ers.’ Based on the leaders we’ve worked with, we would argue that early
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developmental experiences and failures or mistakes are key sources of
humility.

Bob Lintz, the former GM plant manager (see Figure 3.2), was just a
college graduate in training when General Motors hired him. Soon after
he was on the job, the general superintendent came to welcome him to the
plant. He said, “Welcome, Robert,” and asked him what he could do to
help him. Bob said that none of his friends or family ever called him Robert
and that he would like to be called Bob. The general superintendent
looked scornfully and answered him, “Yes, Robert.” This was a significant
emotional event for Bob. He got the message loud and clear: We are not all
the same, and rank matters. Bob vowed that from that day on he would
insist that his subordinates call him Bob and he would treat everyone with
dignity and respect, no matter what their position was in the organization.
Over the next two decades as he advanced within GM, Bob eliminated
other status barriers between management and labor, including discard-
ing formal dress distinctions and the executive dining room. He made
these efforts long before other GM plants adopted these practices.

By removing these and other barriers, Bob transformed the $250-
million Parma, Ohio, stamping plant (scheduled to be shut down) into a

FIGURE 3.2 Bob (far left), his Wife Karen, and Two Friends with the
Original Ghostbusters Vehicle
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billion-dollar enterprise that has lasted more than 20 years after it was
slated for closure. Achieving this long-term success began with the hum-
ble way that Bob dealt with everyone, including his own management
team He said,

What I learned about myself was that I was truly 100% committed to
building trust with others and changing the organization. I learned
how to handle all of the frustrations and letdowns that come along
with a large change process.

We had meeting agendas for my management team, and I couldn’t
wait to talk because I've got a lot of energy, and I want to sell my
points. I recall times when I went into those meetings, well prepared,
with seven items on the meeting agenda, and I would come out of
the meeting zero for seven. In many cases I wasn’t even close to hav-
ing the best proposal. I walked out of there a lot of times thinking,
“Why did I even open my mouth?” Going back to my office with my
head down thinking, “Oh, they must think I'm a complete idiot.”
Then, to recapture my self-esteem, I would say to myself, “The good
thing is that I lead and helped create an environment where we could
talk openly, were every staff member was expected to contribute to
make sure we made the best quality decisions.” Especially since we
were going to be impacting thousands of people in the plant and sur-
rounding communities. | had the ability to admit to myself that I'm
not as smart as I thought. Synergy really works and I was gifted with
some very outstanding staff members.

We had three or four staff meetings away from the plant to agree
upon on how we would maximize our effectiveness in the decision-
making process. One of the most important [results] was an agree-
ment that once a consensus decision was reached, each member
would support it 100%, no matter how hard he or she fought on
an alternate approach. No whining or politicking after the meeting.
Only a personal commitment to get out and make it happen. They
NEVER let me or each other down.

Bob is too humble to say so, but we're also willing to bet that many oth-
ers in his team also came in thinking that their ideas were the best of the
bunch, but as a result of this trust-based team decision making, came out
realizing that the collective ideas and the decisions that followed from
them were better than their own individual ideas.

Leading Through Authenticity

Finally, an authentic leader is one who lives the values that he or she es-
pouses. Authenticleaders have greater self-awareness, have an internalized
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moral perspective, relate transparently with others, and focus on positive
self-development.®>** Authentic leaders are not perceived as being hypo-
critical, because no gaps or differences are discernible between their words
and their actions.” They are also “perceived by others as being aware of
their own and others’ values or moral perspectives.”* Of course, here we
are assuming that the leader’s values are consistent with the ROCC of
Trust such that his or her authenticity is able to promote building trust.
Clearly, a leader who is greedy, dishonest, or favors certain employees
is unlikely to build trust with others, no matter how authentically these
negative values are displayed.

Ted Castle (Rhino Foods; see Figure 3.3) coached collegiate hockey for
the University of Vermont and had a small family ice-cream business on
the side. Today, Rhino Foods adheres to the philosophy that life is a game
to be won by playing fairly and honestly. “We try to bring a lot of what
motivates people in a game, any kind of game, into our business,” Castle
noted. Early on, he realized that his employees would be more motivated
if they knew the rules, were told the score, and could succeed through
hard work. Ted’s authentic actions paved the way for his employees to
trust him.

To encourage his employees to think more like owners (although the
firm was and is privately owned), he created a game that was consistent
with what motivated him as hockey player or whenever he played board

FIGURE 3.3 Ted Castle Wearing the Rhino Foods Hat
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games. He modeled it after games or contests in which there was a clear
set of winners and losers, scores were kept, consistent rules were adopted,
and rewards for success were fair. Ted opened his books to show his em-
ployees how to make the firm more profitable. Then, if his employees
improved earnings, they were rewarded with profit-sharing. This built
a great deal of trust with employees because he was being open about
sharing sensitive financial information and demonstrating compassion
for their well-being by sharing his company’s success. In another effort,
Rhino Foods worked with Ben & Jerry’s to develop its Cookie Dough Ice
Cream, which helped Ben & Jerry’s become the first company to create
such an ice cream product. Rhino Foods still supplies Ben & Jerry’s with
the cookie dough that goes into their ice cream. Rhino Foods now grosses
more than $30 million annually.

We have found that courage, humility, and authenticity often coexist
within leaders who have built trust and demonstrated trustworthiness
effectively.®%4! Other scholars have agreed, finding that “humility tem-
pers other virtues, opens one to the influence and needs of others, and
insists on reality rather than pretense.”** Some researchers believe it is
possible to develop the capacity to become an authentic leader while also
developing other attributes, such as moral reasoning, confidence, hope,
optimism, resiliency, and future-orientation.” Research has indeed found
that authentic leaders are also courageous, in that they advance ahead
of others when there is a risk in doing so.** As do courageous leaders,
authentic leaders have high physical and mental energy,* persevere in
the face of obstacles and difficulties, and analyze personal failures and
setbacks as temporary—if not learning experiences—and view them as
a one-time unique circumstance. Authentic leaders are easily motivated
to work harder, are more satisfied, have high morale, have high levels of
motivational aspiration, and set stretch goals. Moreover, authentic lead-
ers have been found to enhance team performance through their effect
on trust.*

Sheldon Yellen, CEO of Belfor Holdings (see Figure 3.4), a diversified
building services company that owns Belfor Property Restoration, the
world’s largest property restoration company, provides a very compelling
example of courage, humility, and authenticity as well as demonstrating
the ROCC of Trust. His incredible success in building Belfor has clearly
required a great deal of courage, but because of his humility it took quite some
time before we were able to convince him to be profiled in this book. Consistent
with how we ve worked with other leaders, however, once we established trust and
respect with each other, he became willing to share his story with us. The humil-
ity, openness, generosity, and authenticity we've witnessed in him have
made it quite easy for us to learn how he became a great leader.

Sheldon, the oldest of four boys, had a very humble beginning. His fa-
ther was in and out of hospitals for much of Sheldon’s life, enduring nine
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FIGURE 3.4 Sheldon Yellen (on the right)

operations for several serious stomach problems. As a result, his father
was often out of work, necessitating that the family go on welfare. Sheldon
courageously started working full-time at age 11 to support his family. He
actually signed over his paychecks each week to his mother to help her
make ends meet. He shined shoes, folded laundry, operated videogames
and collected their quarters, and performed numerous other jobs to help
his family. Sheldon missed graduating from high school by one credit be-
cause of his long work hours (he finally received his highschool diploma
in 2011). After attending Michigan State University for one year (back
in the mid-1970s, MSU obviously didn’t check to see if high school was
completed before allowing students to matriculate), he dropped out to
continue supporting his family. At age 26, he joined his father-in-law and
brothers-in-law in a Michigan awning company they owned, and Sheldon
then built it into a $1.5-billion-a-year (revenue) business.

Sheldon chooses to reinforce his humility in several ways. As he re-
minded us during an interview for this book,

You can’t lead with titles. You can’t lead with rules. You can’t lead
with words. You lead with trust, compassion, listening, and by ex-
ample. I'm sorry for being repetitive, but you can’t hide behind a
title, behind an office, behind a structure.
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You're going to give back more to others who will then follow and
trust. I was not born the CEO of a $1.5-billion company. You know
that. I had to gain the trust of people along the way, and I did it by
implementing those six characteristics I mentioned earlier. I did it by
not hiding behind my business card and title, and I did it by living
what I espoused to my people.

I set the bar high for the company because I set the bar equally
high for myself. To me, the responsibility to stay as close to the front-
lines as possible is key. It’s critical. I would never ask anybody that
works with me to do something that I would not do myself, never.

To build a business, you've got to have humility; you've got to
always be reminded of where you came from. “Back to the begin-
ning”—my simple little way of reminding myself. Everybody can
pick a different way of reminding themselves. I choose to keep my
pictures on the floor, not on the walls, as you've seen yourself. Be-
cause in the beginning, as I remind myself every day, I didn’t know
if we’d make payroll. It’s a lifelong effort to share with people your
insecurities, and by letting somebody know your insecurities you're
building trust.”

Sheldon’s authenticity has been demonstrated to us in many ways. For
example, he has remarked to us many times that he doesn’t allow people
to say they work “for him,” but rather “with him.” Each of the employees
we’ve met has said the same. Indeed, his two executive assistants say they
still get reprimanded by Sheldon any time they tell a visitor to Belfor that
they work for Sheldon. Sheldon still personally signs every birthday card
and writes notes in each one, even though Belfor now employs more than
6,000 people. When Sheldon was the subject of the CBS television show
Undercover Boss in 2011, his compassion for his employees and his willing-
ness to do any job given to him was completely consistent with the com-
passion and humility he’s demonstrated in our time with him. Sheldon’s
authenticity comes in large part because of his willingness to give his most
valuable asset, his time, to his employees and customers. It is because of his
compassion for them,

I believe that a leader’s role in building trust is to garner what I call
“all the time” relationships [his emphasis]. Your business relation-
ships, and not just your friendship relationships, have to be real.
You've got to believe that life is all about people. If you believe that
then you're halfway there.

So you have to want to go to a wedding. You have to want to go
to a kid’s graduation of one of your employees. You feel a loss when
somebody dies. You feel a joy and excitement when somebody’s born.



Leaders Are Born and Made 43

A retirement party should be as important to you as the person retir-
ing. I call these “all the time” relationships, not what others think
are just work relationships. I believe a leader’s role in building trust
is you have to feel that. “All the time” relationships are what are
important. I think leaders are made based on the relationships with
people that you have along the way.

As I shared with you before, I've been accused of “collecting peo-
ple.” I'm not sure I love that term, but in its proper context, if you're a
person lucky enough to want to do that, “collect people,” then you're
a leader, because in your collecting people you're going to gain as
much as you give.*®

We think Sheldon will be in an excellent position to “collect more people”
in the future. His episode of Undercover Boss was the highest rated in the
series’ three years, and more than 6,000 people applied to work at Belfor
in the weeks following the episode.

[] Building Trust According to
Your Own Strengths

Consistent with others” work on leadership, we believe that leaders build
the ROCC of Trust according to their individual talents and capabilities
and focus on their strengths. Other scholars have argued that leaders
should be helped to identify, develop, and leverage their unique strengths
and talents. When leaders do so, they help others identify and nurture
their strengths; they build awareness of possibilities, generate hope about
the future, and encourage others to take courageous action to become their
hoped-for possible selves.* They also can become more humble in the pro-
cess, because properly focusing on one’s own strengths requires acknowl-
edging others’ strengths, and just as importantly, recognizing one’s own
weaknesses. Sheldon Yellen told us that, on a recent conference call with
all 140 heads of Belfor’s business units worldwide, once all of them had
assembled on the call, Sheldon got on the phone and simply said to the
group, “Be humble or get humbled.” After several seconds of silence, one
of the executives asked, “Is that it?” Sheldon replied, “Yes,” and hung up.
He was making the point to his managers that Belfor’s incredible success,
including rapid growth in revenue and earnings even during the very
tough economy since 2008, was no reason for them to become complacent.
Sheldon’s advice for leaders who need to become more humble is to rec-
ognize other’s strengths,
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You've got to start with the belief that you are “equal to,” and not
“better than.” You were given certain skill sets and certain gifts. Use
them appropriately. Laugh at yourself. Make fun of your shortcom-
ings. Continue to remind yourself you're no better and be humble
and grateful. Allow others to tell their story. That, to me, is the lead-
er’s role in building trust.

Leaders can properly identify their strengths through several vehicles,
including the Reflected Best-Self Exercise, a tool developed by research-
ers at the Center for Positive Organizational Scholarship at the University
of Michigan Stephen M. Ross School of Business, and Strengthsfinder 2.0,
developed by Gallup. Both of these tools focus on a leader’s strengths and
not their weaknesses, arguing that it is better to focus on areas of contri-
bution rather than areas of weakness. As Jon Sorber, one of the leaders/
founders of Two Men and a Truck, International, told us, recognizing oth-
ers’ strengths is great for better teamwork in a top management team, and
as our other leaders have told us, it really helps to remain humble,

What I think has been really cool about working with Melanie and
Brig and our mom is that we all bring something different to the
table. We all have our gifts and we all recognize that. I think Brig’s
strength is more on working with our franchises, and I'm more op-
erational; that’s my passion.

I think another thing, too, is that we’ve all stayed pretty humble.
I mean this company’s gotten bigger than we ever thought it would
get. We all have more than we ever thought we would have. Brig has
a saying that pigs get fat and hogs get slaughtered. And it’s okay to
be a piggy, but don’t become a hog. We live by that. | mean every day
in this business for us has been a blessing.

In looking at the ROCC of Trust and developing competencies in all four
areas, we encourage leaders to first understand how they typically build
trust with others. Some of our leaders built the ROCC of Trust by first
demonstrating reliability, as Melanie Bergeron did when she joined Two
Men and a Truck, International. She stipulated that franchisees adhere to
their obligations and pay their contractual royalties on time. Ted Castle
initially focused on building trust by demonstrating openness through
his approach to the company’s finances. Bob Lintz chose to emphasize
competence by developing the common purpose of turning around the
Parma stamping plant and saving several thousand union jobs. He did
this by demonstrating that only world-class quality, productivity, and
costs would keep the plant open. Mary Ellen Sheets built trust through her
compassion for her employees, customers, and community by developing
her employees, treating customers as if they were family, and donating
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significant money and time to local charities. Sheldon Yellen also chose
to emphasize compassion in building trust with his employees and his
customers, forgiving employees who he could have easily fired, and, on
his very first restoration job, buying Christmas presents for the children
and getting a hotel room for a family whose home had burned down right
before Christmas, even though nobody had told him to do so.

The leaders profiled in this chapter have each faced adversity many,
many times. Their courage, humility, and authenticity enabled them to
build trust with key stakeholders, whether they were employees, union
leaders, customers, or franchisees. Individuals in leadership positions or
aspiring to be leaders must develop courage, humility, and authenticity so
that they can find trustworthy others and build trust with them to become
better leaders. In the next chapter, we focus on the interpersonal level of
change and how leaders create a Circle of Trust.

Trust Tips

1. Even if you don’t feel like you were born a leader, you can still become one
by improving your leadership skills and abilities.

2. Be courageous by having trust in others, admitting your mistakes, and hav-
ing confidence in the future.

3. Demonstrate humility by understanding yourself and being open to feed-
back from others.

4. Others will know you are authentic when they see no difference between
your words and actions.



Developing Your Own Trust
Network

In our experience, leading others is a very lonely business. This is espe-
cially true when the environment is highly uncertain, which elevates the
value of trust when individuals are deciding whether to cooperate with
one another.! When we have led others, we have sometimes encountered
significant resistance, even from people we least expected. Leaders whom
we have studied, consulted for, and coached say they encounter resis-
tance more often than enthusiasm when they try to implement change in
their teams and organizations. Supporters may emerge from unexpected
places, but it is more likely that resistors will rise to thwart the change ef-
fort. Robert Quinn of the University of Michigan Ross School of Business
has argued that leaders encounter several typical responses as they work
to transform their organizations: skepticism, laughter, or moral indigna-
tion.? People close to the leader are often skeptical of the leader’s willing-
ness to follow through on his or her commitments. In other words, they
don’t trust the leader’s reliability. Would-be followers may simply laugh
at the leader’s claimed abilities to create lasting change. In other words,
they don’t trust the leader’s competence. If skepticism or derision doesn’t
deter the leader, others may attempt to derail the efforts through moral
indignation, arguing, “Who are you to say you have a vision for change?”?
This implies not trusting the leader to be open about his or her agenda for
change or not trusting the leader to be compassionate about who will be
affected or whether the rewards from successful change will be allocated
fairly. Because you will undoubtedly face significant resistance to change
from at least some people affected by your initiatives, your efforts to lead
others will be greatly aided by creating a foundation of trustworthy peo-
ple who can help you. We call this the Trust Network.

47
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[0 Your Trust Network and How It Helps
You Lead Others

As you lead others using the ROCC of Trust, it is very important to de-
velop a Trust Network, essentially a “merry band of brothers and sisters.”
These advocates can support your change effort through sound advice,
regular encouragement, and tangible help. Trust involves both cognitive
processes such as evaluating whether someone is reliable or competent,
and also emotional agility, such as whether one feels another is open or
compassionate. Indeed, many trust researchers have found that when
people feel positively toward someone, they are more likely to trust that
person.*

Your Trust Network helps strengthen the ROCC of Trust you are dem-
onstrating to those in your organization and can help you avoid some of
the pitfalls of leadership. Your advocates need not be physically proxi-
mate or even belong to your own organization. In fact, they can be useful
to you if they aren’t in your organization, because they are more likely to
have different information or insights than your colleagues or people with
whom you interact frequently.>® Essential, however, is that they must trust
you, be trustworthy themselves, and be motivated to help your change
efforts and your leadership journey. Such supporters should not simply
rubberstamp what you think or feel, but instead will have your back and
your front. These are people who will provide a much-needed shot in the
arm to immunize you against the inevitable assaults you'll face during
your worthwhile leadership journey. They will also give you a shoulder to
lean on or even a well-placed kick in the pants whenever you flag in your
leadership efforts.

The number of individuals in your Trust Network must be manage-
able. This shouldn’t be difficult, however, because you must choose your
network members carefully. First, members of your network must possess
the aforementioned qualities that your wider circle of friends will not.
Second, your Trust Network size should depend on how many people
to whom you can reciprocate by offering feedback, as well as moral and
tangible support. Again, choose carefully those on whom you will de-
pend, sometimes quite significantly, to keep your change efforts moving
forward.

Your Trust Network helps you mobilize resources to facilitate positive
change, especially when resources may be scarce or difficult to identify
quickly. As homeland security specialist Eric Kutner told us,

I've spent years building a network. I've been able to put people
together—pieces of a puzzle together—by seeing how people fit to-
gether, seeing how people’s interests or needs fit together, and build
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relationships with them that are grounded in trust and credibility.
The reason to network, the reason to build relationships, is because
everything in business, everything in government or public policy,
especially in Homeland Security or FEMA, indeed everything in life,
is based on resources.

All these examples are based on resources—the word I use over
and over again. People are resources, things are resources, and money
is a resource. The only way to find resources that might be helpful
to you or others is to have relationships with people who have those
resources, are those resources, or know where those resources are.
Because when something bad happens, say a crisis in one’s com-
pany, or a family health emergency, that’s not the time to start won-
dering, “Who do we know who knows people,” or realize, “We don’t
really know anybody.” That’s when you want to be able to count on
people you've built relationships with over the years.

Before discussing the specifics of whom to include in your Trust Net-
work, how and where to start building it, and when you know it’s func-
tioning properly, let’s look at a few examples. We have benefited greatly
from our own Trust Networks in both our professional and personal lives.
In contrast, we’ve made some of our greatest mistakes when we didn’t
possess such a network or failed to use our network members fully for
guidance or assistance. By sharing these examples, our hope is that you
will understand their relevance for effective leadership.

[0 Examples of Our Own Trust Networks

The first example relates to a much larger network than a personal Trust
Network, and it consists of many networks based on trust and common
identity. It has inspired our own efforts to build social capital among the
current and former students we’ve taught at each of the universities where
we’ve been professors.

[0 Doing Well by Doing Good
at Princeton

Princeton’s reputation as one of the world’s truly great universities is
due largely to its tremendous alumni loyalty. Routinely, about 60% of
Princeton’s alumni donate money with no strings attached through the
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university’s Annual Giving Campaign, with totals averaging roughly
$50 million. These unrestricted contributions are in addition to the millions
of dollars in capital funds alumni and others donate each year, adding to
an endowment that exceeded $17 billion as of 2011.” The university en-
genders such incredible loyalty from “birth,” through its Freshman Week
Orientation, including a mandatory fire safety presentation.® In addition
to the stern lecture about the dangers of unapproved appliances, new stu-
dents are also told that regardless of their financial aid, they are receiving
a 50% scholarship. This is because it costs twice as much to provide the
education they are about to receive as they are actually paying.’ Students
learn that this is possible due largely to the generosity of their forebears—
alumni. Then, they are encouraged to pay it forward through hard work
and dedication while matriculated at Princeton and when they graduate.
Giving money, though, is just one measure of loyalty. Princeton’s leaders
emphasize this when students commit to annual giving as they graduate
and become alumni.

Indeed, the stronger message alumni receive is that it is important
to give of oneself in nonfinancial ways as much as, if not more than,
financially. Alumni volunteer efforts enhance the social capital estab-
lished as students and are a substantial complement to the financial
capital they donate. Through the Alumni Schools Committee, Princeton
alumni ensure that the vast majority of applicants are interviewed per-
sonally. Through its password-protected website TigerNet, Princeton
alumni have forums that provide career networking and job opportuni-
ties and that help those who've moved to another city, state, or country;
they also have resources such as parenting advice and even an Ultimate
Frisbee discussion group. They can look up anyone worldwide who
attended Princeton to make a connection. Alumni can find out who is
working in a particular industry, job category, or part of the world in
which they’re interested. The social capital reinforces the trust Princ-
etonians develop in one another based on friendships, common values,
and a commitment to leaving their institution stronger than when they
entered.

This Princeton example may smack of elitism and exclusivity, but we
believe the school’s practices apply to any institution interested in build-
ing long-term loyalty. The network has to be large enough, of course, to
be useful. Similar alumni networks also exist in the corporate world. The
consulting firm McKinsey is famous for celebrating its alumni (or former
employees) as part of its larger family. Corporate alumni groups abound
on LinkedIn.com, including Amazon, Apple, Applebee’s, Best Buy, Dell,
EDS, Lee Hecht Harrison, and IBM, to name just a few. Interestingly, in
fact, Bain & Company has a global alumni network of more than 5,000 on
LinkedIn, which is larger than the number of employees in Bain’s LinkedIn
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group. Today’s social networking groups host networking events and pro-
vide career advice, while their members even help each other find jobs.
Again, access to these benefits is restricted to being a member of a specific
alumni group.

[ You Never Know When You're Going to
Get Really Sick

One of the ways individuals become vulnerable is by falling ill. Placing
oneself in the hands of a physician, though, represents one of the most
significant forms of trust. When Aneil was diagnosed with thyroid cancer
in 2002, he wanted to obtain input from several medical experts to ensure
he received proper treatment and, thus, the best possible outcome. He not
only wanted to be cured, but also wanted treatment and surgeries com-
pleted according to “gold standards,” so that any possible complications
were minimal.

Aneil didn’t develop this orientation automatically, but achieved it
after having a sinus surgery in 1999 that didn’t go as planned. Having
learned a painful lesson about trusting too much, Aneil first consulted his
brother Allan, an orthopedic surgeon at Stanford Medical School, when
he first learned his diagnosis. When Aneil met an endocrine surgeon,
Dr. David Albertson of Wake Forest University, he asked the surgeon if
he would be willing to partner with him; if he would consult with other
experts who could share their expertise and opinions. Initially, this highly
respected surgeon, who performed more than 150 thyroid surgeries a
year, was taken aback. After Aneil shared his story about his failed sinus
surgery and its aftermath, however, Dr. Albertson began to understand.
Dr. Albertson himself had been hospitalized and had seen the medical
system from the vantage point of a patient, not just as a physician and sur-
geon. Dr. Albertson became not only Aneil’s surgeon, but also his advo-
cate with many parts of the healthcare system during the several months
Aneil was under his care.!

Aneil also consulted his best friend from college, Dr. John Gordon, who
gave him the personal phone number of his uncle, Dr. Lewis Braverman
of Boston University’s School of Medicine, an internationally renowned
endocrinologist and one of the world’s experts on the thyroid." Uncle
Lew reviewed Aneil’s case, confirmed that the proposed surgeries and ra-
diation were appropriate, and told him he would be fine. Ten years later,
Aneil remains cancer-free thanks to the dedication of his Trust Network—
trustworthy physicians and friends who responded to his call for help and
guidance.
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[0 Making Important Decisions
and Reinventing Yourself

At age 40, Karen wanted to return to graduate school and earn a PhD.
Surprisingly, most of her friends, many of whom were moms, discour-
aged her. They didn’t understand why she would uproot her life, move to
another town, and go back to studying and taking tests, especially when
it wasn'’t really necessary. They didn’t understand why she would give up
a “nice life,” as one friend put it, for the rigors and sacrifices of graduate
school. Karen, however, knew she needed to earn a doctorate. After con-
ducting scholarly research and teaching for more than a decade with an
MBA, she understood that advancing to a top-tier research and teaching
institution would be essential to develop the necessary skills to conduct
research and teach at the highest possible level. Working with world-class
professors on their research projects, while also collaborating with them
on classroom teaching, would give Karen the foundation to more fully
integrate her research, writing, and teaching.

Through her Trust Network, Karen found support from those who un-
derstood her drive and who offered sound advice and important help.
One was a good friend from her Ann Arbor days, Dr. Gretchen Spreitzer,
who had earned her PhD in 1992. Gretchen was very supportive and
wrote a letter of recommendation for Karen, because together they had
coauthored a peer-reviewed article. Another member of Karen’s trust net-
work was one of her MBA professors, Dr. Kim Cameron, who had always
been a great mentor and boundlessly encouraging. One of her colleagues
at Wake Forest, the late Ed Easley, reached out to Karen and encouraged
her despite his own battles with cancer. Another Wake Forest colleague,
Dr. Kelly Mollica, who had taken a graduate seminar with Karen at Penn
State, supported her as well. Although this group of supporters was small,
it propelled Karen forward to make the deep change in her life she desired.

In another example, Aneil helped a member of his Trust Network,
David Lassman, to reinvent his career several years ago. Although Aneil
and David were college classmates, they didn’t get to know each other
until their 10th college reunion. As they sat together at one of the week-
end’s dinners, Aneil learned that David was a turnaround consultant with
insights into leading change. Aneil invited David to be a guest speaker for
one of his MBA classes. Aneil invited him back six more times over the
next few years. Consequently, David discovered his passion for teaching
and asked Aneil for guidance about becoming a part-time business school
professor. Aneil introduced him to one of his mentors who was a manage-
ment professor at Carnegie Mellon University (CMU), Dr. Denise Rous-
seau. Denise agreed to review David’s resume and helped him land an
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initial teaching assignment in the executive education program at CMU.
Today, David is an adjunct professor at CMU, teaching in its executive
education and MBA programs, while also continuing his work as a manu-
facturing vice president in the Pittsburgh area.

[0 Launching Your Own Trust Network

Because each situation’s circumstances will vary, and everyone has dif-
ferent talents and strengths, it is a good strategy to gather people from
different backgrounds and capabilities into your Trust Network. Ide-
ally, each member of your Trust Network will have talents and abilities
that complement your own and one another’s, have access to different
resources, belong to different networks (e.g., work, school, professional
associations, friends), and have time to help you. That should narrow the
list of candidates significantly. As noted, you must also be willing and
able to reciprocate. This should narrow the list even further. The selection
of those who become members of your Trust Network will depend in part
on the kinds of help you need. You will likely have members of an inner
circle of trust on whom you call most frequently, particularly for sensitive
or pressing issues. Your wider network will include those on whom you
call from time to time, those you ask for information rather than advice,
or those who help you with less significant issues.

Start building your Trust Network with friends who have regularly
demonstrated the ROCC of Trust to you, and who have a history of re-
ciprocating. We can’t stress this second requirement enough. Your Trust
Network will not be sustainable if you are the one who is always help-
ing others. Not only is this exhausting, it is also a recipe for resenting
those who professed they wanted to help you, but who then never fol-
low through. It is also advisable to look for potential members of your
Trust Network outside your regular place of work. Such individuals can
provide objective advice and help, especially when you face a situation
you would not be comfortable discussing with your colleagues or man-
ager. Social networks such as LinkedIn may also provide a pool of can-
didates, especially if you seek to add members to your Trust Network
beyond your functional area or industry. As you get to know people
from these social networks better, you will be positioned to help them
and ask for their help. Such opportunities will then help you decide
whether to ask them to join your Trust Network. Indeed, based on our
experience, only when you are really in need of assistance, i.e., you are
vulnerable, will you know whether you should ask individuals to be
part of your Trust Network based on whether they can and do offer as-
sistance to you.
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Your Trust Network has the potential to create a virtuous circle in which
trustworthy individuals help one another become more trustworthy and,
thus, more effective leaders. As our own Trust Network has grown, we
have seen its members begin to refer to the network as an entity distinct
from the two of us, with a set of common values. With repeated inter-
actions, a network can evolve into a group that can provide a common
identity for those in the network."”? In an early and widely cited paper,
Mark Granovetter wrote about embeddedness or “the ongoing networks
of social relations between people [which] discourage malfeasance.”” In
other words, because links exist among people in the Trust Network, even
if only through one person, others are likely to behave in a trustworthy way
with other network members, because they know they will interact with
one another at some point in the future. Indeed, we learn about one anoth-
er’s trustworthiness through repeated interactions. If we treat one another
in a trustworthy fashion, we will want to continue to include one another
in our Trust Network. Of course, networks based on trust can also have
negative results, for example, when nepotism or favoritism exclude worthy
individuals from receiving the benefits that accrue within those networks.
We would argue, however, that individuals within those kinds of networks
are not demonstrating compassion, or are merely reserving it for a group
that deliberately chooses to keep many people out.

(1 Is Your Trust Network Actually Working?

To evaluate the effectiveness of your Trust Network, consider whether you
can call on several different members for advice when you need to make
an important decision. Or, if you need to change jobs or careers, do you
have people in your network who are able and willing to get your re-
sume or marketing pitch quickly to individuals at organizations who have
a job or business opportunity you would like to pursue? We have learned
about the effectiveness of our Trust Networks in others ways, as well. For
example, we have both received valuable and interesting consulting en-
gagements based on recommendations from people in our Trust Network.
As our networks have evolved, we have received leads from people who
know people in our Trust Network.

One great illustration of your Trust Network’s power is when people
help one another without your intermediation. When we were completing
an article for the MIT Sloan Management Review in 2009, we asked members
of our Trust Network to share examples of fair and effective downsizing.
Several members of our Trust Network sent us examples, a few of which
we added to our article. Ben Holcomb, one of Aneil’s former Wake Forest
Evening MBA students, sent us an example from his current company.
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Seeing that Ben had changed companies since his days as Aneil’s student,
Aneil followed up to inquire how Ben had landed at a new firm. Interest-
ingly, Ted Budd, who had graduated from Wake Forest’s Executive MBA
program and was another of Aneil’s former students, had hired Ben, even
though the two did not know each other through their Wake Forest affili-
ation. It was through their mutual membership in Karen and Aneil’s Trust
Network that Ben and Ted had connected. Although Ted never asked
Aneil about Ben, he interviewed and hired him for a CFO position.

The time to begin building your Trust Network is now. We have known
some of the people in our Trust Network for decades; others for only a few
years. Depending on your friends, acquaintances, and mentors, you may
be able to begin building your Trust Network as early as high school. And,
it is certainly a good idea to begin when you are in college or start a full-
time job, whichever happens first. Every person you meet along the way
has the potential to be helpful or influential to you in your leadership jour-
ney. And remember: Do not add anyone to your network unless you're
prepared to help them as well. You should also be courageous enough to
drop people from your network who ask you for help but stop helping
you. Unless someone has special circumstances that prevent him or her
from actually helping you for a certain period, it is better to move on and
find others who can keep your Trust Network thriving.

Trust Tips

-

. Keep in touch regularly with people who are important to you.

2. Be willing to share your concerns and opinions with those in your Trust
Network.

3. Learn enough about your friend’s issues to be a real help to them when they
need you.

4. Support friends when they need you the most.
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1 What Is a Team?

A team is “a small number of people with complementary skills who are
committed to a common purpose, set of performance goals, and approach
for which they hold themselves mutually accountable.”* Work teams are
composed of interdependent individuals who share responsibility for
specific outcomes in their organizations. Such teams are influenced by the
context in which they are working,*? all while producing “something use-
ful to an organization.”*® We spend most of our lives with teams of one
type or another, whether it’s families, athletic teams as a young child and
young adult, teams in our careers, or volunteer teams outside of work.
Despite such ubiquity, people may belong to work teams without having
any formal preparation or training.

[0 Why Are Teams So Important?

People desire to associate with others for protection and to build identity,
and teams are one way to accomplish both goals. To reduce their vulner-
ability to complex or challenging environments, people tend to associate
with others who share similar traits, values, or interests. Teams are also
the most typical way people in organizations come together to produce
organizational outcomes. Indeed, if executed properly, teams can have a
positive financial impact on the organization’s bottom line.®

Greater collective effort is required as tasks and their results become
more complex or require greater innovation. When people work together,
however, conflicts inevitably arise about how and what to produce.

57
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Interdependence among individuals within and across teams is essen-
tially a form of vulnerability. As Patrick Lencioni, author of The Five Dys-
functions of a Team, wrote, “Trust lies at the heart of a functioning, cohesive
team.”” Thus, trust is essential for team behavior and continuing success-
ful work,*® but too much trust within a team may make it difficult for the
team to monitor itself to ensure optimal performance.'"

After we read online about his efforts to build trust in his teams at
Microsoft, we were fortunate to interview Ross Smith, director of test.
Ross explained how his team discovered that trust was important and the
end results for his team,

What we realized was that trust is a foundational component of in-
novative organizations. Businesses require freedom to fail, collabo-
rate, take risks, and be transparent. A lot of those behaviors seem to
be rooted in trust, and so we thought that if we as managers focused
on building a high-trust organization, then people would have more
autonomy, more freedom to experiment and apply their diverse skills
in ways that we couldn’t possibly think of ourselves. With Windows,
where there’s hundreds of millions of customers, it’s not possible to
fully represent the customer, so we really need diverse approaches in
how we test the software. That’s how we got started.

What was also very interesting is that from a personal growth per-
spective, if people have more freedom to experiment, to learn new
things and try new ways of testing, they’re going to stick around,
because they feel like they’re growing. They have the opportunity
to grow their skills and so they’ll stick around—we see tremendous
retention rates.

As people stick around and stay in their technology area, they
obviously get better at it. They get more technical. They understand
more deeply how the software works, as well as building stronger
relationships with their partner teams and their counterparts in
other disciplines. Those relationships and the nature of work get
smoother, because people have been doing it longer. So really we
saw great increases in virtually all our traditional metrics.

[] Building the ROCC of Trust Begins
With the Team Leader

Trust begins with the team’s leader,'? and team leaders can influence team
performance through team trust.”® Moreover, a group leader’s trust in
other group members has been found to positively influence group mem-
bers’ trust in one another."* Leaders can influence many aspects of the
team, including coordination, creativity, team learning, empowerment,
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commitment, team satisfaction, and performance.'® Leaders also provide
the group with vision, help set goals, and serve as the liaison or “linking
pin”' to other parts of the organization. Moreover, leaders can create an
open climate that supports employee involvement and teamwork."”

Most leaders focus on helping their teams with tasks and interpersonal
relationships. Here, we will address how leaders can help their teams with
the interpersonal work of building trust. Several experts on teams have
emphasized the critical importance of first focusing on the interpersonal
dynamics that build trust. Such trust can help overcome embedded con-
flict and gain commitment to a common set of goals and shared fate.'

In describing his approach to building trust with his top management
team, Bob Lintz (General Motors) emphasized the essential importance of
first addressing the interpersonal aspects of working together,

To get my team involved and committed to the vision was really
meant getting them to open up about their inner feelings and to
voice their frustrations with the organization or with the politics or
where they stood or where their career was headed—whether they
were being listened to, how I really felt about them, or how they felt
about their peers. Most of that is pretty well-guarded information,
for fear of the consequences of speaking up. It was my role to get
people to open up. I understood the consequences, and I also knew
how difficult it was to open it up.

I was able to get my immediate staff to agree to go out after work,
on our own time, and really talk about these issues. To develop a
relationship of openness and trust where we could really, really say
how we feel without threat of reprisal. That took some time to do
that, but once that was established, then that feeling of trust with one
another just mushroomed.

Every leader has or should have a preferred style of building the ROCC
of Trust with others. In general, our preferred way to build trust with oth-
ers is to have conversations, but, admittedly, our conversational styles dif-
fer. One of the effective ways Aneil builds trust quickly is to share openly
aspects of his background and experiences that he believes will establish
common ground with those he is getting to know. He believes that every-
one has goals, experiences, dreams, and frustrations that can be similar
enough to build a common set of interests and expectations about what
is important. For example, common goals can be about wanting to make
a difference, enhancing one’s career prospects, or simply eliminating
long-standing problems. Aneil typically starts by sharing his own beliefs
about what an ideal workplace should be. Importantly, these stories are
not just theoretical or academic musings, but are based on his own great
and ugly experiences working in organizations. He also shares any other
background information that he thinks may be relevant to the specific
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person or group to whom he is speaking. This represents an effort to
build openness-based trust. It also involves trusting the other parties with
sometimes-sensitive information. He trusts that what he shares won't be
misinterpreted. With some people, Aneil quickly relates his educational
background and work achievements, and relates information that shows
his expectations for excellence. With others, he may share his own success-
ful battle with cancer or overcoming other personal challenges in his life.
Aneil prefers to read people first before deciding what to share with them.

Karen, on the other hand, listens first when she is building trust with
others. She asks questions about others and listens with genuine interest to
what they have to say. She generally tries to make the other person feel as if
no one else in the world matters when she is with him or her. She considers
listening a gift to the other person—which she gives willingly and freely—
because she is giving her time and attention to that person or group. This
is a valuable gift when she probably has a million other things she could be
doing at that moment."” Karen’s style combines openness and compassion,
because she is expressing her willingness to hear what others have to say
(whether it is good or bad), and she is willing to listen to others’ deepest
hopes and fears. Once folks know they can trust Karen with their thoughts,
beliefs, and experiences because she is a good listener, she demonstrates to
them that she is also reliable and competent by following up with them.
This may include sending a note based on the conversation. This “reflective
listening” technique means Karen seeks to understand someone’s ideas,
then offers the ideas back to them to confirm she has understood correctly.

When you are dealing with larger groups, determining the best way
to begin building trust can be more challenging. Ross Smith (Microsoft)
found that each of his 80 team members had specific ideas about how trust
should be built (see “Ross Smith, Microsoft” in this chapter). He also found
that although he had built trust successfully with one team, he had to start
from scratch when he began leading a new team. He noted, “People in
my new team are still sort of assessing me, as well as each other, to see if
our trust is really true when we’re under pressure. They need all the same
evidence and all the same steps, and they need the time and evidence to
see that this is worth pursuing. It is almost more how they view me than
the other way around.”

[] The Team Leader As Coach

In addition to the team leader’s typical roles, another role the leader can
play is that of a coach to the team. Team coaching is defined as “direct
interaction with a team intended to help members make coordinated
and task-appropriate use of their collective resources in accomplishing
the team’s work.”® As a coach, the leader is responsible for helping the
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team identify team problems and consulting with the team about issues
surrounding team processes and team problem solving.?! Evidence has
shown that a leader’s team coaching leads to improved team satisfaction,
empowerment, and improved relationships among team members.? Like
the coach of a sports team, the leader can fill an important role in helping
his or her team reach its full potential. This requires helping each team
member develop his or her individual talents, as well as combining those
talents to create collective team performance.

Coaching is effective in both one-on-one or group settings, sometimes
both. The leader as a coach is an important role that helps team members
use their individual talents to perform as their best selves. Just as an ath-
letic coach brings out the best in his or her players, a team leader-coach
helps his or her team members live up to their fullest potential. Poten-
tial will differ for each employee; some may have strong technical skills,
whereas others will be talented with interpersonal skills. The leader-coach
can also be an objective team player, noticing when one team member
needs to be more accountable to the group, be a better listener, or sharpen
his or her skills in a particular area to support the team more effectively.

[0 Making Team Members Accountable to
the Organization and to One Another

Based on our experiences working with countless student teams at both
the undergraduate and MBA levels, nothing is more demoralizing to a
team than needing to compensate for a team member who either can-
not or will not fix his or her individual weaknesses that undermine team
performance. When Aneil was in charge of the full-time MBA program
at Wake Forest University, one team in particular was struggling greatly.
Over the course of many weeks, Aneil held several meetings with the team
to determine why they were having difficulty completing assignments on
time. He noticed their struggle based on the poor grades they were re-
ceiving for some of their team projects. Despite developing a written set
of norms and rules that all team members formally agreed to follow, in-
cluding showing up to team meetings on time and being prepared to dis-
cuss course materials, the difficulties persisted for the team. After several
months, Aneil pinpointed one student in particular who was undermining
the team. Aneil, the team, and even the problematic student agreed to di-
vorce the student from the team. The divorced student was confident he
could perform better on his own than with the team. Within a few weeks,
however, the single student flunked out of the program because he failed
to complete assignments in a timely and high-quality manner. The lesson
the remaining team members and the entire first-year class learned was
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that team behaviors have real consequences for team trust and outcomes.
Indeed, research confirms that trust is positively related with perceived
task performance, team satisfaction, and relationship commitment, and
negatively related with stress.??#»

We found that the same principle holds based on our experiences as
team members ourselves, particularly Aneil’s recent experiences leading
a team of professionals and administrative assistants at Michigan State
University (MSU). When Aneil was director of executive education for the
School of Human Resources and Labor Relations at MSU, he found that
his team consisted of individuals with deep-seated conflicts with one an-
other, some of which had persisted for decades. For several months, Aneil
simply did a great deal of listening to each team member’s concerns. He
also encouraged them to share previous experiences and results with one
another, which helped build trust,? particularly in terms of reliability and
competence. At the same time, he developed a financial management sys-
tem that showed for the first time ever where the team was succeeding and
where it was not, in terms of net revenue per program, marketing costs per
participant, labor hours per program, and overall program profitability.
Simply getting the team to learn what worked best and what needed to
be improved or eliminated required significant time and commitment, but
this approach was critical to getting the team to learn how to work together
more effectively.”” Aneil led the team to agree to eliminate roughly 40% of
the programs being taught, because they were either not making money
or were being delivered by other institutions more cost effectively. Aneil
then restructured the team’s tasks, based on market conditions. This also
allowed him to retire one team member and move another team member
to a different part of the school where the person’s skills and talents could
be used more effectively. Following this restructuring, the outcomes were
compelling: The number and intensity of interpersonal conflicts in the team
decreased significantly; the team members were empowered to work in-
dependently; program enrollments increased; and the team’s net revenue
increased by more than $200,000. All of these positive outcomes occurred
with a team that was reduced from five members, including Aneil, to three.

[] Building the ROCC of Trust Within Teams

In her article on trust in the Harvard Management Update, Judith Ross wrote,
“Effective communications, goal attainment, and service attainment are
possible only in an atmosphere of trust.”? High mutual trust within
teams enhances team performance by increasing members’ engagement
and focus on team tasks,” and compels members to assist one another
when needed.* Trust is also important to developing shared goals, openly
exchanging information, and sharing power among team members, all of
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which contribute to a team’s performance.**** Trust in the team leader can
be enhanced when the team actually chooses its own leader at the outset
or when the leader naturally arises in the team. Whether the team leader is
assigned, is elected, or emerges over time, the leader is responsible for de-
veloping trust within the team. Although trust within a team may develop
initially based on team members’ general predispositions to trust others or
their similarity toward one another,* the team leader should not assume
this is the case. Indeed, these are poor bases for long-lived teams or teams
with diverse member characteristics. In other words, the leader has the
important role of building trust within a team,* particularly when teams
are new and team members have no history with one another. Such trust
helps the team to be more successful, including accomplishing its tasks.***

[] Learning How to Listen

One key approach for building trust within teams is for team members
to learn how to listen actively to one another. The team leader can dem-
onstrate active listening by setting an example based on how he or she
interacts with the team. Active listening is the process of giving nonjudg-
mental feedback to another by listening to the person and the message,
and by decoding messages for their intended meaning.* This skill is not
always easy, as words have more than one meaning, and sometimes the
speaker might have difficulty expressing his or her thoughts. Active lis-
tening requires a higher level of patience and sensitivity than what we
are accustomed to exerting during a typical workday. When we practice
active listening, however, we are silent more than we speak. We also use
three types of questions or phrases to help the speaker: we ask questions to
clarify what the speaker is saying, such as, “what do you mean by that?”;
we paraphrase statements, such as, “in other words . . . ”; or we summarize
statements (when someone is getting off track), such as, “now, summing
up ... ¥ All of these help the speaker explain him- or herself better when
he or she might be getting frustrated or confused with the conversation.
Authors Gibson and Cohen noted, “Active listening is particularly
helpful in teams when some members come from high-context organiza-
tions (strong cultures) and others come from low-context organizations
(weak cultures),” because this listening technique allows greater clarifi-
cation.® In one-to-one relationships, previous research has demonstrated
that active listening builds trust in a variety of contexts, including sales-
person-buyer** and physician—patient situations.* Research has also
found that such listening builds trust within teams, both the virtual kind*
and face-to-face teams. Most communication training we receive in school,
however, relates to reading and writing.*> Although we spend much of
our time communicating in the form of listening, it is often not formally
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taught in college.*® As adults, we spend most of our time talking and lis-
tening. It is thus important that we allocate team training time to listening
skills in order to build trust in the team.

Trust within teams is far too important to be left to chance or trial-and-
error learning. Very often, however, people are thrown together without
any sort of formal training on how to work together effectively to be a cohe-
sive team. In addition, organizations often establish reward systems at the
individual level rather than the team level, further preventing team mem-
bers from working together toward common goals. As a professor, Karen
has found that her business-school student teams were thrown together
without any training in how to be a team, and were rewarded largely in-
dividually rather than as a team. As a result, she became more proactive
about ensuring that her teams learned how to function well together as
they began their work. She started by analyzing each student’s strengths
before assigning each person to a particular team. Each team consequently
included individuals with different strengths. She took this proactive ap-
proach rather than having students form teams on their own based on close
friendships. This way, each team had the opportunity to draw on a variety
of talents for the different tasks that the teams had to accomplish during
the semester. In addition, she taught the students active listening skills, to
give them tools for communicating more effectively and responding more
patiently to one another. One senior student commented that Karen's ap-
proach was the best group experience she had been part of in her college
career. Karen’s focus was on strengths and talents and the opportunity to
develop team processes and trust-building skills. And, Karen’s approach
is backed by empirical results. Studies show that team-building skills are
most effective when directed at the team as a whole working together,
rather than directed separately toward the individuals who comprise the
team. ¥

Building the first piece of the ROCC of Trust, reliability, is essential to
building the remaining pieces of the ROCC. Whether turning around a
student project team or turning around a major revenue-generating team
within an organization, it is crucial to establish the norms for how the team
will work together and meet deadlines. Relatedly, it is critical to develop a
process by which team members inform one another if tasks cannot be com-
pleted on time. The degree to which the leader involves the team in establish-
ing norms and expectations will depend on the team members’ experience
and maturity, and how well they know one another. In Aneil’s case, he had
to work with a team that had not established clear norms and expectations.
For those few norms that did exist, the team had not established clear conse-
quences for violating them. Ultimately, Aneil recognized that the only way
to develop team cohesiveness was to exit two of the team members.

Developing competence within the team requires the team leader to learn
about the strengths and weaknesses of each team member. This process
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includes assessing the degree to which others can offset an individual’s
weaknesses within the team. Alternatively, if the weaknesses are detri-
mental, they will need to be remediated or the team member may need
to be reassigned to a different team. It was easier for Aneil to determine
who should remain on the team when one team member stated, “I don’t
like change,” or when a team member and Aneil agreed that she was not
sincerely interested in marketing the programs that she taught. Focusing
on a clear set of goals and expectations, showcasing team members’ ac-
complishments, and documenting learning and best practices* all build
competence-based trust. Aneil first established a goal and then worked
with the entire team to commit to that goal. The goal was that each pro-
gram had to earn a profit or net revenue, which made it easier to eliminate
unprofitable programs and restructure the unit accordingly.

The very positive results that Aneil and his team achieved also de-
pended on Aneil building trust based on openness and compassion, trust
both in him as a leader and among the individual team members. Leaders
can build greater openness trust by providing ongoing feedback® and by
providing opportunities for the team to share information with others.
Sharing information is especially important with individuals who are new
to the organization, when teams are forming or beginning a new project,
or in virtual teams where team members work with one another across
long distances.” As teams work together over time, they can build greater
trust in terms of openness by making expectations more transparent, and
by listening to each other, thereby increasing their cohesiveness in the pro-
cess.” To build trust in him as a leader, Aneil also provided opportunities
for his subordinates to provide feedback to him on his performance in
leading the team. He listened carefully to that feedback, even when he
didn’t agree with it. One team member in particular was concerned that
Aneil might use feedback as a basis for reprisal; importantly, Aneil had to
demonstrate over several months that he would not do so. This also helped
build the team’s trust in him as compassionate. Aneil also practiced sev-
eral symbolic and substantive approaches to building compassion-based
trust in him, especially as he was a newcomer to the organization. One
symbolic effort that demonstrated Aneil’s compassionate nature was to
provide some of his own personal funds to an administrative assistant
to travel to a family funeral in Texas. Substantive approaches included
spending significant time listening to the interpersonal, career, and pro-
fessional concerns of all four of his subordinates. Some of these important
concerns had been neglected for literally years before Aneil arrived. Partly
as a result of these efforts, Aneil was able to secure a promotion for the
administrative assistant in the team, something for which she had been
waiting many years. He also empowered his team to take the initiative
and make decisions that were best for the organization rather than waiting
for him to make the decision. He regularly reassured team members that
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such initiatives would be praised rather than punished, because Aneil’s
predecessors had sometimes punished such efforts.

[] Creating Opportunities to Build Trust

Building trust within a team takes significant time, using both informal and
formal means of communication. Managers may not always appreciate the
benefits of informal communication, however, because the results are not
immediately apparent. For example, when Karen worked at Johnson Con-
trols, the division’s general manager once scolded her and others for linger-
ing around the coffee pot. He didn’t realize that such informal interaction
was important for Karen to accomplish her job as pricing manager more
effectively. During those times, she was building trust with the accounting
employees, who had valuable knowledge to share with her. Indeed, research
has shown that high-trust teams share knowledge, share power, and mini-
mize power differentials, whereas low-trust teams engage in power battles,
deal with each other through coercion, encounter many misunderstandings,
and endure many conflicts of interest.® With the importance of effective
communication for teams, training in listening and ways to communicate
with different types of individuals is essential.** The leader can then build
compassion-based trust by fostering a common identity through shared val-
ues and norms and by helping the team process emotional issues.?

When you are building trust with team members, first determine what
piece of the ROCC works best for you and start there. Once you've es-
tablished a bit of common ground with others, you will be able to build
trust in other ways. As the team leader, it is important for you to make the
first step in helping others identify their strengths and develop common
ground with one another, and for you to ask team members how they
need and want to build trust with each other. With these steps, you'll be
on your way to building a trustworthy team.

Trust Tips

1. As the leader, help the team identify a common goal they are working to-
ward.

2. Encourage the team to share their backgrounds and experiences with one
another in order to get to know each other better.

3. Help the team members identify their individual strengths so that they can
know how to rely on one another.

4. Give the team a common reward so that they want to work together to
achieve that common goal.
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Ross Smith, Microsoft

What were some of the key steps or actions you took to build trust?

We bought pizza and invited the team to brainstorm about behaviors that they
felt influenced trust one way or the other. Then, we created a voting game to
rank the importance of the behaviors (see www.defectprevention.org/trust).
Basically, it just puts two choices side by side; you click the one that you feel
is more relevant. From each person’s answers, a collective ranking is created.

Our [initial] thought was we would generate the ranking, pick the top three,
do those, and we'd be good. What we quickly realized was that the impor-
tance of the behaviors varied greatly by individual: A behavior that may be
important to me may not be important to you, or something that | feel | do
poorly may not matter to others. So, instead of determining which were the
most important, we put all the behaviors into a wiki and had people contribute
from there. We just put up the behaviors verbatim—in the language of the in-
dividuals that suggested them. | think this really helped because people could
see that even though they might've been quite similar to others, everyone
could see their own ideas represented and [that they] were valued as contribu-
tors. The wiki provided a kind of trust playbook for everybody to think about.

I think even almost more importantly, this exercise gave us a tangible
framework [so] that people could start to talk about the behaviors. So when we
would see someone doing something that was listed on the wiki, either posi-
tively or negatively, there was a context in which to comment on it. This outlet
wouldn’t have existed otherwise. So, for example, if someone was not be-
ing transparent or predictable, someone could say, “Hey, you know, by doing
things that way you're not being as transparent as you could be.”

As another example, someone wrote that one of the ways to show disrespect
is to start doing email in the middle of a meeting. That then created awareness
whenever someone pulled out a laptop. This is a good example of a behavior
that some don’t find as disrespectful as it might be to others. Not only did our
Trust Wiki allow people to discuss these trust/distrust behaviors, but it also
allowed us to go deeper into what influences these behaviors as well.
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Making Change Last by
Creating a Culture of Trust

[0 Defining Organizational Trust

When we discuss organizational trust or a culture of trust, we are going
beyond the trust that specific individuals have in one another. We are re-
ferring to the degree to which the members of an organization trust the
organization as a whole, which includes the processes, norms, rules, and
reward systems that reinforce the organization’s collective trust.! Some
degree of trust at the organizational level is essential for collective action
to occur, including cooperation and collaboration.>** Kouzes and Posner
demonstrated the positive effects of leadership on firm performance and
activities, which included human resource management practices.’ Gould-
Williams and Davies regarded trust as a critical component to an organi-
zation’s climate that ultimately leads to positive exchanges.® A variety of
organizational practices can foster, coexist with, or even inhibit develop-
ing organizational trust, and debate remains active as to whether and how
informal and formal mechanisms actually work to build trust.” In fact, in
some organizations, certain controls are in place that might inhibit devel-
oping organizational trust. Such controls might include employee mon-
itoring mechanisms, rules, and procedures. These controls are in place,
however, to maximize the organization’s consistency and reliability to en-
hance performance. It is possible that control could develop into trust as
relationships within and between organizations evolve.? If so, trust would
evolve from personal knowledge with the controls established to deter
untrustworthy behavior and toward trust based on common values or in-
terests, with informal controls supplanting formal controls.’

Clearly, it is important for the leader to demonstrate the ROCC of Trust
personally and interpersonally by identify other key individuals who can
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help reinforce the ROCC of Trust. It is equally essential for the leader to
reinforce these efforts systemically by building a culture of trust through-
out the organization. Building a culture of trust allows a leader to “leave a
legacy” that outlasts the leader’s tenure, providing benefits to the organi-
zation long after the leader has retired or moved on to face new challenges
and opportunities. We define organizational culture as the “underlying
values, beliefs, and principles that serve as a foundation for an organiza-
tion’s management system as well as the set of management practices and
behaviors that both exemplify and reinforce those basic principles.”!

This chapter does not attempt to delineate all the ways in which col-
lective trust is developed and reinforced within organizations, or all of
its benefits. We will, however, discuss many important ways leaders can
develop and sustain collective trust within their organizations. These tech-
niques are applied at three levels. At the personal level of change, leaders
establish collective trust through their actions and by setting an example.
At the interpersonal level, collective trust is established through norms
and by identifying and selecting individuals to help build the ROCC of
Trust. Finally, at the systemic level, collective trust is built by develop-
ing and implementing organization-wide information, measurement, and
reward systems that reinforce the ROCC of Trust. After all, trust or distrust
in the organization persists long after specific individuals depart. People
can still trust or distrust an organization even after they have moved on
to another employer.

[] Positive Organizational Scholarship,
Leadership, and Trust

The field of positive organizational scholarship (POS) includes many com-
plements to organizational trust, because POS often incorporates many of
the same leadership attributes (such as courage, humility, and authentic-
ity), and several organizational characteristics that contribute to trust be-
tween individuals." A positive organization is best exemplified by a belief
in the human condition and its potential to result in positive performance'
based on the key attribute of trust. Scholars in POS have focused on an
individual’s strengths to build performance rather than worrying about
what the individual is lacking.” As one example, an individual’s “best
self” is used to build trust among an organization’s members, which helps
build a strong organizational culture and subsequently creates strong or-
ganizational performance.

Leaders in positive organizations can create a culture that builds and
sustains trust among organizational members, even as the organization
faces adverse external circumstances or even crises. Leaders help create
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a positive culture by personally demonstrating compassion, forgiveness,
and gratitude;” indeed, in the work context, these are not always easy
traits to display. In our own research, consulting, and coaching, we have
found that among the four pieces of the ROCC of Trust, compassion takes
the longest amount of time to demonstrate, because it requires empathy
to learn the needs and interests of others and a willingness to fulfill those
needs and interests. In addition, having a forgiving attitude is not some-
thing that comes naturally in a business setting. People are often punished
for mistakes, not normally forgiven for them. Finally, we do not always
express gratitude for what others do; instead, we just expect others to do
their jobs. When a leader helps create a positive culture, however, he or
she paves the way for more compassion, forgiveness, and gratitude on the
part of colleagues.

One of the most interesting themes in the television series Undercover
Boss is how the leaders’ sense of compassion for their employees devel-
ops. In this series, CEOs and other top executives disguise themselves as
prospective employees to gain insights into the thinking and actions of
rank-and-file employees. Two episodes in particular stand out to us. The
bosses from Belfor and Great Wolf Lodge were moved to tears when they
learned about the true trials and struggles their employees live with every
day, while working hard at their often-demanding jobs. These bosses did
not simply hear what their employees were saying and then return to
their corner offices at headquarters. They actually listened carefully and
responded compassionately by helping employees meet their individual
needs and goals. One employee, after benefiting from such compassion,
stated that she would give undying loyalty to her employer. The action
that sparked her loyalty was receiving back pay based on a promotion
she had received a year earlier but for which she had not been paid be-
cause of a corporate-wide freeze on pay increases. Even though this boss
may not have acted out of compassion to earn loyalty, that is indeed what
resulted. Many of the employees profiled on Undercover Boss who were
at first surprised that the new employee was the head of their company
not only expressed deep gratitude for the boss’s actions, but also dem-
onstrated, via follow-up television reporting, their strong loyalty and
positive responses to the compassion provided to them. Although we
are skeptical of reality television shows in general, and realize that lead-
ers would be encouraged to be on their best behavior on such a show as
Undercover Boss, our subsequent primary research on Sheldon Yellen and
his company convinces us that at least he is the real deal.

A positive leader fosters strong interpersonal relationships among
organizational members, which in turn strengthens the organizational
culture.'® Leaders can do this by creating positive networks within their
organizations and focusing on developing their employees’ strengths.
The Gallup Organization has found that a focus on strengths energizes
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an individual to achieve better performance. Interestingly, however,
the vast majority of organizations try to help employees fix their weak-
nesses rather than capitalizing on their strengths.”” When employees
feel as though they are appreciated for the strengths they can offer,
they feel empowered to do their best job for that organization. Early in
her post-MBA career, Karen had two completely different experiences
within the same firm. In one assignment, her boss made Meryl Streep
in The Devil Wears Prada look soft. This boss frequently criticized Karen,
saying she was weaker than employees who were less senior in the de-
partment. She regularly told Karen she had to work harder and put in
longer hours just to attain the same level of performance her colleagues
achieved. Yet before Karen started her next job in a different depart-
ment, her new boss, Bruce, recognized her strengths and communicated
to her how much potential she had to contribute to the company. He
encouraged her not only to do what she did best, but also to mentor a
junior colleague to help another employee do her best, as well. Karen
survived the first boss and truly thrived under the second boss. The
difference was that one boss emphasized her weaknesses, and the other
boss appreciated her strengths. Indeed, the two leaders used her tal-
ents quite differently. Karen ultimately received a major promotion to
national account manager, in large part because of how her boss Bruce
empowered her.

[J Building Organizational Trust
Through Open Communication

A positive leader also fosters a trust-based organizational culture through
open communication.' Sharing positive information widely (rather than
negative information) promotes team cohesion and increases trust in the
organization. As Bob Lintz (General Motors) told us,

I'let them know that I didn’t pretend to have all the answers. We had
a complicated business, and getting them to listening to one another
effectively and share their insights was the way we were going to
prosper best. That took a lot of time. It was a process where the out-
come would be something where they’d been involved, engaged,
and empowered to help make the decisions happen.

Another way leaders build trust through open communication is by using
positive meaning to strengthen the organization’s culture. Positive mean-
ing can be developed by helping employees understand how their work
aligns with the organization’s core values and how it contributes to the
organization’s long-term performance.' This also contributes to increased



Making Change Last by Creating a Culture of Trust 73

trust in the leader, and ultimately, trust throughout the organization.
Again, Bob Lintz,

Establishing trust with the union leaders required a different kind
of an approach. It was more difficult to find the leaders among the
union organization who demonstrated some thought to changing
the way we did business, to changing management—union relation-
ships. Those were the people that I went after.

Bringing the union into a joint decision-making process was really
critical. It was no different dealing with them than it was for me to
get my management team to stop driving decision making from the
top down. Helping the union understand where we needed to go as
an organization, what kind of goals we needed to have, and what
kind of hurdles and barriers we were going to have to overcome to
make these things happen was critical.

Momentum comes when you’ve got training systems, joint pro-
cesses, and communications in place and things start to flow quite
effectively. Once we got the joint process in place with the union
leadership, and an ongoing calendar with them, change proceeded
much more easily. They knew why we were making changes and
were committed to help make it work. And, when the union leaders
got pushback from the hourly employees, the union leadership was
pushing back on them, using all of the reasons we were going in a
particular direction.

In a very different, nonunionized context, CEO George Barrett de-
scribed how Cardinal Health, a $100-billion-annual-revenue company,
instills values throughout the firm, and how those values get reinforced
through its performance measurement of employees,

We do a lot of work to reinforce the authenticity of our core values,
because this can’t really be done in an isolated fashion. You have to
have an integrated view of values. Reinforcing your values needs
to be part of your formal messaging as a company, but it also needs
to be part of the narrative of the company. It needs to be part of
the stories and folklore that people tell. It needs to be included in
the way you develop and train employees, and it needs to be part
of the way you measure them.

Just as an example, we try to make sure that in every town hall
meeting we find a way to touch on our values. We will celebrate
when someone demonstrates those values in a very clear way. Our
values are expressed in our literature and notes that we send to
employees.

And as I mentioned, we build values into our talent management
systems. We evaluate our people not just on “what,” but on “how.”
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Someone who accomplishes things, but does so in a way that is
not completely consistent with our values, is not a complete suc-
cess story, right? So we actually give a significant weight to both the
“what” and the “how.”

When giving developmental feedback to employees about im-
proving their “how,” the approach varies. At the core, we make it
transparent as to why we'’re giving feedback to the person. That’s
a hard thing to do, because value issues can be very sensitive. You
have to use your language carefully when you discuss them with an
employee. You just try to give examples, such as,

“Okay, look. This is an area where we think that you need de-
velopment. Here’s one way to approach it. Let me give you an
example of the way you approach something, and here’s another
way to approach it that would have demonstrated greater team-
work or greater collaboration or whatever it may be.”

We just try to make sure that we're very specific with people
about what we mean. I don’t think there’s a single way to address it.
It varies by the employee; it varies according to their receptivity to
feedback. Some employees are incredibly receptive to this, and some
just throw up a wall. So we just try to make sure we’re doing this in
a most productive way.’

Ted Castle (Rhino Foods) understood that his employees would
enjoy work and deliver their best performance if they understood the
business better. He, therefore, shared private financial information with
his employees. As a privately held company, he did not have to share
information about the company’s profitability, but he knew that if he
wanted everyone to perform better and enjoy their jobs more, they
needed to understand what was going on. By widely sharing this in-
formation, employees gained a sense of purpose and meaning, know-
ing that their efforts contributed to the company’s health and success
and ultimately their own personal financial success. Ted is a highly
trusted leader because of his willingness to be open and honest and
share information.

[] Leaders As Linking Pins

Leaders who do not work at the top of the organization also play criti-
cal roles in developing organization-wide trust. Rensis Likert suggested
that middle managers play a critical role in an organization because of
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what he called their “linking-pin” status.” That is, middle managers are
not only a member of the team they manage, but are also members of
the teams their bosses manage.”? Middle managers are, thus, in positions
that link one team to another by virtue of their membership in multiple
teams. This creates opportunities to both gather and share information
with their staff members,” while building security and trust within their
teams.*

Middle managers represent the organization to their employees as
much top managers do; ideally, they embody the organization’s values
and goals for their immediate subordinates. Often, rank-and-file em-
ployees do not have daily or even weekly contact with top management;
therefore, they expect their immediate boss to be transparent about the or-
ganization’s strategy and performance. Middle managers must also share
important organizational changes, when they know about them, with
their employees to avoid appearing to lack transparency. Indeed, direct
supervisors are trusted more than CEOs, to the extent they communicate
openly with their employees.” Thus, employees may or may not trust the
organization based on their relationship with their immediate supervi-
sors® and how they communicate. Referring to strategic communications,
Tuck School of Business at Dartmouth Professor of Corporate Commu-
nication Paul Argenti noted, “Effective communications with employees,
which is the basis for any internal communication effort, must start with
how managers interact with other employees day-to-day.”%” This interac-
tion should consist of “straight talk and truth-telling.”*

Collective trust within an organization can be developed both in-
terpersonally and through formal practices and procedures, especially
ones that enhance consistent and transparent information.”?® Although
leaders at the top of the hierarchy do not interact as frequently with
employees as do the employees’ supervisors, they can develop trust
with their followers and throughout the organization through effective
communications. Bob Lintz (General Motors) argues that his communi-
cation efforts were essential to building a culture of trust,

Another significant effort we made was in organization-wide com-
munications. We were unlike any other GM plant at the time that
I was aware of with our business updates, our quarterly business
meetings, or our diagonal slice meetings—communication practices
that are now commonplace in GM. Those became very significant
to our people to help them feel that they were getting the truth.
Rumor mills typically run wild in a large organization like ours. For
example, we would have rumors about what they thought I was
worried about or what they thought I was going to do, or that the
plant was going to close. I also found out how important body lan-
guage was. If | was walking in the plant with my head tipped down
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a little (my thinking position habit), I would often have people stop
me and ask if everything was okay, as they perceived me to be wor-
ried. Our plantwide communication efforts were an excellent way of
dealing with all these kinds of issues.

Getting first-hand information out to our people about what we
were going to do or weren’t going to do, and then having that in-
formation demonstrated in the ensuing days and weeks, started to
build credibility and trust. If we then made a mistake, or if  made a
comment that turned out to be contrary, I was very quick to correct
that and to explain the reasons why something went differently than
the way it was planned.

Leader member exchange (LMX) theory looks at the relationships
between leaders and subordinates, how these relationships are formed,
and how leaders differentiate among subordinates.* Leaders decide who
is in the in-group favored by the leader and who is in the disfavored out-
group.® This view of leadership differs from the view of a leader who
shows no preferential treatment to any of his or her subordinates. High-
LMX relationships are characterized by mutual trust, loyalty, and giving
additional energy and effort beyond what is required by the job, whereas
low-LMX relationships result in employees doing only what is expected
of them.® The LMX theory of leadership and other interpersonal theories
are not sufficient to explain how high levels of organizational trust develop,
however. If an organization includes in-groups and out-groups, by defini-
tion the organization lacks trust, because intergroup rivalry would pre-
vent true trust from developing. We argue that it is the extent to which
groups and other organizational subunits trust each other that heavily influ-
ences how much and how quickly organizational trust develops. Given
the inherent rivalry and conflict across groups in large organizations,
often over scarce resources, it is critical that leaders find ways to foster
collective trust across groups.

[] Building Organizational Trust Through
Systems, Processes, and Practices

One great example of developing trust in a large organization is how
Two Men and a Truck, International fostered collective trust between its
home office and its more than 200 franchises. They have established the
ROCC of Trust through practices, systems, and programs over more than
two decades. As Brig Sorber, the CEO, and Jon Sorber, the executive vice
president, told us,
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Before we started franchising, there were a lot of local moving
companies out there already. But what we found is that when a
lot of them got to five or six trucks, they started to seize up. They
couldn’t really grow anymore because of their lack of systems.
I think where our value came in is with the software system that
allowed our franchises to do bulk moving. Instead of six trucks
and grossing half a million dollars, our franchises could grow to
15 trucks, 20 trucks, 30 trucks, grossing $4 million, $5 million, and
close to $6 million for some of our franchises this year, so they see
the value in that.

When we go to the International Franchise Association, there're a
lot of franchise organizations that cannot believe that we share num-
bers across our system, and they say, “Wow, we wish we could do
that, but our franchisees would never go for that.” Because we've
done it from day one, our franchisees don’t know any differently.
It works, they like it, but to change a whole system to that would
be very difficult. But for us, if you're not sharing the numbers, if
you're not sharing the information, you're missing the essence of
franchising, because the whole reason to franchise is to learn from
one another.

A lot of the franchises also don’t know when to add management,
don’t know when to step out of a certain role and bring somebody in
to do something else. At the home office, we typically know when a
franchise is ready to go to the next level, or we know when they’re flag-
ging before they do. Our franchisees see the value in that, especially
our closest franchises, typically the oldest, most mature franchises.

We have a mentoring program where new franchisees come in
and are attached to our older, more mature franchisees that are in
full compliance with their franchise agreement. They can visit their
mentor or their mentor will come visit them. We also have a fran-
chise leadership team representing our seven different areas of the
country, as well franchise business consultants from [our] home
office who not only ensure compliance but also provide assistance
when requested. We also show our franchisees that our home office
overhead generates results by reporting franchise royalties per home
office employee. Even though we’ve grown over the years in terms
of home office staff, our profitability has grown even faster.

[As a result], our other franchises in the middle will follow the big
producers. Then, the “baby” franchises will do everything that you
tell them because they’re babies. So think of it as babies, teenagers,
and then the 25-year-old that goes, “Yeah, I guess Dad and Mom
did know what they were talking about after all.” So that’s another
reason that they see the value of being in our system.
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If our system is strong enough, our training is strong enough,
and our measurements are strong enough, then there’s no reason
for them to do it on their own. If our system is strong enough, and
they are following the steps, then are they profitable, are they gain-
ing market share? If they are, they’re going continue to follow our
system, and that’s what’s been happening.

Formal systems, processes, and practices can complement the interper-
sonal mechanisms discussed above in several ways to foster intergroup
and, thus, organization-wide trust. For example, after an organization has
built trust by sharing information widely, it can expect that people will
follow specific guidelines to create consistency in the way they provide
service to customers. This is the case with Two Men and a Truck. Em-
ployees and groups understand that guidelines are in place to protect the
reputation of the brand and will comply with the guidelines to both ad-
vance this goal and maintain their own trustworthiness with fellow em-
ployees. Employees, groups, and other organizational units will also be
more willing to comply with control mechanisms if they believe that they
are intended to improve the welfare of the entire organization. Consider
another example from Two Men and a Truck, which changed its franchise
arrangements more than a decade ago to improve customer satisfaction
and the health of the franchise system,

One of the problems we had was that our “protected territories”
system was not customer-friendly. Franchisees would decide which
franchise would move the customer rather than the customer, which
is not a good idea when we’re heavily a referral business. For ex-
ample [Brig starts drawing on a whiteboard], we have franchise “A”
here; we’ve got franchise “B” here. These are protected territories.
That means that only A is going to move in this area, and only B is
going to move in that area. A’s office is right here; B’s office is right
here. A customer in A’s territory calls franchise B, because they see
their trucks every day, and a customer in B’s territory wants to use
franchise A. Franchise B says you've got to call the A office. This
used to happen all the time. Customer B would call franchise A and
be told “Our office is X miles away from your home. We start charg-
ing from the time that we move, leave our office until we return, so
your drive time’s going cost you $75.00.” Well, the customer says,
“But B is right across the street. Why can’t I just use them?” The an-
swer is, “Because you're my customer.”

Talk about an angry customer! Customers would call the home
office and say, “I don’t belong to anybody.” Home office would
say, “We don’t know what you're talking about, ma’am.” “A says
I belong to them. I want to use this one right here. They won't let me.
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Just so you know, I'm not going to use either one of them,” and then
the customer hangs up. How customer-friendly is that?

When we got rid of the protected territories, Jon, Melanie, and
I traveled to speak with all the franchise groups and explained why
we had to go to “marketing areas” instead. We brought franchise con-
tract addendums with us, and about 80% of the franchisees signed
the addendums right then and there. Ten percent of them said they
would adopt the new system when they renewed their contracts the
following year. Then there was the 10% that said, “I bought a pro-
tected territory; I'm keeping it.” We said, “God bless you, except on
your renewal, your agreement will be taken away.” We didn’t insert
new franchises into a given franchisee’s area, but allowed existing
franchises to compete based on customer demands.

Now marketing works relatively still the same as when we had
protected territories. B still can’t target market into A’s area, meaning
they can’t have a guy go over there and drop off leaflets, things like
that. They could market using radio, TV, however, the bleed-over
stuff. That’s fine. Nobody can stop that.

Most of our franchises are now working together. They’re pool-
ing their marketing dollars to dominate the whole area. It gets really
tricky when you get into a place like Atlanta, Georgia, where we
have 10 franchises, but we have them all working together. There
isn’t one franchise right now that I think would want to go back to
protected territories. Since our inception as a company, every single
franchise has chosen to renew. The customers are happy. Home of-
fice is happy.

The leaders of Two Men and a Truck were thus able to institute an impor-
tant organizational change that was ultimately trust-building instead of
what easily could have been trust-destroying. They were able to do this
because of the significant trust they had already established with their
franchisees.

[] Bob Lintz: Turning Around the Parma,
Ohio, General Motors Plant

On a very personal level, Bob crafted his leadership vision based on his
experiences at General Motors. His superiors reminded him regularly that
the company had a strict, formal hierarchy, and that management and the
UAW were to view one another as enemies or at least competitors. For
example, many of bosses considered it inappropriate to address people
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by their first names, and rigid distinctions existed within even the man-
agement hierarchy. First-level supervisors wore ties, second-level super-
visors added vests to their “uniforms,” and higher-level managers wore
ties, vests, and suit coats. Bob hated these and other distinctions. As Bob
moved up the managerial ranks, he demonstrated courage, humility, and
authenticity as he eliminated many of the distinctions between union and
nonunion people and even among different levels of the managerial ranks.
Many times, he courageously stood up against the status quo, humbly
asked the local UAW leadership and his own direct reports for help, and
authentically led the charge for a more egalitarian workplace. These ef-
forts directly countered his own experiences as a first-line supervisor and
lower-echelon manager.

Given Bob’s early experiences at GM, it is not surprising that one sim-
ple but very important practical and symbolic example of his personal
leadership has been sartorial. His preferred style of dress became a golf
windbreaker over a button-down shirt and slacks. We’ve never actually
seen Bob in either a tie or a suit in the two-plus decades we’ve known him.
For many decades, what one wore in the workplace stood for one one’s
rank in the hierarchy and the respect and authority that went with that
rank. Eliminating ties was a way to break down barriers between white-
and blue-collar employees, which Bob did decades before it became com-
monplace at GM or any other large manufacturing organization. It was
radical, to the say the least.

Interpersonally, Bob had to find others he could trust, both among the
union leadership and from within his own management ranks. He had
to confront any staff members who weren’t giving 100% effort or seemed
dubious about the direction they were taking. Through staff off-sites and
other team-building efforts he felt he had everyone on board and that they
would give their all. All except one, and it was the HR director. The direc-
tor just could not convince himself that Bob and the team were taking
the right approach. He could never imagine truly trusting the UAW. Bob
rightly viewed this director as having a zero-sum perspective on working
in a nontraditional way with the UAW, and after several unsuccessful ef-
forts to change his mindset and behaviors, Bob finally asked GM to trans-
fer the director to another location where they were not dealing with such
a huge cultural change; GM agreed.

Bob built a culture of trust in many ways at the Parma plant. Bob
worked hard to break down barriers between hourly and salaried
employees, including eliminating separate cafeterias and parking lots,
and removing the rigid dress code. More substantially, Bob secured
and spent tens of millions of dollars for employee training for what
became known as the Team Concept at Parma. This included not only
teamwork among frontline salaried supervisors and UAW-represented
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subordinates, but also high-level teamwork between Parma’s top man-
agers and the local UAW leaders. This joint operating structure called
the Floor Board involved biweekly meetings, joint decision making,
and transparent communications within the group as it communicated
to external constituents. Bob and his top managers were also able to ne-
gotiate the consolidation of eight unskilled job classifications into one
general category, which empowered employees on the frontline to im-
prove productivity and quality in a much more flexible way. The Team
Concept, the Floor Board, and other decision-making structures and
work practices reinforced norms of collaborative problem solving, open
communication, and mutual respect. These were qualities shared not
only among hourly employees and their supervisors, but also ultimately
among all employees at Parma.

Although Bob could not change the pay and benefits for his hourly
employees, as these were negotiated nationally, he did change the
equally important reward system by which the Parma plant was allo-
cated new business based on formal proposals to GM’s top executives
and the international UAW in Detroit. Rather than sending a team of
managers and engineers to Detroit, Bob created joint teams of manag-
ers, engineers, and local union representatives, which worked together
to develop proposals and then traveled together to present them. It was
only when these joint teams failed in their initial proposals and were
asked to develop more compelling pitches that the local union leaders
became truly convinced that the plant needed to produce higher-quality
products much more efficiently if Parma was to be allocated more busi-
ness from Detroit.

Halfway through Parma’s transformation, Bob had to demonstrate
courage, humility, and authenticity by asking the union to give up a
significant amount of overtime pay, which the labor contract obligated
General Motors to pay them. This request also involved asking the
union to evidence a great deal of trust, because union employees would
be sacrificing current income for the possibility of future income. Over-
time was no longer needed by 1998, because significant productivity
and quality improvements had been achieved while revenues had
grown to $750 million. The Parma plant was producing at this level
with one-third fewer employees (3,175 versus 4,700 in 1990). Quality
had also improved dramatically, as Parma became a preferred sup-
plier within GM and achieved QS 9000 certification. The productivity
and quality improvements were so significant that by 1998 the Parma
plant had eliminated $20 million in annual overtime. At that time, it
was labeled “bad overtime,” because it had been used to make up for
low productivity or poor quality. Giving up this overtime, however, re-
sulted in the average hourly employee losing $10,000 in annual wages,
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with some skilled tradespeople losing as much as $25,000 annually. The
way they could recoup these earnings was to succeed in acquiring new
products to build from GM, which would result in additional work.
The union’s trust in the Parma leadership was such that they were will-
ing to give up their “bad overtime” with the hope and potential for
“good overtime” in the future.

The next decade’s improvements proved to be even more dramatic. By
2004, Parma was rated GM’s best stamping plant worldwide. It repeated
this achievement in 2005, when Parma’s revenues exceeded $1 billion, and
it was named the best stamping plant, Japanese or American, in North
America. In 2008, nine years after Bob Lintz retired from GM, Parma was still
rated one of the best, most efficient stamping plants in the world, includ-
ing its Japanese competitors operating in the United States.** The plant
continued to take on large amounts of stamping work even as other GM
stamping plants were being been shut down, and it currently processes
more than 1,000 tons of steel daily and serves 40 different customers.®
Today, it continues as one of the top stamping plants in the world, sup-
plying parts for the new Chevy Cruze. Further, GM invested $60 million
in the plant between 2008 and 2010, as it transferred work from other GM
stamping plants.*

Clearly, the performance improvements Bob and the Parma plant
achieved are impressive. They saved thousands of high-paying jobs that
generate $25 million in annual payroll taxes alone? and provide bil-
lions of dollars in economic benefits to the greater Cleveland area over
several decades. Personal examples abound that highlight the compel-
ling transformation from an organization in which people distrusted
one another—and even despised themselves—to an organization of
mutual trust and respect. At one town hall meeting, an employee stood
up and said Parma had changed not only how he communicated with his
fellow employees, but also how he communicated with his loved ones.
He told a room full of hundreds of people, “I love this plant. And, I love
my wife. In 25 years, l haven't told her I love her. I'm going home tonight
to tell her.” On another occasion, Bob attended a funeral for an hourly
employee. After the funeral, the late employee’s wife showed him the
briefcase this union employee had purchased and taken to work each
day. She explained that for the first time in his life he felt respected and
respectable enough to carry a briefcase. Inside the briefcase, he had only
carried his sack lunch.

Beyond courage, humility, and authenticity, Bob possesses many per-
sonal qualities that allowed him to lead the transformation of the Parma
organization. Perhaps at the core is his self-awareness, which motivated
him to ask courageously and humbly for help from others in a way that
was genuinely his own.



Making Change Last by Creating a Culture of Trust

Trust Tips

—

. Be reliable. Live by a set of commitments, such as an open-door policy.
. Be open and honest. Share sensitive information with your employees that

will help them do their jobs better.

. Be competent. Help your employees find ways to do their jobs better by

giving them the resources to do so and by living up to their expectations.

. Be compassionate. Be willing to remove people from your team or organi-

zation who have a zero-sum mentality and thus are not willing to work on
behalf of everyone’s welfare. Truly listen to your employees’ concerns about
their job and their life so that they feel respected as human beings.
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[J Innovation As a Leadership Imperative

A May 2010 IBM poll of 1,500 CEOs identified creativity as the number-
one “leadership competency” of the future.'? If this is true, how do we cul-
tivate this competency in both current and future leaders? Here we must
distinguish creativity from innovation. We thus define innovation as the
ability to implement new ideas.? Still, creativity and innovation are inextri-
cably linked. Of concern, however, is that the developmental foundations
for creativity are not as strong as they used to be. In a series of creativity
tasks developed for children by Dr. E. Paul Torrance, researchers were able
to predict which children would achieve innovative accomplishments as
adults.* Further, a recent Newsweek article titled “The Creativity Crisis”
noted that children are not as creative as they used to be. In a creativity
test in which children are asked, “How would you improve this toy to
make it better and more fun to play with?” children gave fewer answers
to this question than did children tested in 1990.° Perhaps this develop-
mental change has occurred because we are not strongly encouraged to
be creative in school, at work, or even in our leisure pursuits. Perhaps the
increasing availability and sophistication of electronic entertainment has
reduced the time and attractiveness of unstructured playtime. Whatever
the reason, it may be harder for future leaders to foster innovation, if indi-
viduals have not been encouraged to be creative when they are younger.
As a result of these changes, business schools will need to empha-
size innovation to a greater extent in their curricula in order to serve as
a training ground for leaders who wish to foster innovation in their or-
ganizations. A 2010 report from the Association to Advance Collegiate
Schools of Business (AACSB) on innovation in business schools states,
“The role of business schools in supporting innovation remains under-
developed, undervalued, and too-often unnoticed.”® Yet the report also
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argues, “Business schools play a pivotal role by developing effective lead-
ers and providing support for the engine driving sustainable growth in
their communities and throughout the world.” The AACSB report urges
business schools to include innovation in their missions and sees busi-
ness schools as a key link between the university setting and society in
promoting innovation.

The purpose of this chapter is not to discuss how leaders themselves can
become more creative, but rather to discuss how they can foster greater in-
novation in their organizations by building trust. Previous research has
identified numerous organizational factors that foster greater levels of or-
ganizational innovation. A Babson College study, for example, found that
innovation flourished in organizations when employees were rewarded
for developing new ideas and bringing them to market.” Based on our
research on downsizing, on which we will elaborate in Chapter 10,° we
argue that a significant way organizations discourage innovation is by re-
lentlessly emphasizing efficiency and reducing costs as a way to improve
the bottom line. Instead, organizations could be providing resources and
support for innovation that would improve both the top and bottom lines.
The challenge for leaders is to stop emphasizing “doing more with less,”
instead enhancing innovation through deeper empowerment, broader in-
formation sharing, and greater collaboration regarding human, material,
and financial recourses.’

Consultant and management educator Gary Hamel and his colleagues
have thought deeply about the state of management and have developed
a manifesto of sorts.!” Hamel writes, “The aim of management 2.0 is to
make every organization as genuinely human as the people who work
there.”"! Among their 25 ideas for revolutionizing management, fully half
focus on an organization becoming more innovative, whether through
policies, practices, and empowering people or through becoming more
creative. Our take on Hamel'’s concepts is that leadership is not just about
managing people to get things done, but is also about unleashing indi-
vidual and collective creativity to make work more fulfilling, and shar-
ing information fully.'> Hamel notes that these goals cannot be achieved
unless a high-trust culture exists within an organization. As others have
found in empirical research, “Trust is beneficial to all types of partnerships
that face risk and require constant flexibility.”*

] Mutual Trust Between Leaders and
Followers Is Essential for Innovation

Mutual trust between leaders and followers is essential, moreover, for in-
novation to flourish. Leaders must want to empower their followers and
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these followers must want to accept responsibility and authority. Gretchen
Spreitzer (University of Michigan Ross School of Business) noted,

Trust is critical for leaders and managers to feel comfortable in em-
powering their people. Without trust, empowerment feels like too
big of a risk for them to undertake. Subordinates also need to trust
their bosses to feel comfortable acting in empowered ways. They
need a sense that their manager trusts them and won’t micromanage.

As Sheldon Yellen, CEO of Belfor Holdings, told us,

Not everything comes from the top down. Some of the greatest ideas
have come from the bottom up. As I've said many times to you, I in-
nately believe that there’s a little hero in everybody. Everybody’s got
a little good in them. Everybody’s got a great idea in them. It takes a
great leader to get that out of people.*

When asked for some recent examples of how employee empowerment at
Belfor results in positive outcomes, Sheldon then shared these:

We were having problems with gas expenditures throughout the
company. We've got thousands of vehicles, and our gas bills are just
climbing through the ceiling. One of the employees said, “Hey boss,
why does everybody get to take a van home at night? Not everybody’s
on call.” As you know, in our business we get calls at 1, 2, 3, 4 am.
Our guys have got to go board up something, or suck water out of a
home after a fire. They’ve got to have their vehicles with them. They
can’t get out of bed, drive to the shop, get a Belfor truck, and then
also be there within an hour after the call, so we have people take
vehicles home.

So when the guy said, “Why don’t we have on-call people?” I said
to myself, Why didn’t I think of that? So what we did was assign on-
call people each week. Those on-call people take their vehicles with
them, plus we keep two extra vehicles in every office. I can’t tell you
the exact reduction in gasoline expense for the year, but it was in the
millions of dollars. Millions of dollars! Now, this idea came from a
guy who was working a water truck.

Another example was in our warehouses. We have a barcode sys-
tem where you swipe your tools and materials in and out. There’s a
guy who's called a “cage guy” who sits there in the warehouse all
day making sure that everything is swiped that comes out and it’s
locked up at night in the cage. The next day the cage is opened again.
He swipes the equipment and barcodes it, and it goes out again and
back, and so on and so forth.
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One of our cage guys said, “Why am I sitting here all day? In the
morning, | swipe everything. Everything goes out. At night, I wait
for everybody to come back, and I put everything back. The next
morning, I swipe it and it goes out. The next night, it comes back.
I got 8, 10, 12 trucks lined up here waiting for me to get everything
barcoded and swiped.”

He said, “What if I worked nights, swiped everything at night,
and in the morning I had two trucks going out to all the job sites and
drop off all the materials and equipment they need to have. This way
I don’t have 12 people waiting to get out of here. I'm here by myself.
That’s one man-hour per hour instead of 13 man-hours per hour,
right? What it will cost us to deliver to 12 job sites is less than 13 man
hours in one hour.” Simple math, right?

He was right, so we changed our whole delivery system. That came
from a cage guy, a warehouse guy. He’s more sophisticated than I am,
I guess, because he thought of it, not me. We promoted him, and he’s
now a project manager running $9 million, $10 million, $12 million jobs.

Trust is also critical for individuals to share important information with
one another, to exchange ideas, and to engage in problem-solving, espe-
cially under conditions of uncertainty.® Collaboration, especially when
resources are scarce, also requires trust.'® Trust also appears to enhance
the development of new skills, knowledge, and expertise that are neces-
sary for innovation. Under such conditions, employees are more likely to
stay with the organization because they believe they can grow and develop.
Innovation, employee growth, and retention beget further innovation in a
virtuous cycle. As Ross Smith (Microsoft) told us,

In low-trust organizations, individuals are going to do what they
think is going to provide them with the greatest individual reward.
They’re not going to necessarily take a bunch of risks, because failure
is not rewarded, whereas in a high-trust organization, they’re going to
experiment, try new things, and try new techniques. They're going to
learn new things. As a result, they’re going to flush out more defects,
more rapidly. Indeed, that’s what we saw from our business metrics.

The challenge is that not everything that people try works every
time. So, from an individual perspective, people are typically going
to do what they think is going provide the most yield for what's
rewarded. They’re not going to necessarily take a bunch of risks,
because failure is not typically rewarded. Whereas in a high-trust
organization, they will experiment, try new things, and try new tech-
niques. They're going to learn new things. As a result, they’re going
to flush out more defects more rapidly. That is indeed what we saw
in our business metrics.
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What was also very interesting is that from a personal growth per-
spective, if individuals have more freedom to experiment, learn new
things, and try new ways of testing, they’re going to stick around,
because they feel like they are growing—they have the opportunity
to grow their skills. We saw tremendous retention rates.

As people stick around and stay in their technology area, they
obviously get better at it. They get more technical. They understand
more deeply how the software works, as well as build stronger re-
lationships with their partner teams and their counterparts in other
disciplines. So those relationships and just the nature of work gets
smoother, because people have been doing it longer. We really saw
great increases in virtually all our traditional metrics.

[1 How Leaders Foster Innovative Cultures
Through the ROCC of Trust

Returning to the three levels of change perspective introduced in Chap-
ter 3, we have found that leaders of innovative organizations (1) regu-
larly emphasize the importance of developing new or improved products,
services, or processes through both their words and personal actions;
(2) foster interpersonal trust among teams and collectives that promote
risk-taking and collaboration; and (3) reinforce elements of the organiza-
tion’s culture or system that promote innovation, especially by balancing
tensions between focusing on what customers want now and what they
may want later.

] Innovation and Trust at the Personal
Level of Change

As a leader trying to foster innovation, it is important to reflect on where
you have been your most creative, or more generally, have been most suc-
cessful in generating new ideas and getting them implemented. Each se-
mester, Aneil told his students that his preferred working environment
is one in which he feels “chronically inadequate, but nurtured.” He also
thrives when surrounded by bright, highly self-motivated individuals who
are all clearly focused on achieving excellence in their endeavors, whether
academic, professional, or athletic, and who also encourage and help one
another as they pursue excellence. This type of environment spurs Aneil
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to “step up his game,” to reach for and achieve excellence himself, and to
work on continual self-improvement. When Aneil was being recruited by
Princeton three decades ago, a student told him, “You may have heard
that we work hard at Princeton. That’s true, but we also play hard.” Each
leader must find and create his or her own optimal environment for in-
novation. At the personal level of change, the leader must be courageous
enough to want to develop something unique and important, be humble
enough to seek feedback from colleagues and customers (especially nega-
tive feedback to ensure that what is being created is truly different and
valuable), and be authentic enough to change in ways that reflect the lead-
er’s particular combination of talents, values, and interests.

At the personal level of change, an innovative leader is also one
who sees things that others do not. An innovative leader pursues what
Schumpeter calls “creative destruction,”’” a process that challenges the
status quo. This concept embodies a leader’s continual quest for inno-
vation even in well-established companies and with well-established
products—always seeing new ways to do things. Schumpeter noted that
“expressions of energetic will” are found in the “strongest individuals”
who will “create something new and destroy the old thing” to create a
new enterprise.’® Innovative leaders, therefore, are those who see new
ways to do things, not just for themselves, but also for their organizations.
In making a Schumpeterian reflection, Betta, Jones, and Latham noted,
“The entrepreneur is the agent capable of combining people and opportu-
nities into a productive organism.”" Further, as Professor Jeff DeGraff of
the University of Michigan Ross School of Business told us,

I think the overarching issue of trust is that in innovation, unlike
any other area, you're thinking about what doesn’t exist yet. You're
going someplace that you've never been before. You need to trust
that the people you're working with are going to first look out for
your safety and well-being and then make sure that you stand to
gain like everybody else going on this voyage.

One of the best examples of creative destruction fostered by an entrepre-
neurial spirit is found in Mary Ellen Sheets, the founder of Two Men and
a Truck, International. The business initially involved just her two sons,
Brig and Jon, who moved household goods as a way to pay for college.
She formally launched the company by investing $350 in a used truck. As
the firm grew, she began selling franchises, expanding outside the state of
Michigan, and growing the company to its present $220 million in annual
revenues. Today, Two Men and a Truck has more than 200 franchisees in
37 states as well as Canada, Ireland, and the UK.

Mary Ellen is one of the most humble, courageous, and authentic
leaders we have ever met. She simply saw an opportunity where others
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did not. In her view, although plenty of other moving companies operated
in her area, she saw an opportunity for a new kind of moving company
that would succeed by focusing on treating customers with compassion.
Indeed, the company institutionalizes compassion in many ways, includ-
ing the company motto (“movers who care”), its financial and material con-
tributions to philanthropies, and in its annual Humanitarian Award given
to a franchise “in recognition of actions of a purely philanthropic nature.”
In fact, Mary Ellen gave away the company’s first-year profits of $1,000 by
writing $100 checks to 10 local not-for-profits. She has continued to donate
to the same 10 charities every year since then,” and to date, Two Men and
Truck has contributed more than $1 million to philanthropic concerns.

From the beginning, Mary Ellen hired bright people who were, as she
says, smarter than she is. She shares these employees’ ideas through a
monthly newsletter about how to improve the business and has subse-
quently watched her business grow exponentially. Her approach re-
inforces the trust her employees and her franchisees have for her on a
personal level and her increasingly effective business model. Today, her
three children run the business with one of the two original men, Brig,
leading the company as CEO. The other of the two men, Jon, is the ex-
ecutive vice president, and Mary Ellen’s daughter, Melanie, having taken
her turn as CEO, is now board chair of the company. Mary Ellen not only
created an entrepreneurial and innovative business model, but she also
created a unique and innovative family business model for sharing leader-
ship of a family-owned company.

[J Innovation and Trust at the Interpersonal
Level of Change

At the interpersonal level, innovation depends on the leader finding trust-
worthy individuals with whom to collaborate to use resources. Jeff DeGraff
(University of Michigan) noted that when it comes to people working to-
gether to create innovation, “trust is also an issue of competency.” When
Karen and Aneil attended the University of Michigan Business School (now
the Ross School of Business) to earn their MBA and PhD, respectively, they
both benefited from the school’s dean, the late Gilbert Whitaker, and his
associate dean and eventual successor, B. Joseph White, who championed
innovation and excellence in a variety of endeavors. Along with the then,
associate dean for Executive Education, Thomas Kinnear, and others, these
innovative leaders helped propel the school from being embedded within
the top 10 in the Business Week biannual rankings of business schools to
the number-two spot. They also increased the endowment by tens of
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millions of dollars and hired dozens of faculty from top institutions across
the country, including globally respected thought leaders such as the late
C. K. Prahalad, Karl Weick, and Richard Bagozzi. Gil, Joe, and Tom were
very different individuals and very different leaders, but each found ways
to build innovation into the school’s culture. This is perhaps best exempli-
fied by the school’s Multidisciplinary Action Project (MAP), the first (and
still unique) action-based, team field project for MBA students, which now
involves 500 students working on 100 projects worldwide each year.”

] Innovation and Trust at the
Systemic Level of Change

At the systemic level of change, innovation depends largely on an organi-
zational culture, which either enhances or inhibits individuals” creativity,
and cross-functional flexibility. It also includes awareness of the external
environment, such as changing consumer preferences, technological de-
velopments, and economic trends. Indeed, the late Peter Drucker argued
that entrepreneurial, innovative organizations perceive change as an op-
portunity rather than a threat.* Our own clients develop organizational
cultures in which people are highly empowered and engaged to do what
is best for the organization involved, have a clear sense of the organiza-
tion’s purpose, and can flexibly respond to changing circumstances. Lead-
ers help reinforce their cultures’ capability for innovation through several
mechanisms, including metrics, reward systems, talent management
systems, and socialization (e.g., onboarding), particularly in large orga-
nizations.” Leaders must also be willing to listen to junior people in the or-
ganization who have innovative and interesting ideas.? One key cultural
element is the amount of time leaders allocate to developing innovations.
Google is a well-known example; they have employees set aside 20% of
their workweek to focus on innovation.” Another example is 3M, which
has all employees devote 15% of their time to “pursue something they
discovered through the usual course of work but didn’t have time to fol-
low up on.”” Both of these companies are the exception, however, rather
than the rule.

1 Make Work a Game That All the
Players Can Win

A great example of building trust at both the interpersonal and systemic
levels of change is found in Ted Castle and Rhino Foods. Ted developed
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a management philosophy based on his hockey experiences in which he
had learned that coaching was a better approach to managing people
rather than monitoring or controlling them. He motivates his employees
by having them set high standards for themselves and their work and then
having them hold themselves accountable for those standards.

While coaching and playing hockey, Ted learned that playing a game—
and winning—was a highly motivating way to achieve. He has, thus, ad-
opted a team-based, game-oriented approach to running Rhino Foods. He
noted, “I have a fundamental belief that most people like games, and they
don’t have to be football players or hockey players to enjoy games. People
can like bridge, or checkers, or Risk, or Monopoly.” He developed a list of
things that people like about games,

You know your opponent, you know the beginning and the end,
there’s usually a time frame, and you know the score. If you win, you
usually celebrate. If you lose, you usually feel badly and try to figure
out what to do next time. You meet and you prepare. What was there
about Rhino Foods like that at the time? Nothing!

Then I thought, wouldn’t it be interesting to try to bring the ele-
ments of a game into our business? The score is making money. It
initially sounded scary to share profit information with our people.
But my colleague said, how would you feel if you played a game
for three hours with scorekeepers and at the end of the game they
blew the whistle, closed the scorekeeper book, and didn’t share the
score with you? That’s when I decided to take a chance and open up
our books to the 20-25 people we had back then. That’s the how the
Game really started.

In several ways, the management philosophy and approach that Ted
developed not only demonstrated his trustworthiness in terms of the
ROCC of Trust, but also demonstrated his trust in his employees. Rather
than acting like a hall monitor, regularly checking on his employees to see
if they were playing by the rules, working hard, and performing, he in-
stead established an organizational structure, reward system, and culture
that demonstrated the ROCC of Trust to his employees. In the process,
these organizational characteristics enhanced his employees’” willingness
to take risks which resulted in a culture of innovation.

Ted first demonstrated openness by giving every employee access to
the operating performance (e.g., expenses) of the company and demon-
strated reliability by posting this information at Rhino Foods each day. He
said, “The reason we did it daily is that we think that the most current,
the most specific information is the best for people.”” This information
sharing also required some courage on his part. “My biggest fear was that
people were going to think I was making myself rich. But, I knew I wasn’t
getting rich. We were making money, but at times I thought I could be
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making more money mowing lawns again. So, I said this issue should be
easy. It comes down to whether you're willing to be open.”

For example, before Ted’s open-book management approach, employ-
ees thought that if they made four batches of fudge batter brownies, the
company would sell that product for about $7,600 and that most of that
was profit. By opening the books, however, Ted showed employees that
half of this amount paid for the ingredients alone. He itemized all the costs
for his employees and then showed them that the company also had to
pay 40% in taxes on the amount that remained after all the costs had been
paid. He showed them that the company would only be profitable if the
employees completed all their work correctly. “I would remind them that
last week we did it wrong and we had to throw it all away. I would then
ask them what might have gone wrong with that job. So, we just started
sharing information, and once you do this, you build confidence. It’s con-
tagious. If you want people to act like owners in your business, just tell
them what you know.”

[] Talk Like Ted

Ted emphasizes that communicating in this way creates a fun environ-
ment in which to work. Through this fun, he also built the ROCC of Trust
by demonstrating his humility, courage, and authenticity. As he told us,
“It’s our purpose and principles that we believe in that are important.
We're trying to help people listen and respect each other, while engaging
them by making it interesting. To a group of employees who just got off a
seven-hour shift at 6:00 in the morning, I'm not going to show 20 Power-
Point slides.”
Creating fun-filled communication is also a serious business to Ted,

We believe it’s everybody’s job to figure out how to engage people,
so we look at it as a teacher does. There are good teachers, and there
are bad teachers. The ones that usually are considered better engage
their students. We take it really seriously that we need to be able to
communicate in a way that grabs people’s attention; having some
fun along the way usually grabs people’s attention.

Sometimes, when we want to celebrate something, or when we
report the first-time quality, the performance schedule, or our safety
record, we have more fun by showing a picture of me with my Rhino
hat on and either wearing a smile with my thumb up or a frown
with my thumb down. It was our communications people who came
up with that idea. It's not really about me; instead it’s about how
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our employees have chosen a way to engage with me and with one
another in a way that they can laugh about.

This approach to communication, coupled with substantial job train-
ing and business education, enhances the reliability and competence of
Rhino’s employees, along with their innovative capability, by making it
easier for Ted to delegate more decisions to his employees. “Personal re-
sponsibility is something we spend a fair amount of time talking about
and figuring out how to make that happen,”® he explained. He created a
reward system in which employees participate in a Bonus on Goals pro-
gram where a payout is made if budgets are met, and once the company’s
capital investment requirements have been reached. This not only dem-
onstrates compassion, but also increases employee trustworthiness by
aligning their interests with the firm’s. Employees improve their innova-
tive capability by coming up with new ideas to improve the firm’s work
processes.

Another way Ted demonstrated trust in his employees and his com-
passion for them was by loaning his employees to other local firms that
needed seasonal help when Rhino Foods endured a downturn. In fact,
the idea of allowing employees to work at other firms came from the
employees themselves. This idea emerged when more than half of the
employees brainstormed over a period of three weeks on ways to avoid
layoffs at Rhino. Ted asked his best employees to volunteer for the Em-
ployee Exchange Program to ensure its success, and Ben & Jerry’s was
one of the firms that participated in the program.' In exchange, Ted
guaranteed employees their jobs once the market picked up. This innova-
tive approach to downsizing and fluctuations in seasonal demand could
only work if Ted had built a trusting relationship with his employees and
Rhino Foods had credibility in the community. The program was success-
ful, preserving the jobs of key employees who returned full-time to Rhino
Foods when demand picked up, and the program has continued for the
past 14 years.

As the business has grown, so has the need to change how Rhino Foods
shares information with employees. The Game is now played differently
in that performance is still measured daily, but rewards are now distrib-
uted every six months rather than weekly, so that longer-term perfor-
mance based on innovations (e.g., capital investment decisions) can be
properly assessed. As Ted recently told us, “We’ve continued to work hard
at sharing information, helping people know what'’s critically important
for our business.” An annual planning process is now in place, with an-
nual bonuses provided for achieving goals. With three shifts, the company
now has three company meetings on the same day each month so that
everyone can attend. Annual goals are reviewed, as well as any financial
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information that employees want to discuss. Starting in 2007, four perfor-
mance items “critical to the business” began being tracked: performance
to schedule, first-time quality, safety, and customer service levels. As Ted
put it, “The concept of looking at the business, seeing what’s important,
sharing the information, tracking daily results, and getting people moti-
vated to improve on those numbers has continued.” The Game continues
to evolve from year to year, based on several factors. Ted recognized the
tradeoffs between familiarity with and complacency about performance
indicators and between flexibility and efficiency,

How we do it each year is based on what’s important and how savvy
our workforce is. We tend to introduce new metrics carefully, be-
cause we find that when we bring out a new metric it takes a while
to gain some traction. So to be constantly changing things every year
doesn’t make sense. We've measured performance to schedule, first-
time quality, and now we’re measuring safety differently. We keep
some of the old measures and then move some of the new in as we
try to focus on different things. The reason we play the Game, how-
ever, has not changed. We still believe it’s important to have a daily
focus on activities. In some parts of the organization, we're actually
shortening the feedback time period. The production floor has an
hourly performance worksheet. The three different lines they’re run-
ning know what they’re supposed to make every hour, and they’re
measuring whether they did so, and if not, how can we fix it right
away?

In further refining his approach to sharing information, Ted recognizes
the critical importance of providing feedback based on the nature of the
task and not using a “one size fits all” approach:

The concept is to be identifying the most important things to the
business, but also, what is the right amount of time to be tracking it,
how can we be adjusting it? We’ve really gotten into this idea from
Toyota: “plan and do, check, act.” It's a continuous improvement
methodology; we need to be picking the right plans to be tracking,
how we go about checking on them, and how we go about adjusting
them. If we make the problem so big that we never get to do it, then
we're never going to get anywhere. So, the concept is, we're trying to
keep getting better at little chunks.

As Ted has increased the level of trust throughout the organization,
he has fostered flexibility, creativity, and even patience, qualities that
are essential to any organization. At Rhino Foods, the need to reward
people every week based on their performance when the Game was
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first developed then evolved into monthly bonuses and has now further
evolved into bonuses after six months. Ted can even wait to share some of
the performance information, although such information is still measured
daily:

We’ve combined our monthly bonuses into a six-month bonus, but
we're still measuring our goals daily. We're still reporting progress
on our goals at each monthly company meeting, but then rewarding
our employees based on achieving these goals every six months. We
continue to mature, grow, and figure out what works best for us,
but the concept of sharing information, trying to get people to un-
derstand that they have a way to impact the results, is what is really
important.

Rhino Foods” performance has proven the value of Ted’s coaching phi-
losophy. Rapid growth began in the 1990s based on selling inclusions,
that is, brownie bites and cookie dough, to major ice cream manufacturers
such as Hdagen-Dazs and Ben & Jerry’s. In addition to making and sell-
ing the Chessters ice-cream cookie sandwich, Rhino Foods also makes ice
cream novelties and desserts for some of the largest food companies in
the United States They have grown from $8 million in annual revenues
and 40 employees in the early 1990s to just under $20 million a year and
75 employees at the end of 2011,* impressive given that the firm operates
in a highly competitive segment of the food industry, one in which not all
new ice cream products have long product life cycles (and not just because
they melt!).

Ted and his wife, Anne, still own 100% of the business, but they are not
running the business to go public or to sell it. As Ted expressed, “Instead,
we are doing it because we still enjoy it, and because we’re trying to cre-
ate a really interesting work environment where people enjoy coming to
work, where people are challenged, and where we are following our pur-
pose, ‘to impact the manner in which business is done.””*

[] Reinvigorating Your Innovative Culture
Through Ongoing Reevaluation

When Two Men and a Truck, International was facing a negative impact
on their revenues and profitability with the onset of the Great Recession of
2008, the firm’s leadership felt it was necessary to assess all of their home
office employees to determine who would be retained, how they would
be evaluated, and how they should be rewarded. As part of this organi-
zational reassessment, 30 employees were let go as roles, responsibilities,
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and reporting relationships were restructured. In addition, performance
metrics and rewards evolved to encourage greater initiative and produc-
tivity. As Melanie told us in December 2011,

By 2008, our double-digit-percentage growth slipped to single digits,
then flat, then single-digit negative, then double-digit negative. Our
new CFO, Jeff Wesley, really went to work. We were fat, so it was
time for Jeff to cut the fat from the business. He had a lot of fat to cut.
One of the many things we had to cut was the six-week sabbatical
for employees. To go from lots of discretionary income at our firm to
none so quickly is quite paralyzing. I admire that while we focused
on ROI, Jeff did agree that “we can never let go of our core values
and our customer satisfaction, but we also need to understand re-
turn on investment completely and have a return on investment for
everything we do. Because this is what will keep us profitable and
able to serve our customers going into the future.” He was abso-
lutely right. He kept us profitable through those tough years.

Every person at TMT is now held accountable like you wouldn’t
believe. It needed to be done. Every single person at Two Men and
a Truck needs to bring ROI to the bottom line. If they don't, they're
perceived as not needed. Period. Well, how do you prove RO], for
example, for an administrative person or someone in training? Every
person in every department now reports monthly to their boss, “the
chief,” and they have a MAP meeting—monthly accountability plan.
We started this at the beginning of 2009.

In that monthly accountability plan, employees have to show how
they’ve made progress for that department. Take someone involved
in training, for example. How many people got on that web-inar?
How were the evaluations? These evaluations ask, “Is this going to
help your business?” So the ROI rolls through the company in that
way. They’ve got to be doing duties that bring dollars to the bottom
line for the franchisees. Show results, loyalty, and trust. It’s all about
holding people more accountable. It's made a huge difference.

Our people that speak with moving customers are currently called
customer service reps; but they will probably be renamed customer
sales reps, because they're closing the sale rather than being an order
taker. With the new economy our tactics have changed. The TMT
marketing department is teaching our customer service reps how to
sell to the customer and strive for a commitment. Oftentimes the cus-
tomer might say, “Well, I'll call you back when I talk to my spouse or
I might check around.” The customer service rep used to say, “Okay,
that’s fine.” But not today. Now there’s a closer at the end: “Would
you like to move in the morning or the afternoon?” These are basic
sales skills being taught that haven’t been taught before.
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In 2011, thankfully, we’re having the best year we’ve ever had.
This is even when housing is still down and customer confidence
is still somewhat low. The blessing in this great year is that we are
sharing the profits with our staff. In June of 2011, Brig did a surprise
profit distribution to our staff. They were significant bonus dollars,
up to 50% of some people’s salary. We're doing another one in De-
cember. We're sharing the gain with everyone. This incentive is not
only rewarding, everyone works harder and smarter.

Another thing that Brig does that I truly admire, and something
he’s very good at, is that he holds the “chiefs” accountable as well.
He told each department chief, “You're going to get a chunk of cash
based on how many people you have, based on the ROI of your de-
partment. Now give each employee in your department the share
that they deserve based on the ROI, based on their MAPs.”

The first time we did this, a couple of years ago, Brig said, “Oh
my gosh, that’s a lot of money.” Brig said to each chief, “I want to see
exactly what you're giving each person, because I do not want you
to give every person in your department the same amount” (this is
what our VPs did in the past). As Brig explained, “They don’t de-
serve the same amount. Some work harder than others. You know,
some have to put up with more. While they might have a menial job,
it’'s demanding. But I do not want to see everyone getting the same
amount.”

Even after the first year or two, Brig still checks the bonuses. We
looked at them last week. He looks at every single amount that each
person’s getting. There are a lot of big companies out there looking
for great people. We don’t want to lose our great people. So that’s
another reason we are giving bonuses based on profits. It’s just the
right thing to do.

In the process of instituting these changes, Two Men and a Truck’s
leadership retained elements of the organizational culture that had con-
tributed to the firm’s innovative nature and success, while eliminating ele-
ments that were no longer as important. Initially, everything was on the
table. Again, Melanie,

We believe strongly in our core values. Prospects are brought in
based on our core values. We hire and fire based on our core val-
ues. We're really, really happy and thankful to see these values at the
forefront of everything we do.

With all the change and things we had to cut out at our corporate
office (sabbaticals), a fun atmosphere has been maintained. For ex-
ample, my office today is full of decorations. The departments are
competing for best-decorated hallway. We’ll have a big Christmas
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party in the office with games and prizes. We were able to take ev-
eryone to a Tiger game in chartered buses and we had a big “bring
your family” picnic. It’s about doing things together. The employee
lunchroom is called the “Core Values Café.” It has a flat-screen TV
in it. The walls are all red. Almost every Friday there is a big potluck
lunch in the Core Values Café. So there are a lot of fun, community-
type activities going on within the home office.

We also have employee awards. Recognition, especially from
peers, is so rewarding. These are given out at Brig’s pizza luncheon,
which is held every two months or so. The award is called the Great
Blue Water Award, because many of Brig’s analogies are about tak-
ing the ship away from the shore, taking it away from the safe harbor,
getting into rough waters, facing discomfort head on, and enduring
change. The chiefs also give department updates at these luncheons.
It is a very festive and upbeat atmosphere.

Efforts to reevaluate and reinvigorate the culture have not been re-
stricted to employees at the firm’s home office, but have also been applied
to the more than 200 franchisees that comprise Two Men and a Truck.
Melanie continued,

And as far as living the core values, our whole awards program for the
franchisees is based on the core values. We have a points system, and
they get points for different areas, for living the core values. So our
values are in the forefront. They're not like some words that we barely
ever use. They're really, really used here, lived here, and enforced.

Our franchisees are changing their cultures as well. They are hir-
ing real managers with experience rather than maybe their brother-
in-law or a cousin or a good mover being promoted as a manager.
Many of our managers now have college degrees. Our franchisees
are also replacing their customer service reps with salespeople. So, it
really makes everything more efficient for the customer, because it’s
helping them make a decision.

In addition to people practices reinvigorating the firm’s core culture,
significant financial investments also improved the franchisees” human
capital and technological capabilities. Some of these investments are paid
for by Two Men and a Truck as the franchisor and some of them are paid
for by the franchisees. Melanie explained,

You should see our Stick Man University (which is our training cen-
ter). The home office just put $370,000 into an upgrade. It is abso-
lutely beautiful. Another big investment we have as a system is an
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IT upgrade, which is costing about $3.4 million per year. In the begin-
ning of a huge IT project, it’s all behind-the-scenes work. You can’t
see the fruits of the labor for sometimes up to two years. Two Men
and a Truck Corporate has already put hundreds of thousands into
it, but going forward our franchisees are investing into it as well. The
franchisees make monthly payments toward it, one percent of their
gross monthly income, with a minimum monthly payment of $1,500.
The IT fee will never be treated as a profit center where corporate
makes money off the franchisees from this IT investment. Now that
they understand, they're paying for it even though they haven’t seen
the results yet. So you have to have really difficult and transparent
conversations with the franchisees to get them to understand. IT can
be hard to understand regardless! This takes trust. These changes
will help us to better serve our customers. Our goal is to become the
premier moving company in the world . . . IT will be instrumental in
helping us get there.

At Two Men and a Truck we're all really fair, firm, and transpar-
ent. The key word for Two Men and a Truck I would say is trans-
parency. I think it’s our transparency that’s brought us trust. First,
because we share all the franchisees’ numbers with one another. No
one can pretend to be something they’re not. Sharing of the numbers
causes people to communicate and mentor each other.

From the corporate standpoint, Brig explains everything thor-
oughly. He is very transparent. You can approach him at any time.
He’ll stand up on a stage with the franchisees and say, “Okay, ask me
questions. I know you're mad. Ask me.” If no one asks the questions,
he’ll say, “Okay, here’s the question you're all afraid to ask.” He’ll
just bring it up.

I was speaking recently to a group and an attorney said, “Well,
that’s nice that your franchisees are transparent, but do they see cor-
porate headquarters as being transparent with them?” I thought that
was a great question. I then repeated what I just told you about Brig
being very transparent, how franchisees can ask him questions at
any time. We also use a third-party source to evaluate our franchi-
sees every year. This is a confidential evaluation. Franchisees feel
safe to share what they are thinking. We also have a Franchisee Ad-
visory Board made up of franchisees. We meet with them at least
quarterly face-to-face. Transparency breeds trust.

As does Ted Castle of Rhino Foods, the leaders of Two Men and a Truck
exemplify the ROCC of Trust and institutionalize it in ways that foster
innovation and growth through sharing information, collaboration, and
risk-taking.
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Trust Tips

. Demonstrate reliability by sharing details to get things done.

. Demonstrate openness by encouraging new ideas.

. Demonstrate competence by taking on a new challenge.

. Demonstrate compassion by not punishing one-time mistakes that lead to
learning.

AN W IN —

Interview with the “Dean of Innovation,” Professor Jeff DeGraff of
the University of Michigan Ross School of Business

What is the leader’s role in fostering innovation?

The leader has really three essential roles. So right off the bat, the first chal-
lenge of the leader is to properly diagnose what’s going on or at least to make
sense of it and help the group make sense of it.

The second role of the leader is to make sure that they have available to
them the culture and competencies required to succeed in that situation.

Third, and this is the hardest one, is synchronization. Value isn’t created in
any one of the quadrants. It's created in the hand-off between the oppositional
quadrants. So the challenge the leader has is to coordinate or integrate these
opposing practices and opposing views.




Trust Across Borders

Increasingly, work is conducted across both organizational boundaries
and geographic borders. Three decades ago, books such as The Virtual Cor-
poration* and The Boundaryless Organization® extolled the benefits of break-
ing down hierarchical and geographic boundaries to create more flexible
organizational structures and promote greater effectiveness. Back then, as
today, organizations” employees, customers, suppliers, and markets were
increasingly global. Competition, which is driven by innovating, continu-
ing to reduce costs, and executing plans more quickly, has forced orga-
nizations to identify the best ideas, regardless of their physical location.
Furthermore, organizations must develop these best ideas for the most
receptive markets, whether they are domestic or global. As Professor
Ranjay Gulati of the Harvard Business School told us,

Trust is equally important across organizational boundaries. Firms
are increasingly operating in an interdependent world where they
are “shrinking their core” and partnering extensively. As firms in-
creasingly rely upon partners for tasks that were once close to their
core, trust becomes the catalyst for success. Learning how to engen-
der trust becomes a critical success factor for such firms.’

Further accelerating these competitive forces are both free-trade agree-
ments and ever-advancing information technologies (IT). Notably, IT tends
to follow Moore’s Law of Capacity, which estimates that processing speed,
memory capacity, and sensors double roughly every two years.
Individuals have become much like organizations in obliterating
boundaries. Human capital is following the example of financial capital
by seeking the best opportunities to earn high rates of return, whether
locally or distantly. Indeed, 15 years ago, Fast Company declared the
United States to be “Free Agent Nation,” defining free agents as the
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self-employed, independent contractors, and temporary workers, and es-
timating this population to be 16% of the American workforce in 1997.*
And that trend has continued. A 2011 survey conducted by Kelly Services
estimated that 25% of the U.S. workforce was self-employed. Interest-
ingly, 90% of these mavericks surveyed wanted to be self-employed. This
was up from 19% just two years before in a 2009 survey.® Moreover, this is
hardly an American phenomenon. For example, in 2011, India’s popula-
tion of self-employed is estimated to be 51% of its total workforce.® Once
again, information technology is expected to accelerate this trend toward
a world without boundaries. Social media platforms such as LinkedIn,
Facebook, Twitter, and others only enhance free agency. Importantly, trust
is the essence of this new way of working. In this environment, trust is
essential; it’s required for knowing who to contact about new career op-
portunities, who will be a great employer, or whether to remain in your
current job.

At the personal level, the leader must demonstrate courage, humility,
and authenticity to break down organizational boundaries. A great exam-
ple of all three qualities is Peter Loscher, president and CEO of Siemens AG.
Adam Bryant, author of The Corner Office, recently interviewed Peter.
When asked how he creates a trusting team culture, Peter replied, “I'm al-
ways telling people, ‘Look, I make a mistake every day, but hopefully I'm
not making the same mistake twice.””” The ability to admit having made
mistakes is a rare quality for a CEO, but is one that enables him or her to
be open to feedback and that encourages others to try new things without
fear of making a fatal mistake.

] Virtual Teams and Trust

Boundaries take on another meaning when individuals band together
into teams and begin to work together across geographic boundaries, ei-
ther within the same company or across firms. When team members are
based in different places, they are called a virtual team. Previous research
has shown that leadership behavior is very important to trust and com-
mitment within virtual teams.® One study found that having a shared vi-
sion, such as a customer focus, rather than emphasizing who has the most
power in the group, helped the virtual team achieve higher levels of trust.’
This same study found that high-trust groups shared power within the
group based on the knowledge that each individual brought to the group.
Finally, those high-trust groups functioned well if they had a facilitator
who reinforced and encouraged the shared vision.

When creating virtual teams, it is critical to begin with a face-to-face
meeting'® so that members can meet each other. When this is not possible,
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avatars or photos can be used to help team members get to know one
another virtually. Research on the factors that help virtual teams function
effectively points out that one of the difficulties with such teams is that
individuals who work together in person often rely on nonverbal com-
munication.! When those nonverbal cues are absent, as is the case in a vir-
tual team, group members do not exchange feedback as quickly. Because
feedback on performance takes longer to receive in a virtual setting, trust
develops more slowly in virtual teams, but it does, indeed, develop.

One positive factor of the ability of a virtual team to build trust is
the extent to which members contribute to conversations.’? In addition,
when team members stick to deadlines, they are considered more trust-
worthy.” Both of these findings demonstrate the importance of openness
and reliability-based trust. Rules for building trust more quickly and for
greater effectiveness in virtual teams include getting started on tasks
promptly, communicating frequently, overtly acknowledging that one an-
other’s messages have been read, being explicit, and setting deadlines and
sticking to them."

We have coached virtual cross-functional teams at a leading global
bank as part of the Leadership Development Program at Duke Univer-
sity. Karen’s team included members from Hong Kong and Malaysia, who
were natives of Hong Kong, Malaysia, and India. Aneil’s team consisted of
team members from the UK and the United States We each held an initial
meeting at Duke University in Durham, North Carolina, so that everyone
had the opportunity to meet face-to-face. At that time, teams were given
their tasks and were told to set up future meetings and objectives. The goal
was to return to Durham in six months to present their completed proj-
ect. After the teams left Durham, we held conference calls and exchanged
emails for the next six months at all times of the day (and night) to review
the teams’ objectives, set new goals as parameters changed, and ensure
the teams were sticking to the timetables they themselves had established.
The teams were extremely busy because their members had full-time jobs
in addition to their extra team projects. Despite their demanding sched-
ules, the teams continued to meet over the six-month period. Karen’s team
returned to Durham to present an outstanding project to the other Leader-
ship Development Program groups. The team’s boss called to thank Karen
for the outstanding results his team accomplished.

In contrast, Aneil’s team, despite having fewer cultural and geographic
barriers, had more difficulty developing cohesiveness and commitment to
a clear set of goals. The key difference between the two teams based on our
observations and expertise was the much lower level of initial trust that
Aneil’s team had in its leader and the subsequent trust they developed
with one another. In addition, Karen’s team exhibited several features of a
strong team in general, such as sharing team leadership from meeting to
meeting and having a strong, shared vision of their ultimate goal.
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[] Trust Across Organizations

On an external level, companies pursue interorganizational arrangements
such as joint ventures and strategic alliances when they believe they can
gain access to a market or industry more quickly by collaborating than
if they invest in it by themselves. A recent survey by Bain & Company
revealed that approximately 50% of the companies surveyed were par-
ticipating in strategic alliances,'® making it one of the top 10 management
tools leading companies used.

The ROCC of Trust also exists at the interorganizational level. Openness-
based trust between customers and supplier organizations was a key dif-
ferentiator between Japanese automotive firms and their suppliers versus
European or U.S. automotive firms in the 1980s and 1990s.'® Competence-
based trust has been discussed extensively in research examining the auto
industry, contributing to a reduced need for inspections (monitoring), for
example.”"® In terms of compassion, not behaving opportunistically or
selfishly in pursuing the firm’s objectives has been found to contribute to
interorganizational trust,”***" and such trust has been found to be posi-
tively related to firm profitability.* Interorganizational trust has also been
found to be a positive influence on whether partners will invest more
in an alliance and to its effective functioning.?****2*” Governance struc-
tures, that is, how organizations choose to operate in a joint venture, stra-
tegic alliance, or some other organizational form, will influence how and
to what extent trust develops between the organizations.?® One study, for
example, examined the effect of preexisting trust on the governance of
the new relationship. This study found that preexisting interorganiza-
tional trust is both a complement to and a substitute for formal gover-
nance modes and can greatly enhance exchange performance.”” There are
also scholars who have argued that trust can substitute for contracts at the
organizational level and that the actual presence of a contract can signal
distrust.*

One interorganizational partnership in which Karen participated was
with Pepsi, when she was the account manager for a $75-million account
at a plastic bottle manufacturer, Johnson Controls. As the account man-
ager, Karen was the key liaison between her company (the manufacturer)
and Pepsi, playing a role as an advocate. She felt that it was her respon-
sibility to help each side work for the other’s best interests. Thanks to
Karen’s ability to build trust with Pepsi, they invited her to participate in
an internal team to evaluate their delivery process from Karen’s company
to filled-bottle delivery at the store level. Karen was the Johnson Controls
representative working with Pepsi employees as they sat in a conference
room, full of yellow Post-It notes, and mapped out the delivery process
from beginning to end, identifying every moment of truth and trying to
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find ways to make the process more efficient and effective. By being a
member of Pepsi’s internal team, Karen was able to create a stronger part-
nership between her company and Pepsi. Pepsi in fact formally requested
that Karen be promoted to the position of account manager representing
Johnson Controls for all of Pepsi’s U.S. business.

] Trust Across National Borders

Building trust across borders is an area of trust research that needs to be
explored further, as more and more multinational companies have teams
that work together across borders which are geographic, ethnic, cultural,
and language boundaries. One study has found that individuals’ propen-
sity to trust varies across countries, depending on whether they belong to
individualist or collectivist cultures.®® Many business practitioners have
emphasized the importance of developing global leaders, which includes
an ability to listen and understand the cultures they live and work in.*
As one senior executive commented, “We have hired and trained peo-
ple to work in silos. We need to identify future leaders who can oper-
ate in a globally integrated company, and train them to think and work
globally.”*

Lenovo’s e-commerce business has had experience building trust
between its office in Morrisville, North Carolina, and employees in Argen-
tina. As Lewis Broadnax, the executive director of web sales and market-
ing at Lenovo, explained,

Development for the [Lenovo] website traditionally has been here
in the Research Triangle with our core team. When we hit the down-
turn in the economy, we let a lot of those people go and added re-
sources to low-cost areas of the world. Buenos Aires was one of the
places that we went. At the time we were able to hire three people
for the price of one developer here in the U.S. So for the business at
that point it made sense. We had to ensure that we were getting the
maximum resource for the investment we were making.

Immediately we found that productivity dropped and the people
that remained in the U.S. were all overworked. We had bottlenecks.
No one would reach out to the Argentina team to do any work.
When we tried to force the work down to Argentina, the work that
was moved was very, very menial. The team here did not want to
send anything of importance down to the Argentina team because
we just let a lot of people go. They thought, “Now I'm training my
replacement. In two months I'm going to be gone. So I'm not going
to send anything that’s worthwhile down there.”
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That was the fear, even though all of the organizational changes
that needed to be made had been made. The people that were staying
were people that we wanted to stay. Now all of a sudden the people
that we really want to stay feel like they have to do everything to
save their job. They don’t want to let anything go, even though they're
working 60, 70, 80 hours a week. The tasks and workflow are slowing
down, and in Argentina we’ve got really smart people that are being
given these menial jobs. We went through this for a couple of quarters.

Phase two involved having some teleconferences to make sure
that we are working better together as a team, and can now start
shifting work between the two locations. However, we still had a
language barrier, poor phone lines, and little clarity on who was
responsible for which tasks. The tasks were dumped off at the last
minute, so there’s little effort to make it work. The Argentines re-
ally don’t understand what their responsibilities are because they're
brought in at the last minute, and they send back work that is really
not good because they haven’t had proper clarity on it. The Argen-
tines are frustrated because they didn’t understand what the request
was, and they weren’t given a deadline. They're sending back things
that they think are creative, but don't fit the brand or strategy, be-
cause no one really told them what they need to do. The U.S. team
says, “We told you. These guys can’t do anything.”

Phase three involved getting both teams together face-to-face
for three or four days. Now they’re in a room working on a proj-
ect together. There’s enough time for them to be able to understand
what each other are saying, and really understand where people’s
strengths and weaknesses are. They’re collaborating on the project.
Each of them is bringing their own talents to the project. That’s what
really made the change.

Now the guys from the U.S. come back and they now understand
what is needed to actually communicate with the remote teams what
prep work needs to be done. The language barrier is still there, but
they now know that they have to deal with that, so they figure out a
way to make sure that the calls are longer, that they’re using a very
good phone. That they’re talking clearly. That they're asking the
guys, “Can you understand what we’re saying?” Follow-up notes
after the meeting. Immediately, productivity goes through the roof.

On top of that, now the employees in Argentina are feeling more
empowered. They create an entirely new tool for the team to use.
They learn the scripting language that was about to be deployed on
the site, and they become experts before the team of people in the
U.S. Now we're flying them from Argentina back here to train the
rest of the team here. All this happens over the course of a quarter
and a half—very fast!
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One way that trust is being explored across borders is through a global
network of scholars interested in the topic of trust. The First International
Network of Trust (FINT) is an international network of scholars and practi-
tioners interested in the topic of trust. They meet each year to discuss theo-
ries and practices surrounding the topic of trust. We asked the president of
FINT, Professor Dr. Antoinette Weibel (see sidebar), about her perspective
on the current state of trust research. “Trust is essential for human interac-
tions, and where it is missing, self-interest and conflicts prevail. In times
like ours, we need to understand how to restore trust and deepen trust, or
otherwise, what we call in the Germanic countries ‘social peace’ is at risk.”

Trust Tips

1. Reliability: Set clear expectations for how the members of the partnership
should work together, as well as clear goals, objectives, and metrics.

2. Openness: Develop a common language, terms, and references so that the
partners can communicate openly.

3. Competence: Rotate leadership of the partnership regularly to take advan-
tage of all the talents.

4. Compassion: Make sure that everyone agrees as to how rewards for the
partnership’s success should be shared, and then stick to the formula.

Interview with FINT President Professor Dr. Antoinette Weibel

1. How has your definition of trust changed since you began examining it?
| started to make the core construct of trust—the “willingness to be vulner-
able”—more central to my thoughts on trust and trusting. Recent events
have brought this state, which | believe to be a rather unpleasant one, to
the fore, but at the same time we have not paid much scholarly attention to
vulnerability, for example how it is perceived and felt.

2. How has trust changed in importance for the welfare of individuals and
organizations over the past decade?
We now understand better what the consequences are if trust is lost—and
trust loss seems to have occurred in all our important institutions, be it
firms, regulatory bodies, or politics.

3. What do you think accounts for the erosion of trust by members of society
in our various institutions?
| cannot answer that for all institutions. When we look at companies,
however, the prevailing assumption of modern economics that companies
need only to maximize shareholder value, and that monetary incentives
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are the prime way to motivate leaders to do so, are the root cause of many
problems.

What are some necessary or important first steps leaders can take or
should take when attempting to repair trust violations?

Change of incentives systems—intrinsic engagement and integrity should
be valued, and in some instances input control and a common binding
cause are much better ways to govern a company than by means of bonus
systems and other types of piece-rate wages.

To what extent are leaders born or made based on your own research and
experience?

First, | believe that a good leader has a tendency to trust, as such a tendency
is infectious. Second, such a tendency arises from two characteristics: a
psychological disposition to trust and learned trust. So to some amount,
trust-inducing leaders are “born” as they have experienced very early in
their life nurturing relationships and thus have a high proposition to trust.
But to some amount, leaders are also made, as trust is also an outcome of a
learning process, and this can be influenced by companies’ processes and
structures and by training measures.

What are some ways in which leaders can institutionalize their inter-
personal trust-building efforts within their organizations (e.g., practices,
processes, reward systems, contracts)?

Trust-inspiring control processes—that is, control which is learning and
development-oriented, allows for participation, and is not tied to pay-
for-performance. Emphasis on social competences and individual virtues
when selecting new employees and promoting employees. Decency, virtu-
ousness, and abiding by the golden rule when leading the company.

Antoinette Weibel, president, has been a First International Network on Trust (FINT)
member from the first hours. She has organized and co-organized various subtracks at
FINT and the European Group for Organizational Studies (EGOS) and FINT-affiliated
symposia at Academy of Management. Antoinette is full professor of management at
the University of Konstanz, in Germany. Her current research interest is on regulations
and trust in systems, stakeholder trust in organizations, rewards and trust, and rules
and happiness.




Trust and Healthcare

[0 Why Focus on Healthcare Leadership?

In this chapter, we focus on leadership in the healthcare context, specifi-
cally leaders responsible for guiding teams of healthcare professionals.
Trust in healthcare settings is particularly salient to the ROCC of Trust
for several reasons. First, healthcare represents a significant portion of the
U.S. economy. In 2011, healthcare expenditures represented 18.2% of GDP,!
and they are expected to reach 19.6% of GDP by 2019, according to the U.S.
Centers for Medicare and Medicaid Services.” Second, vulnerability is at
the core of trust; indeed, when we are sick we are often at our most vulner-
able.? Third, healthcare is an exceedingly complex context, in which many
different actors shape organizational change efforts, patient outcomes, and
bottom-line results. Fourth, beyond rapidly rising costs and lack of access,
the healthcare system faces many other challenges. In the next 15 years, we
could see a shortage of up to 150,000 physicians because current medical
schools will not be able to keep up with the demand for them. This will
be especially true for primary care physicians who work on the front lines
of implementing the healthcare reform bill in the United States.* In short,
healthcare provides a perfect context for examining how trust influences a
leader’s ability to effect lasting, positive change, both among individuals
and in the institutions where they work. George Barrett, CEO of Cardinal
Health, the $100-billion healthcare firm based in Ohio, told us,

Healthcare is a very personal issue. The stakes are great, both for
individuals and society. We believe that all Americans should have
access to healthcare, but providing affordable access has been a real
problem. Using the legislative arena to ensure affordable access poses
enormous challenges. Our healthcare system has been character-
ized by significant misalignment among consumers, providers, and
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payers, and information transparency has been low. This requires
some structural change, but legislation requires scoring, and scoring
structural change is a huge challenge.’

As we will discuss in this chapter, building the ROCC of Trust is essen-
tial for a healthcare leader to effect change, both in patients and in health-
care organizations, in an industry that is desperate for real reform within
both its costs and practices. Reform is necessary not only because of the
unsustainable growth in healthcare expenditures, but also as a result of
the challenges that healthcare has seen over the past 15 to 20 years,® in-
cluding structural changes in information technology, the focus on the
business aspect of healthcare, demands from patients, regulatory burdens,
and changes in reimbursements.

Both positive and negative examples can be drawn from trust relation-
ships in the context of healthcare. In general, patients trust their doctors
to a large degree.” In fact, they trust their doctors more than they do insur-
ers, the government, and employers to protect their health information,
but they remain wary of electronic medical records and the potential for
loss of privacy.® Not all is well with respect to patient—physician trust,
however. Lower-income patients report trusting their physicians less in
terms of medical decision-making and quality of their care. Lack of trust
in quality of care relates more specifically to doctors” not referring pa-
tients to specialists and performing unnecessary tests.” Unfortunately,
physicians only have themselves to blame, to the extent that they don’t
act in a trustworthy manner. In an article published in the peer-reviewed
journal Health Affairs in 2012, “10 percent of physicians admitted to telling
patients something that was not true, . . . nearly 20 percent of physicians
said they had not fully disclosed an error to a patient in the previous
year because they feared the admission would trigger a malpractice
case, . .. [and] more than 55 percent of physicians said they often or some-
times described a patient’s prognosis in a more positive manner than the
facts might support.”*°

[0 The Changing Nature of
Physician—Patient Relationships
and Implications for Trust

The foundations for the physician—patient relationship, and thus also
trust, are changing. Dr. Kevin Lobdell, director of quality and program
director of cardiothoracic surgery at the Sanger Heart and Vascular Insti-
tute and Carolinas HealthCare System, put it this way: “As care becomes
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more patient-centered and we live in a more transparent society, the
need to focus on patients, their families, and needs is ever increasing.”"
Dr. Brent Senior is an otolaryngologist (an ear-nose-throat [ENT] surgeon),
the Nathaniel and Shelia Harris Distinguished Professor, and vice chair of
academic affairs at the University of North Carolina (UNC) at Chapel Hill
Medical School, and another physician leader with whom we’ve worked
for several years; he echoed Dr. Lobdell’s views and expanded on today’s
challenges in healthcare,

Frankly, the relationship between doctors and patients is under con-
stant attack. The cynical person in me says that those who want to
hijack healthcare for their own purposes realize that the relationship,
with its key element of trust, is at the center of healthcare. This is why
you see Blue Cross Blue Shield commercials that emphasize relation-
ship. Here is the crux: It is always present in healthcare, whether it is
provided by the doctor or not. Hence if the doctor—patient relation-
ship can be eroded, then that opens the door for other forces to insert
themselves and subsume that relationship in order to manipulate
patients for their own benefits.

That is the problem—all of these forces/institutions/individuals
have at their center not what is best for patients, but what saves/
makes the most money. These can be governmental forces, insurance
carriers, and, not to be minimized, attorneys. But, can the patient
really have a productive relationship that results in health with a
company? Does a company or for that matter a government agency
really have at its core the health of the patient?

Ultimately, though, I believe that with the erosion in the doctor—
patient relationship comes erosion in doctor—patient trust. With
erosion in trust comes erosion in actual health. With erosion in the
doctor—patient relationship, outside forces believe that they can
achieve health from a cookbook or an online manual. Doctors become
‘healthcare providers’ and health becomes a point on a scattergram.'

Dr. Bruce Rubin, physician-in-chief of the Children’s Hospital of Rich-
mond and chair of the department of pediatrics at Virginia Common-
wealth University’s Medical School, is another physician leader with
whom we’ve worked for more than a decade. He discussed how insurers’
increasing monitoring and financial control over physicians’ use of medi-
cal tests and prescribing behavior have interfered with physician—patient
relationships,

There is an increasingly greater burden placed on physicians if we
need to obtain tests or begin medications that we believe are essen-
tial for our patients. I care for complex patients who often require the
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The Patient’s Viewpoint: Cancer Survivor

Andy Fleischmann

In what ways have your relationships with your physicians changed generally
over the past few years?

Doctors are more hurried than they have ever been—and that’s a problem that
will likely worsen in the coming years. In my experience, this time pressure
means that, unless you as a patient are ready to ask questions and be your
own advocate—even when the physician looks like he wants to get to the
door—you won't be able to build much of a relationship at all.

How do you personally build trust with your doctors?

By asking clear questions and making it explicit that | want replies that involve
full disclosure of all information—no “sugarcoating” to make things “easier”
for me.

What is important for you to do at the outset of the relationship?

Make sure that the physician | am meeting with matches the references and
descriptions I've gotten. And, if | have concerns, raising them early and clearly.
How does building trust with your doctors require personal sacrifices on
your part?

I have found that many specialists are focused on their science, not their patients,
unfortunately. (Primary care physicians are more patient-focused—but also, sad
to say, people whom you see much less of when a health crisis arises.) So, typi-
cally, building any sort of bond requires extra effort from the patient—since the
doctor is seeking to meet with his or her next patient as quickly as possible.

use of medications off label or medications or devices that are not
normally used for children. Invariably, these requests are denied ini-
tially by insurance carriers. It takes hours of phone calls to increas-
ingly senior administrator physicians until I am able to convince
powers-that-be that my recommendations are not only good for the
patient but probably cost-effective for their company.

It is frustrating when my efforts are unsuccessful. When this
happens, the senior-level administrator at the insurance company
invariably tells me that I am free to prescribe whatever I consider
important for my patient, but the insurance company has no obli-
gation to pay for this care. This is always difficult to explain to the
patients and their families. Even when I've spent hours on the phone
I go away from this feeling that I have not tried hard enough.”

More generally, patients’ trust in the healthcare system overall re-
mains in short supply,'* and distrust between doctors and managed
care, between nurses and doctors, between doctors and hospitals, and
between patients and managed care is on the rise. In a Harvard Business
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Review article titled “Turning Doctors into Leaders,” Thomas Lee wrote,
“At many hospitals relationships between doctors and administrators
are downright antagonistic, and financial interests are poorly aligned
or even in direct conflict.”'®> Morale among physicians is low due to the
limited time they are allotted with patients, the lack of autonomy they
have in making decisions about patient care, and the quality of health-
care they are able to provide.'® These structural changes have resulted
in reduced trust in the healthcare system.”” Importantly, the erosion of
trust compromises medical outcomes by endangering “patients’ lives
and well-being.”*®

[0 The Challenges to Building Trust in
Healthcare Contexts

A number of physician leaders discussed with us several forces that
have combined to hinder their ability to build trust with their patients.
One such force is the role that insurance companies play. As Dr. Senior
noted,

Insurance carriers require more and more approvals for care that
I provide. I must fill out forms for the prescribing of medicines, the
determination of the need for surgery, the determination of the need
for a CT scan. A faceless individual then looks at those forms and
based on the boxes I check, determines whether what I have sug-
gested for the benefit of the patient over, in some cases, hours of
interactions, is really appropriate or not.”

Dr. Rubin also commented:

One of the big changes in medical practice is that we have much less
time to talk [with] and to listen to what our patients have to tell us.
The time spent talking to patients, listening to them, building a rela-
tionship, and understanding their concerns are incredibly important.
This is important today, but we have much less time for this because
of the increasing burden of documentation in the electronic medical
record. Third-party payers demand extensive documentation with
the belief that what is not documented has not been done. I only see
this increasing, in the guise of either accountable care organizations
or increased measurement and monitoring of outcomes.”

Both Dr. Senior and Dr. Rubin bemoaned the unintended negative con-
sequences for trust-building with the shift to electronic medical records.
As Dr. Senior stated,



116 Trust and Healthcare

Government mandates “quality.” The government has mandated
that all practices begin using electronic medical records. In the past,
doctors hand-wrote the critical information about a patient on a piece
of paper and seconds after reading these concise documents, we
knew the issues of concern. With the higher-quality electronic medi-
cal record, we now have to literally wade through multiple pages
of gibberish and unnecessary “documenting” that fulfills mandates,
but does nothing for care.?

Dr. Rubin concurred, saying,

Because of changes in healthcare and increasing demands for com-
plex electronic medical record documentation, much more of my
time is spent staring at a computer screen than examining and talk-
ing with the patient. I'm distressed to see that the residents spend far
more time staring at a computer screen in their workroom than at
patients’ bedside. Of course, when the patients don’t see us they can
assume that they are not receiving care, out of sight, out of mind. All
of this conspires to make it more difficult to gain and sustain trust.”

Dr. Senior and Dr. Rubin also both discussed how new work rules for resi-
dents have reduced physician—patient contact time, further eroding trust.
Here, Dr. Rubin and then Dr. Senior elaborated in emails to us,

Work-hour restrictions for residents have negatively affected our
ability to build trust with our patients! “How?” you ask. Resident
duty-hour restrictions, where residents now literally have to always
keep an eye on the clock in order to avoid being in violation, have
resulted in a generation of doctors being trained to believe that doc-
toring is time-limited shift work. The sense of medicine being a “call-
ing” has been lost, further eroding the doctor—patient relationship.
This has further eroded the confidence of the public in doctors in
general, resulting in acceptance by the public of greater insertion
by other forces into that relationship. “Sorry that you are bleeding,
Mrs. Jones, but I must leave now, because my shift is up.” This is
unacceptable in anyone’s eyes; however, the response to solving the
problem is vastly different among different groups. “Old-fashioned”
doctors respond by saying you stay and solve the problem for the pa-
tient. But government agencies respond by establishing rules about
how to pass off patients to new doctors. Which response results in
greater trust by the patient?*

With the introduction of resident work-hour requirements, resi-
dents-in-training are not allowed to stay and provide continuity of
care for their patients. Once they’ve reached their mandated work
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hours, they are required to leave and sign out of the hospital, even
if they choose to stay on, and even if they have had adequate rest.
I'recall becoming extremely involved in the care of patients and felt it
was my duty and honor to remain with them during critical moments
of their illness and care. Work-hour rules make this difficult, if not
impossible, for residents-in-training today.*

Sometimes, conflicting messages that patients receive from other phy-
sicians before they see a specialist interferes with trust-building, includ-
ing when the stakes are particularly high. In these situations, transparent
communication to build trust in terms of openness and compassion be-
comes critically important. Dr. John Gordon is codirector of Dominion
Fertility in Arlington, Virginia. He is also a clinical faculty member of the
George Washington University Department of Obstetrics and Gynecology
and the Medical College of Virginia/Virginia Commonwealth University
School of Medicine. As Dr. Gordon told us,

As a physician practicing in the field of reproductive medicine, trust
is absolutely critical to all aspects of my interactions with my pa-
tients. Although some patients do have insurance coverage for fertil-
ity treatment, over half or more of the patients ultimately will have
to pay out-of-pocket if they pursue advanced reproductive technolo-
gies such as in vitro fertilization. This lack of insurance coverage has
the advantage of completely engaging the patient in their healthcare
decisions. Suddenly every dollar spent is a dollar out of their pocket,
and their approach to decision making, I believe, is far different than
if a third-party entity, such as an insurance company, is footing the
bill. My goal is to present the options to the couple in a light which
allows them, with my direction, to make an informed decision. When
considering these treatments, which cost from $2,000 to $30,000 an
attempt, these discussions are very important. A couple who pursues
six months of treatment, at $5,000 a cycle, could easily run through
the resources that they have put aside for family building.

So when patients initially present for discussion of their fertility
treatment options, building trust with them is crucial. It is crucial be-
cause if they believe that you do not have their best interest at heart,
and are simply pursuing economic gain, they will quickly abandon
not only your clinic but also possibly their attempts at family building
(which could be unfortunate as the majority of our patients ultimately
do obtain success).

I am also faced with dealing with preconceived ideas. In their
well-meaning way, an OB/GYN generalist will pronounce that
they see absolutely no barrier to a patient conceiving and not to
worry, in spite of the fact that fertility in women markedly declines
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after the age of 35. Week after week, I am forced to tell profes-
sional women over the age of 43 that their chances for a successful
pregnancy and delivery with their own eggs is vanishingly small,
even though just a week before their doctor shared with them plat-
itudes such as, “I am sure you have the eggs of a 20-year-old.” Un-
fortunately, unless that physician has invented some sort of time
machine, that patient’s eggs have been around since the day she
was born, and if she is 45 at this point, then so are her eggs. The
monthly chance of pregnancy at age 45 is less than 1%, with a 50%
rate of pregnancy loss (compared with peak human fertility, which
is 25% pregnancy rate per month, with a 10-12% pregnancy-loss
rate).

Our patients are also extremely motivated and spend hours on
the internet researching their condition, which can make my job dif-
ficult, as anybody with good HTML programming skills can make
a very impressive website and claim to be an expert in fertility. This
has led to the phenomenon of certain laypersons becoming self-
proclaimed fertility coaches and Internet chat room bullies. They
readily criticize the plans that have been initiated by a patient’s own
physician, claiming superior medical knowledge and often directing
patients to their own physician who, by some miracle, has overcome
all odds in delivering them a baby when no other physician in the
country was willing to treat them. This story plays out day after day,
and in building trust I must overcome many preconceived notions
and misinformation that has been nurtured through hours of web
surfing.

So in building trust with my patients, I seek to explain to them
normal physiology and discuss with them the results of previous
tests. I explain why certain tests are appropriate and then from there
review with them a range of treatment options based upon the test
results.”

[] The Benefits of Trust in
Healthcare Providers

Trust in physicians is related to several healthcare outcomes. First, trust
is highly correlated with patient satisfaction,®* even though trust is
forward-looking and satisfaction is based on past experiences.®® Second,
trust in physicians is positively related to patient loyalty.?***! Healing it-
self depends on patients being willing to work together with their health-
care providers, which in turn is based on mutual trust. Patients who trust
their physicians visit them often,*> and the more they trust their healthcare
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providers, the more they are interested and willing to actively improve
their own health.® As Dr. Senior observed,

Trust is a two-way street. Just as they need to trust me, I need to trust
them. So just as I hope to offer reliability, openness, competence, and
compassion, all of which take time, I need the same from my pa-
tients. Trust of a patient in me is good, but trust in each other is a
relationship. Trust is necessary for healing. It is unlikely in my world
that patients will get better if there is no trust.*

(] Building Trust in Healthcare at the
Personal Level of Change

At the individual level, courage, humility, and authenticity are once again
essential foundations for a healthcare leader to build trust with others and
be an effective change agent in the long term. Consistent with leaders in
other contexts, physician leaders will be more effective in motivating their
followers if they can learn to be servant leaders.®* Physicians can learn
to be servant leaders if they first learn to be good followers. By learn-
ing what they like and don’t like in other leaders when they occupy sub-
ordinate positions as residents and fellows, they will be more effective
at modeling their behavior accordingly when they move into leadership
positions. Followership occurs naturally when individuals are trained in
medical school, residencies, and fellowships, yet physicians-in-training
often don’t realize they will be working in teams once they finish their
medical education.” Indeed, a new breed of leader is needed to manage
complexities in the healthcare context that demand teamwork.*® Not only
is this new breed of leader a team player, but he or she is someone who
must communicate effectively with colleagues, and who works hard to
effect positive change in processes to achieve better patient outcomes.
Dr. Lobdell shared his own approach to medical teamwork and some of its
challenges and rewards,

With respect to building trust with patients, I try to lead with trans-
parency and honesty. We have more information about the work
we do and how we manage it than ever before. I try to share this
information with our patients, their families, and the medical team
in order to provide care that we all envision. It takes longer to re-
late information through a team basis to our patients, but it will pay
dividends in the long term.

We work continuously at building trust: working our way
through conflict, getting committed, holding ourselves accountable,
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and producing results. These are the fundamentals of teamwork and
we’ve reinforced them through our daily work and regular meetings.

Our approach to teamwork, with trust as a foundation, has helped
us perform at a high level, as evidenced by the Society of Thoracic
Surgeons three-star rating for two programs under our auspices.”
The three-star rating by the Society of Thoracic Surgeons is achieved
by only the top 15% of adult cardiac surgery programs in the United
States.*

This new breed of leader might be developed through efforts such as
the multiple-mini interview that has emerged at eight medical schools in
the United States.*' This technique is similar to speed dating, in that pro-
spective medical school applicants are subjected to a series of interviews
to demonstrate their social skills. These medical schools have found that
whereas physicians may be competent technically, they are not always so-
cially competent, which can risk quality patient care. Bob Lintz (retired
plant manager, General Motors) has served on the board of trustees of the
Cleveland Clinic for many years and is now helping lead the Clinic’s qual-
ity improvement strategy. He told us,

The Cleveland Clinic is pursuing the same kind of cultural efforts
like the one I led with the General Motors Parma plant. They are
pursuing a very similar approach, realizing full well that with ap-
proximately 42,000 people, having a common culture that focuses
on initiatives to improve the patient’s experience is key to being
the best. The objective is winning together as a total unit and shar-
ing best practices. They are developing a culture that creates an
understanding that every employee in one way or another is a
caregiver and impacts the patient experience. These are the same
kinds of cultural issues we integrated at General Motors . . . efforts
to engage all employees with safety and quality as the overriding
priorities. It’s kind of déja vu, quite honestly. But, we're dealing
with a very different kind of a structure than we have in General
Motors.

They have very gifted groups of leaders in both the medical and
administration communities at each hospital. To maximize the syn-
ergy of all that talent and work as “one unit” they have developed
common performance measurements under an umbrella of trans-
parency, mutual respect, and trust.

While all employees are involved in the change process to maxi-
mize the patient experience, it has become obvious how important
the doctor’s role is in meeting their goals. We are in a world now
where patients expect that their doctors have a good bedside man-
ner. However, physicians are not formally educated in interpersonal
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people skills or communication skills when dealing with the patient.
The clinicisidentifying those physicians thathave weaknesses in these
areas and training is being provided to improve their performance.

From my own personal viewpoint, what I love seeing at the
Cleveland Clinic Hospitals is that they are creating an atmosphere
where some ongoing historical problems associated with provid-
ing healthcare are now looked upon as an opportunity for im-
provement . . . using the same type of employee engagement and
problem-solving techniques we utilize at GM to improve our dedica-
tion to the customer.

At the interpersonal level, the healthcare context is unique in that a
wide variety of stakeholders directly impact the ultimate customer—the
patient. Healthcare leaders must not only build trust among their col-
leagues, but must also build trust with their patients. Indeed, increasing
demands for outcome-based performance*? require building trust with
patients. Patient trust is critical to numerous healthcare outcomes, in-
cluding patient compliance, as well as lower rates of morbidity, mortal-
ity. A 2006 article appearing in the European Journal of Public Health noted,
“Trust has traditionally been considered a cornerstone of effective doctor—
patient relationships.”* Seventy-five percent of patients believe their phy-
sicians to be the most trustworthy sources of healthcare information, but
50% still look to sources other than a doctor for information about their
health.** Moreover, when it comes to actually making the right decisions
about their healthcare, only 43% of individuals trust their physicians, 44%
trust their nurses, 22% trust their hospitals, 13% trust their pharmaceutical
companies, and only 8% trust their managed care plans.*

[] Building Trust in Healthcare at the
Interpersonal Level of Change

As with other leaders, physicians must be able to demonstrate each of the
four components of the ROCC of Trust. At the outset of their interactions
with physicians and other healthcare practitioners, patients demand reli-
ability. In particular, increasingly, they are fed up with being unable to see
their physicians at the appointed time and with the associated excessive
waiting times. In a recent survey, nearly half of 3,200 respondents said that
patients should receive a discount on their bill if they are kept waiting.*
Physicians must also, of course, be considered competent, not only by
their patients but also by their staff members.*#4° Although patients may
find it difficult to assess competence ex ante, they trust their physicians
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in part to the extent they actually demonstrate such competence.®>'52%
Patients also trust physicians based on how open and honest they are
whether they demonstrate respect for the patient’s views,”* and whether
they convey compassion.”” Indeed, physician caring and empathy was
rated as the most important attribute in a 2004 study. This is demonstrated
when patients feel “they are treated as distinct and valuable persons.”>®

What follows are some examples from our own extensive experience
with physicians and nurses who have demonstrated the ROCC of Trust
consistently over many years.” They all take as much time as necessary
to listen carefully to our symptoms and concerns so that they can de-
velop a complete diagnosis and treatment plan. In these efforts, they col-
laborate with teams of nurses, physician fellows, and others who assist in
diagnosis and follow-up. Ultimately, we are assured that they have our
best interests at heart and are providing us with sound and competent
care. Our physicians who have demonstrated the ROCC of Trust have
exceptional listening skills, which have been found to be critical for trust
between physicians and patients.®” They take sufficient time to ensure
that we are included fully in any treatment plan, involving us in deci-
sions about our options. This approach is also important for creating a
sense of partnership and trust between patients and physicians.® The
doctors explain,

Because I am in a quality-of-life profession, I think it is essential for
me to understand what it is that is bothering the patient. That re-
quires listening. (Dr. Brent Senior, UNC—Chapel Hill Medical School)

I build trust with my patients, both the children and their caregiv-
ers, by taking the time to really listen and understand what their
concerns are. And I do my best to make sure they know I under-
stand this and will do my best to answer them. As a pediatrician,
my patient is not only the child but also the family and caregivers. It
is important to address what concerns the parents or the caretakers
have, but equally important is to learn the child’s understanding and
their concerns, as this can be quite different. Also, the magic doesn’t
hurt!®

At the start of the doctor—patient relationship, I tell them that
I truly want to understand and try and find answers for their con-
cerns, but there are many things that I do not know and cannot de-
termine. I want to be honest with them, even when I don’t have the
answers that they hope for. I also make them aware that I care for
other patients; thus, when I am spending time with them, I need to
focus on their care, but I need to do the same for the other patients
under my care as well. They need to know that they—and others—
can count on me.
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I find it helps for the patients to understand my limitations, limi-
tations in knowledge and in time. In my position, with “Physician-
in-Chief” embroidered on my coat and referrals from around the
world, I don’t have to prove competence as much as I need to remind
my patients of the limitations of our—my—knowledge.

Building trust with my patients does not require a great deal of
sacrifice on my part. It is part of what I do. In the long run, I believe
it makes communication in patient care better. (Dr. Bruce Rubin,
Virginia Commonwealth Medical School)

Dr. David Pawsat is the founder and physician leader of the Center
for Optimal Health, a Lansing, Michigan, integrative medicine practice
(www.cfohealth.com). We learned about him through a member of our
own Trust Network, Melanie Bergeron (chair, Two Men and a Truck, Inter-
national). Our teenage daughter, Maggie, has suffered from chronic sinus
infections and side effects from several courses of antibiotics and steroids.
We were anxious to find a real solution to Maggie’s health issues. When
we visited Dr. Pawsat, he explained his own journey from emergency-
room physician to integrative medicine specialist as a result of his own
health issues, which are also chronicled on the center’s website,

What he did not realize, at the time, was his energy, progressive fa-
tigue, and 40-pound weight gain was also due to an undiagnosed
thyroid condition. After initiating conventional medical therapy
with minimal improvement, it became apparent that health goes far
beyond one pill a day.

After this realization, Dr. Pawsat began to study the fields of
Alternative, Integrative and Anti-Aging Medicine. It quickly became
apparent how far-reaching the research and evidence had become
that prevention and healing begins with a sound physiologic balance
of nutrition and hormonal balance. He found a prevalent part of the
medical community in Europe, Asia, and even the West Coast of the
United States used scientifically sound methods for creating physi-
ologically sound healing.*®

Dr. Pawsat courageously left his career in emergency medicine to launch
a medical practice that integrated Eastern and Western philosophies,
focused on the whole person, and aimed at treating not symptoms but
their underlying causes. Dr. Pawsat’s humility emanates from overcom-
ing his own health struggles, and in recognizing that as an ER physician,
he had only really treated symptoms for the chronically ill patients. His
authenticity is based on working with his patients to improve their health
holistically, using the same approaches he has used on himself.
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The most important step Dr. Pawsat took for Maggie was to remove
inflammatory foods from her diet, including wheat, eggs, soy, dairy,
and peanuts. A blood test confirmed that she was, indeed, allergic to
wheat. Eliminating wheat alone resulted in a dramatic improvement in
Maggie’s allergy and sinus symptoms and her overall health. Dr. Pawsat
then worked with Maggie to eliminate other chronic health problems
stemming from her use of antibiotics and steroids. Every step of the way,
Dr. Pawsat provided hope for Maggie that she would recover her health
completely, and she has made a dramatic improvement.

Neurologist Alan Finkel, one of the founding physicians of the Caro-
lina Headache Institute (www.carolinaheadacheinstitute.com), routinely
spends two hours with each new patient as a standard practice. For him
to understand the complexities of migraines and other headaches from
which his patients suffer, he not only asks his patients about their medical
history, but also about their personal histories. He does this to understand
how environmental, family history, and other factors may have contrib-
uted to the patient’s current symptoms. As part of his initial evaluation,
Dr. Finkel spends significant time explaining how headaches can develop,
and he then provides a range of options on which he and the patient both
agree before medical treatment commences.

Dr. Brent Senior often receives referrals to his ENT practice from other
surgeons and physicians who have exhausted their own range of solutions
and ideas for treating chronic sinusitis and related medical problems. This
is how we came to know him, after Aneil had seen more than a half dozen
ENT specialists, including one at the Mayo Clinic following sinus surgery
in 1999. Although he did not cause any of Aneil’s problems, Dr. Senior
was more than willing to work with him in a highly collaborative fashion
and was willing to consult with other medical experts with whom Aneil
had worked as part of his efforts to heal. This included collaborating with
Dr. Rubin and Dr. Finkel, who was providing treatment for Aneil’s sinus
pain and headaches. A decade later, Dr. Senior continues to work on
finding a long-term treatment for Aneil’s symptoms, now recognized as
“empty nose syndrome,” which afflicts thousands of other patients.

Assuming that the physician has the requisite competence, reliability,
and openness, perhaps the most crucial dimension of trust for these pro-
fessionals is compassion. Behaviors that demonstrate caring and empathy
include eye contact, body language facing the patient, active listening,
and an ability to explain information such that the patient understands.
Dr. Rubin personally demonstrated his compassion for Aneil when he
agreed to take him on as a patient beginning in 2000. This may not be
remarkable except for the fact that Dr. Rubin’s practice specializes in pe-
diatrics (although adults clearly also benefit from his research into effec-
tive treatments for cystic fibrosis). He recognized that Aneil had exhausted
other avenues for help, and he felt called to help Aneil in any possible way.
Dr. Rubin’s compassion extends to all of his patients. As a physician at
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Wake Forest University, he was not compensated for any of his clinical
time, which was extensive. His research grant money paid his entire salary
and benefits, as well as that of his research team. More than a decade later,
he continues to see Aneil as a patient and is building a medical research
team to find successful treatments for empty nose syndrome and related
symptoms. Demonstrating his compassion, Dr. Senior travels to Vietnam
every year using his own money and that from philanthropic donations
so that he can train ENTs in that country and provide pro bono care. And,
Dr. Finkel has started an initiative to help soldiers at Fort Bragg, North
Carolina, to help them with their headaches related to post-traumatic
stress disorder. All of these physicians care for their patients, wherever
they may find them, with deep compassion.

Chris Morton, MD

Dr. Morton is a pediatrician with Chapel Hill Pediatrics and Adolescents in
North Carolina who has been our children’s primary care physician since
2004. He is one of the most dedicated, thoughtful, and caring healers we
know. Dr. Morton always takes the time to listen to both our children and
us. One of the reasons our teenagers like him is that he talks to them, not at
them. They are his patients and he wants to know how they are feeling, and
what they think about his treatment options. They feel respected by him and
so they respect him and follow his directions. It is not always easy to get an
appointment with him because so many families love Dr. Morton, but when
we have the option of waiting for him for a check-up, our kids always ask for
him. He is conservative in his treatments while being open to new approaches,
and he closely collaborates with his fellow physicians in their practice so that
our kids will always be taken care of.

(] Building Trust in Healthcare at the
Systemic Level of Change

At the systemic level of change, trusted leaders involve others in decision
making to create effective teams, communicate openly, create a culture of
inclusiveness that values people and their efforts, and eliminate bureau-
cracy with human resource management policies that promote trust.**
However, considering the difficulty in developing trust within and across
teams we’ve discussed in previous chapters, we would argue that Cardinal
Health’s innovative approaches to developing bridges across various in-
terdependent elements in healthcare is helping to develop systemic trust
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in the healthcare industry. George Barrett, CEO of Cardinal Health, pro-
vided us with several examples. One example is disseminating best prac-
tices in cancer treatment,

We try to play an informed, knowledgeable advisor who has a clear
understanding of the integration of the system, or the poor integra-
tion, or at least the interdependent views of the systems. We also
recognize that there are places that we don’t really influence this.

I'll give you an example of one where we do. We just recently
acquired a company that is now part of Cardinal Health Specialty
Solutions. This business focuses on specialty disease areas, with an
initial focus on oncology. Much of our work is about integrating the
interdependent healthcare elements.

So Cardinal Health Specialty Solution works with oncologists to
provide a number of services and tools to help them run their prac-
tices. At the same time, we also work with them to analyze their
clinical outcomes data.

From that data, we can help them define the optimal clinical path-
ways for treating a particular cancer.

It sounds like that should be obvious, in that every physician
practice would do that. The truth is that there is plenty of literature
around best practices, but compliance with these best practices tends
to be uneven. It’s helpful for us to be able to assist physician prac-
tices with using their own clinical data to inform decisions around
standardization.

This is also of interest to those who are paying for the treatment—
who see the inefficiency of poor adherence to clinical pathways. We
help the community oncologists work with payers to better align in-
centives to encourage adherence.

So, in this way we’ve been able to serve as a bridge between the
payer and the physician—working to improve outcomes, while at the
same time increasing efficiency of the system and decreasing cost.®

This innovative approach also helps physician leaders keep up to date
with the exploding amount of new medical knowledge that can inform
and disseminate best practices. Cardinal Health also helps to improve effi-
ciency in another major segment of the healthcare sector, pharmaceuticals.
Again, George Barrett,

We can also improve the overall efficiency of the system by help-
ing pharmacies evaluate generic alternatives. This is very important
since 75% of prescriptions in the U.S. are filled with generic pharma-
ceuticals. A pharmacist may not readily have all the information on
which drugs are available generically.
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By building formularies of these generic products that are avail-
able and can be appropriately substituted, providing that informa-
tion to pharmacies, taking advantage of our scale, and aggregating
demand, we help pharmacists run their pharmacies most efficiently
by giving them opportunity to access drugs at a lower cost. We are
able to do so because we are aggregating the demand over many,
many thousands of pharmacies.*

A third area in which Cardinal Health also helps to improve efficiency
in healthcare is in the hospital arena. George Barrett described the com-
pany’s approach,

As a hypothetical example, a hospital might use many different sizes,
weights, and colors of gauze across the various departments. While
it makes sense to stock a certain number of gauze products accord-
ing to clinical needs, there is likely some product redundancy. Take a
sterile six-ply gauze pad of a specific size for instance. If one depart-
ment likes the round pad, another department likes the square pad,
and a third department likes the beige color versus white, etc., then
there is inefficiency associated with ordering, stocking, and handling
all those product versions when there is no real clinical differentia-
tion. The hospital may not even realize the duplication. That requires
access to information, and a perspective that really is about cost ef-
fectiveness and getting quality outcomes in the most efficient way.
Hospitals and hospital systems increasingly understand that in
order for them to thrive and to deliver quality care, they have to
be very efficient. We can be enormously helpful to these big institu-
tions—to help them run the “business” of delivering care.*”

Tobuild trust with others, physicians must also learn how to be good team
members, learn how to communicate and disagree in a healthy manner, and
take time to listen to each other.®® An excellent example of this approach is
when Dr. Bruce Rubin of Virginia Commonwealth University (VCU) was
involved in the merger of two medical organizations. He explained:

Soon after arriving at VCU, the department of pediatrics began a
merger process with the Children’s Hospital of Richmond, a chronic
care and rehabilitation facility. This merger strengthened the contin-
uum of care that we provide and increased opportunities to provide
better care for the children in the region. However, change is always
viewed with suspicion by some—including employees at both places
and, surprisingly, by some pediatricians in the community.

I was fortunate that I could spend many Fridays during my first
six months meeting with community pediatricians in their offices,
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discussing problems and things that we were doing right at VCU,
and hearing their concerns about this merger.

I also began to care for patients at the Children’s Hospital site on a
regular basis, which really let me see the inner workings of this great
hospital and a culture that put children first. This was something we
had not been able to do as a children’s hospital within a hospital at
a large and busy academic medical center. To the satisfaction of the
nurses and other staff, I established that I was not just an administra-
tor but also a competent physician.

The merger has been successful for everybody and, most impor-
tantly, for the children of Virginia. We continue to grow and to build.®

Another physician leader with whom we have worked for several
years, Dr. Kevin Lobdell of Carolinas HealthCare System, has created
systemic-level change. Dr. Lobdell began a quality improvement program
in 2004 to advance cardiac surgery outcomes. He and his medical team
focused on extubating heart patients sooner following surgery in order to
improve their morbidity and mortality outcomes, and enhance the opera-
tional efficiency of the critical care unit. As Figure 9.1 shows, the percent-
age of patients who suffered mortality declined from approximately 4% to
far less than 1%, and those who had to be on a ventilator for a prolonged
period of time decreased from 14% to less than 4% following the changes
instituted by Dr. Lobdell and his team.

QUALITY IMPROVEMENT PROGRAM
Mortality, Prolonged Ventilation (PV), &
Acute Renal Failure (ARF)

16.0

14.0

12.0
10.0

8.0 AN

6.0

o —O 0 H 0 < o M

% of Patients

4.0

2.0

| DEOPRE<E C»ZO— a7, o~om|

0.0

T T T T T T T T T v
2002 2003 2004 2005 2006 2007 2008 2009 2010 2011-Q1
Year

—e— Mortality PV —— ARF
Linear (PV) --- Linear (ARF) --- Linear (Mortality)

FIGURE 9.1 Quality Improvements in Patient Care
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At the personal level of change, Dr. Lobdell developed and demon-
strated courage, humility, and authenticity. Courage was necessary to
challenge the status quo of patient outcomes, which were not improving
substantially over time, and practices that needed to be changed to im-
prove those outcomes. Some of his humility resulted from an automo-
bile accident, which left him unable to continue his surgical specialty as
a pediatric cardiovascular surgeon. The accident, in fact, required him to
reinvent his career. His authenticity was developed over time through
several executive education programs and executive coaching, which
helped him identify his leadership strengths. By developing trust-based
relationships among physicians, nurses, and other specialists, Dr. Lobdell
and his team have changed the way they work together and how their
unit is perceived within the hospital system. Equally important, they have
achieved significant improvements in extubation times, acute renal failure

Reliability:
Rigorously collected process
and outcome data.

Hemodynamic parameters
were recorded in 15-minute
intervals (for one hour,
“The Golden Hour”)
in a Point-of-Care database,
which supplemented a
previously developed
ICU database.

Competence:
Multidisciplinary team brought
individual strengths and were
reeducated on the protocol and
benefits of early extubation.
Early extubation rates
increased for approximately
69% to 88%.

Openness:
Willingness to share
information, which sometimes
revealed areas for
improvement.

Compassion:

The ultimate team goal was to
improve patient morbidity and
mortality by improving the rate

of early extubation-through
assiduous attention to
hemodynamics in the first hour
after cardiac surgery—was
established as a priority.

FIGURE 9.2 The ROCC of Trust at Carolinas Healthcare
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rates, and mortality rates that have been sustained over several years and
that are several times better than national averages. As he and coauthors
note in one of their peer-reviewed articles, “The importance of trust in the
change process cannot be underestimated. Trust should be considered the
foundation for a cohesive and effective team. Only with trust can a team
deal with conflict, become committed, be held accountable, and focus on
results.”” Dr. Lobdell and his colleagues built the ROCC first with one
another and subsequently were able to do so with their patients. The ways
in which each of the pieces of the ROCC of Trust were built are described
in Figure 9.2.

An area for ongoing research is the degree to which physicians need
to trust their patients in order to achieve positive medical outcomes. Al-
though it may seem like common sense that mutual trust is essential be-
tween physician and patient for them to collaborate and achieve enhanced
patient compliance, this is not an area we have formally investigated yet.
Research has found that physicians who have greater trust in their pa-
tients create an atmosphere of open communication,” which is critical to
collaboration, and reduces the need for the physician and his or her staff
to monitor the patient. Another area for research is how physician leaders
develop other leaders. As one physician has noted, “As a leader, your job
is to create other leaders.””?

As this chapter has shown, trust between physicians and patients is
critical as healthcare changes and evolves. As patients, we have less time
with our physicians due to managed healthcare; consequently, we want to
trust that our physicians will remember us and our medical issues in that
short amount of time. When physicians have less time with their patients
due to managed healthcare, they, too, want to trust that their patients will
do what they have suggested. For both patient and physician alike, the
goal is to become healthier and stay healthy.

Trust Tips

1. Reliability: Ensure that the actions you take are consistent with the best
evidence-based medical practices known.

2. Openness: One of the most important things a physician can learn to do is
to listen to his or her patient. Help him or her feel that no one else is more
important in the moments you have with that patient.

3. Competence: Act in ways that reinforce the professionalism that your cre-
dentials claim.

4. Compassion: Help your patients and staff see that you have their best inter-
ests at heart—that you truly care about others.
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[] Trust Takes Time to Build, and
Rebuilding Trust Takes Longer

It is more than ironic that we were working on this chapter when Aneil
received a phone call out of the blue from a leading talent management
firm with which he had been developing a strategic partnership for
more than a year. Aneil’s Human Resources Executive Education unit at
Michigan State University (MSU) and this firm were planning to launch an
innovative program for senior HR leaders, with only four months before
launch. The program had taken months to develop and Aneil had spent
hundreds and hundreds of hours developing the program and marketing
strategies. It represented a significant fraction of his responsibilities, and
he had staked his reputation on the program’s success. Several people at
the firm had reassured him many times that it was very important for the
program to succeed. As such, he was then taken completely by surprise
when one of the firm’s senior partners, an individual who had originally
started the program, said,

I've been tasked to deliver some bad news. The new executive in
charge of leadership development programs has decided to focus
on custom programs and e-learning and to put the program and the
relationship with MSU on indefinite hold, which means to end it.
The people at the top asked me to deliver the bad news, because they
didn’t have the guts to do it themselves.

After he hung up the phone, Aneil felt as if he’d been punched in the
stomach. He realized once again that promises can be broken quite easily,

131
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and that the reality of others’ self-interest can trump their rhetoric of part-
nership. Over the next several weeks, he sought to find a way to salvage the
program he had worked so hard to develop. He reached out to other talent
management firms and MSU alumni who had already started helping him
market the program. Some of the individuals Aneil contacted were actu-
ally glad the talent management firm had said goodbye, although they
were disturbed by the way the news had been delivered. These individu-
als, who were from competitor firms, would now be in a position to help
Aneil to a greater extent than prior to this highly distasteful incident.

It is more than our personal experiences, however, that have motivated
us to write about trust violations and rebuilding trust. The importance of
understanding how to rebuild trust was also apparent when Karen pre-
sented our research on teams and trust at a conference at the University of
Michigan. When she asked the group whether there was something about
the topic that still needed to be discussed, several people—nearly simul-
taneously—asked, “How do you rebuild trust? Can you ever fix broken
trust?” These professionals, who were charged with building strong teams
at the University of Michigan, Michigan State University, and Wayne State
University, were all frustrated in their attempts to mend broken relation-
ships. They felt there was no easy way to do this.

Trust is built over time, as we share experiences with others. Over
time, we weigh our level of trust with others based on our experiences
with them.! Positive experiences reinforce our trusting beliefs, and trust
grows. With negative experiences, our level of trust is typically reevalu-
ated. We either decrease trust in specific areas or decrease our overall
level of trust.?® Distrust, then, is not the absence of trust, but rather an ex-
pectation that another will not act in a trustworthy manner, based on our
previous interactions with that party.* Some scholars have argued that
only certain dimensions of trustworthiness are involved when it comes
to distrusting others.>® Before trust can actually be violated, some dis-
trust may begin to pervade a relationship, because the other party fails
to reciprocate when we first attempt to build trust with that person.”®
Given that distrust can be triggered by suspicion,’ and that some people
are predisposed to be suspicious,” it is not surprising that distrust can
develop so easily.

Based on our research, consulting, and coaching, and that of others,
we don't believe it is important to distinguish loss of trust versus distrust
or to argue that losing trust is based on certain dimensions and distrust
is based on other dimensions. In the examples we discuss here, you will
learn about behaviors that contribute to building trust and see that the
opposite of these behaviors destroys that trust. What really matters, then,
is how you work to rebuild trust, repair trust violations, and/or over-
come distrust. We use these phrases synonymously. How long it actually
takes to rebuild /repair/overcome, and how much effort it takes, may be a



Rebuilding Trust 133

function of which dimension has been violated. Rebuilding trust is a func-
tion, moreover, of how frequently violations have occurred, how much is
at stake, and how much emotion is involved.

[] Rebuilding Trust at the Personal and
Interpersonal Levels of Change

Unlike building trust, in which an individual can act unilaterally to build
trust with someone else, rebuilding trust requires the other party to interact
with us—both people involved in an exchange must deliberately choose to
repair the broken relationship. We define trust repair as a “willingness to
be vulnerable to the other party following a decline in that willingness.”"
Courage, humility, and authenticity are all involved, on the part of either
the trust violator, the one whose trust has been violated, or both.

First, if our trust has been violated, it takes courage and openness to
share this difficult information. Trust can be violated and the other person
may not realize an infringement has occurred. It is difficult to tell some-
one that you don’t trust them anymore, or that you trust them less than
you used to trust them. It is a difficult thing to think and an even more
difficult thing to tell. If we value the relationship, however, we will tell
the person they have acted in an untrustworthy way. Only then can you
take steps to repair the relationship. Second, the trust violator, in turn,
must be humble enough to acknowledge what has happened and take
the time to understand both your message and the emotional aspects in-
volved. Third, the person must then actually apologize for violating the
other’s trust, and the sooner the better.!*'3!4151¢ Apologizing obviously
requires humility. Research has found that apologies work best if the trust
breach appears to be an isolated event."” The person must acknowledge
the wrongdoing or mistake, apologize for it, and promise that it will be
corrected. If the person is a leader, all of this must be done in a visible,
even public, fashion. This initial act may begin repairing and rebuilding
trust.”® As Dr. Kevin Lobdell told us, “It is imperative that we explain
completely and quickly when we make mistakes or trust is eroded. We
need to be authentic and genuine in the process.”' Apologies are not nec-
essarily easy, however. As Pastor Jim Wenger (Faith Lutheran Church in
Okemos, Michigan) shared,

The maturity to say we are truly sorry and to take responsibility for
our own mistakes doesn’t come easily. The temptation to save face
and blame someone else or to blame circumstances is an easy way out.
But if there is a misunderstanding, if there have been hard feelings,
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taking ownership of how our own actions may have contributed to
the misunderstanding immediately lessens the defensiveness that
leaves people divided and on opposite sides.

Apologies are not sufficient for trust repair, however.? Following any
apology, the behavior of the trust violator obviously should be consistent
with the apology.?! To truly repair trust, the violator must understand how
trust came to be violated in the first place.” This requires the violator to
ask the victim what is necessary from their perspective to repair the trust.
Asking “How can I make this up to you?” is a good start. This requires
the violator to be authentic, because it involves recognizing that there has
been a breach between the violator’s espoused values or behavior and the
actual ones. By listening to the victim, the trust violator must acknowl-
edge that he or she did not live up to the expectations of the one who was
trusting, and then find ways to repair the damage. If the victim lets the
violator begin to undertake a repair, then he or she is granting forgiveness
and allowing the relationship to begin to be reinstated.” The violator then
needs to follow through so that repair can begin. Importantly, the viola-
tor must also find ways to demonstrate trustworthiness in the future to
reassure the victim that providing the violator with an opportunity for
repairing the broken trust was justified. For reconciliation to actually take
place, victims must evaluate several criteria, including whether they can
live with the personal ramifications of the betrayal, whether they can live
with the impact of the betrayal, and if the betrayer has learned from the
mistake and will not cause harm again.*

Sometimes, repairing trust is not possible, and the only option is to exit
the relationship. This might be because common ground no longer exists
between the parties to come together, or because the rift between them is
too vast. Further, the violation may be so emotionally hurtful that there
appears to be no way to mend such a violation. Finally, if either party has
no interest in repairing the breach, then exit is the only solution. As Brenda
Bernstein (founder, TheEssayExpert.com) told us,

I recently had two parents of college essay clients tell me they were
dissatisfied with the services of one of my consultants. Unfortu-
nately they did not tell me there was a problem until it was too late
to give them the level of service they were very reasonably request-
ing. I asked them what they thought was fair in terms of a refund,
and both of them came up with very fair arrangements. I refunded
them immediately and let them know that the consultant would no
longer be working with me. I lost not only their business, but also the
business of the referrals they did not make. I learned some lessons.
One of those lessons was about being up front with asking for com-
plaints! There is a line in my terms of agreement that directs clients to
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inform me immediately of any problems. However I have not been
writing this in a welcome letter. My welcome letter now states,

Please read our Terms of Agreement if you haven't already: http://
www.theessayexpert.com/terms_of_agreementhtml From my
perspective, the most important part of the agreement is that if
at any time you are dissatisfied for any reason, please contact me
immediately and I will do everything possible to address your
concerns. The Essay Expert is committed to excellence and will
not stand for anything else.

The other lesson is that I need to be very clear with my consultants
that I want them to give specific, detailed, and involved feedback
to clients. This consultant, though very qualified, had a different
threshold than mine at which she felt she was doing too much to
intervene with the students’” writing. She no longer works with me.
Rebuilding trust means putting integrity back in where it was out.

When Aneil turned down an offer to join the Management and Orga-
nizations Department at Columbia Business School just out of graduate
school in 1992, several faculty members perceived he had violated their
trust, because he had not indicated he was having second thoughts dur-
ing the weekend he was considering three job offers from three leading
universities. He simply informed one of his friends on the faculty that his
decision was to accept another institution’s offer. He then sent a formal
follow-up letter to Columbia. When he learned they were upset, he called
his friend in person to apologize. At the annual conference of manage-
ment faculty that took place several months after his decision, one very
senior member of the Columbia faculty pointedly told Aneil that he con-
tinued to be surprised and upset by Aneil’s decision. What Aneil didn’t
know, but discovered later, was that for the second year in a row, their
first-choice candidate had turned down this department. This contributed
to the faculty being upset.

Aneil continued to feel badly about how he had handled the decision,
and he didn’t want any of the Columbia faculty to continue to harbor
negative feelings toward him. Consequently, he reached out to one of the
other senior members of the department’s faculty. He asked if he could
have a few minutes of his time during the conference to explain his de-
cision. The faculty member agreed, and over the course of 15 minutes,
Aneil apologized for the way that he had handled the decision, explained
his thought process, and then said he hoped someday that this person
would be able to accept his apology and possibly share it with others on
the Columbia faculty. The faculty member responded that what Aneil had
just done had taken a lot of guts, and thanked him for the apology.
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Aneil subsequently invited this faculty member to serve on a panel dis-
cussion at an annual conference, and his invitation was accepted. The fac-
ulty member went on to provide helpful feedback on manuscripts Aneil
wrote, and the two coauthored an article that was published in a top-
ranked research journal several years later. Clearly, trust was restored. Of
course, whether someone can repair a trust violation depends on whether
the person whose trust has been violated is willing to continue in the rela-
tionship and not walk away.”® Aneil benefited from the Columbia faculty
member being willing to talk with Aneil, which gave Aneil an opportunity
to repair the relationship’s trust.

Trust repair involves both parties “as they attempt to resolve discrep-
ancies in their beliefs.”* If both parties are not willing to repair the bro-
ken trust, then it simply will not happen. If both parties are willing to
repair the trust violation, however, then it is more likely that a direct con-
frontation will occur that will lead to trust repair.?” What helps influence
whether the person whose trust has been violated allows trust repair to
occur depends on several factors, including whether the violation is con-
sidered deliberate, whether it has happened repeatedly, how severe it is,
and how important the relationship is to the victim. The more deliberate,
frequent, and severe the violation, the more likely that a negative emo-
tional response such as anger or fear will emerge, which makes it more
difficult for violated trust to be rebuilt.?*** The more important the rela-
tionship is to both parties, the more likely it is that trust repair can occur,
perhaps because the person whose trust has been violated might give the

To me, trust is something (a gift) we give to ourselves. | say ourselves, because
if we do not trust others, we begin to see ourselves as unworthy of trust.

The people, events, and circumstances that annoy us most indicate those
areas within ourselves that we need to evaluate. If we see another as likely
to cheat us in a given circumstance, it's because the thought of cheating has
crossed our own minds in a similar circumstance, or perhaps we have cheated
in those conditions. If someone calls us a parakeet, however, it's unlikely we
would get upset, because we do not believe we remotely resemble such a bird.

The things we dislike most about others are the very things we dislike most
in ourselves. This is why we dislike those things in the first place. Personally,
when | have found the need to rebuild trust, it always starts with me under-
standing the other person’s frame of reference. Rebuilding trust then starts with
going within and seeing the other person as no different from me in this situ-
ation, which helps us offer the gift of forgiveness. In that way, we are really
forgiving ourselves.

—One of Aneil’s Executive Education participants
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other party the benefit of the doubt. It may still prove very difficult, how-
ever, for trust repair to occur.

[0 The Challenge Leaders Face
When Rebuilding Trust

The challenge of rebuilding trust is especially important for leaders. First,
negative events are more salient and weigh more heavily than positive
events, contributing to trust’s fragility.*! A leader’s behavior that violates
another’s trust will have a greater impact than will trustworthy behav-
iors.* The prominence of any given untrustworthy behavior by the leader
will be greater than for subordinates, because the leader has power over
his or her them. Further, greater vulnerability makes “trust concerns more
salient,”* which means that subordinates are more likely to remember
their superior’s violations. Subordinates, however, may be less likely to
bring up trust violations involving their superiors because of dependence
issues. The implication of this is that when the leader violates subordi-
nates’ trust, it is likely that subordinates will hold on to these trust viola-
tions rather than voice their concerns. They then may choose to exit the
organization if the violation is significant enough.

At the teams and trust conference at which Karen presented, a univer-
sity administrator asked Karen how to repair trust with her subordinate
after she had promised her a raise. After budget cuts at her university,
the administrator was forced to postpone the planned increase. She was
embarrassed and had not yet talked to her subordinate face-to-face about
going back on this promise. She was not sure how to proceed.

In this case, the situation was not a deliberate breach on the supervisor’s
part, but one of unfortunate timing. She wanted to give her subordinate a
raise, but budgetary constraints would not permit it—at that time. She felt
as if she was betraying her subordinate, with whom she had a wonderful
relationship, but had not even apologized weeks later. Karen suggested
that the first thing to do was to acknowledge the breach and apologize.
Even if she could not control university budgets, she could acknowledge
that she had made a promise, had to go back on that promise, and in doing
so hurt the relationship. This alone would go a long way toward healing
the relationship. Then, as Karen suggested, she could promise her subor-
dinate that she would keep her informed about when and how she would
be able to deliver on her promise and obtain that raise. This would elimi-
nate any uncertainty or anxiety that this delay may have caused. Some
leaders prefer secrecy in order to maintain a feeling of power, but research
has shown that “rebuilding trust occurs in work environments where in-
formation is shared openly.”*
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[] Bridging the Interpersonal and
Systemic Levels of Change:
Rebuilding Trust in Teams

In an ongoing project on trust and teams at Microsoft, Ross Smith and the
80 employees who work together on his team have identified numerous
behaviors that build trust.*® Independently, they each developed a list of
behaviors they felt would lead them to trust others. They then voted on the
most important of the behaviors presented and agreed to abide by them as
a group. The top 10 behaviors Ross’s group identified comprise our ROCC
of Trust. The number following each behavior indicates the behavior’s po-
sition in the group’s list. Four behaviors focus on honesty or openness: be
honest (1); have transparency in decision-making and actions (4); encour-
age open discussion (6); and be open and authentic (6). Three emphasize
reliability: be a role model—have integrity (2); demonstrate integrity (3);
and do what you say you are going to do (9). One deals with competence:
model accountability by acknowledging mistakes and the lessons to be
learned from it (10). And one encompasses compassion: respect the dignity
of every person and role (5). A final behavior addresses listening: listen be-
fore you speak. Understand, diagnose (7). In our interview with Ross, he
said that his method for addressing ways to prevent team members from
distrusting one another was to simply invert the wording of each behav-
ior, and then have team members identify aloud whenever a team mem-
ber engaged in that negative behavior. Indeed, a recent study found that
the most common ways trust is broken are quite similar to the negative
behaviors that the Microsoft team identified, including poor communica-
tion, unwillingness to acknowledge mistakes, performance issues, incon-
sistency between words and behaviors, and disrespectful behavior.** What
Ross’s team did at Microsoft was to give each team member permission
to highlight distrusting behaviors by first agreeing that they all wanted to
live up to mutually identified trusting behaviors.

[] Rebuilding Trust at the Systemic Level:
Organizational Downsizing and
Responding to Crisis

In our two decades researching organizational downsizing, we’ve learned
that whether downsizing is a proactive strategy to improve the organiza-
tion’s competitiveness or is done reactively in response to change in the
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larger economic environment, it calls into question the trustworthiness of
the organization’s leadership.” This is the case for no other reason than it
violates the compassion dimension of the ROCC of Trust. Some of the key
findings we’ve made about downsizing and trust were achieved in the
context of an industry-wide crisis in the early 1990s, which questioned the
survival of hundreds of organizations in the U.S. automotive industry.*
Since then, we’ve studied downsizing in various industry contexts and
in periods of economic growth and recession. The way leaders act during
the downsizing effort influences whether trust is preserved or destroyed.
Before delineating those actions, let’s consider how not to downsize some-
one, as a friend relayed to us in a recent interview,

On Monday, May 3, I drove to the Ann Arbor office and arrived at
8:45 a.m. On the way to my desk, I stopped at the cube across from mine.
Crystal (finance), Pat (engineering), and Greg (my boss) were putting
the final touches on the bid package that was due that day. I told them
that  would organize the data and put it in presentation format.

Then my phone rang, and Greg said he needed to meet with me.
I passed him on his way to the copier, and he said to meet him in the
conference room. This was odd. When I arrived at the conference
room, Nancy (VP of North America HR) was in the room. I knew
something was up. Greg started telling me that my position had been
eliminated, and that they had a letter for me to sign. While [I was] in
a state of shock, Nancy took me through the letter. Then she left the
room to get the outplacement person. While she was gone I asked
Greg if there were any other options. He said no, it was a business
decision, and he was not allowed to tell me any more. He had to fol-
low the script.

Then the outplacement guy came in and gave me his card and
said to call him tomorrow. Nancy then proceeded to take my cell
phone, computer, and corporate credit card. She told me she’d get
my purse and coat and showed me the door. On the way out, I told
the receptionist, Kelly, goodbye and that it was nice working with
her. Kelly was in shock, too.

I could not even call my husband because I did not have a phone.
I had to drive to Warren, and when I saw his face, I broke down and
cried. When I watched the movie Up In the Air, I could totally relate
to the people being fired. This experience was one of the most hu-
miliating in my life. | was treated like a common criminal and was
not allowed to say goodbye to anyone. They gave no regard to my
20 years of experience. I could have been moved to a number of dif-
ferent positions; I had done so in the past without complaining.

Only a handful of people have reached out to me to see how I am
doing. No one has tried to repair the broken trust. It is similar to
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having a cancer: “If we contact her, we could lose our jobs, too.”
To me, it has been like cutting off the past 20 years of my life.

Their initial offer was for one month of benefits and one month
pay. Nancy, the VP of HR, said that she really liked me as a person,
but this was the best the company could do. I hired a lawyer to get a
better severance package and was able to get six months of pay and
six months of benefits in the end.

My attitude about companies has permanently changed. I totally
understand that business is business and that each employee is a cog
in the wheel. Large organizations act like this. I need work and am
willing to do anything. I do not have the luxury right now to find
the dream job; I just need something to keep the roof over our head.

Although our friend’s experience is all too common, based on our own
research, consulting, and coaching, we’ve found that leaders may be able
to maintain trust among the organization’s key stakeholders during down-
sizing—depending on their actions. They will consequently accrue several
benefits that follow from such trust, including preserving employee morale,
loyalty, and organizational reputation and even the capacity for innovation.

The first way we have encouraged leaders to preserve trust during
downsizing is to maintain open communication with all stakeholders, in-
cluding employees, about the process and the rationale for the pending
downsizing.* By ambushing our friend at the last moment, her company
did a great disservice to her, her colleagues, and itself as an organization.
Not only did our friend lose trust in this company, but also now her co-
workers are looking over their shoulders, wondering when one of them
will be called into the conference room for a talk with the VP of HR.

In this example, our friend’s boss could have been a “linking pin” be-
tween her and top management, which probably made this decision.*’ Our
friend previously trusted her boss, Greg, to look out for her best interests,
but he abdicated his responsibilities when he turned her over to the VP of
HR. We suggest that by training managers in interpersonal communica-
tion skills, they will be better equipped to maintain the trust that has been
built between themselves and their employees in times of crisis such as
the one we’ve profiled.

Communicating and implementing the downsizing decision also pro-
vides an opportunity to sustain or destroy trust. Leaders can help preserve
trust by communicating a credible vision of the future while also instill-
ing hope, particularly as to how the organization will prevail through this
crisis and even emerge stronger.*' This requires the leader to foster a cul-
ture of innovation and creativity and to enhance organizational flexibility.
Indeed, when managed properly, downsizing can be an opportunity for
the organization’s talent to be empowered and encouraged to innovate.*
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Sometimes, the need to rebuild trust includes not only the entire orga-
nization, but also entails the organization’s external stakeholders. Such
is the case when an organization faces a crisis. Organizations encounter
crises of all kinds, some of their own doing and some over which they
have no control. Trust with stakeholders is important for an organization
to move through a crisis and remain intact. It is critical, therefore, to think
about trust before a crisis situation hits and hope that you don’t have to
rebuild trust and deal with the crisis simultaneously. Here, we are defin-
ing an organizational crisis as a major threat to system survival that leaves
little time to respond, in which the situation is ambiguous, and in which
resources are inadequate to cope with the situation easily.*****># The lead-
er’s first role in a crisis is to preserve, if possible, and restore, if necessary,
an environment of trust” in order to conserve the organization’s repu-
tation and viability.*® Previous research has shown that stakeholders are
more likely to forgive an organization that already possesses a high level
of trustworthiness with its stakeholders.*

Hurricane Katrina and its aftermath provided a clear context in which
organizations could demonstrate their trustworthiness when individuals
were at their most vulnerable. Homeland security specialist Eric Kutner
shared two particularly compelling examples,

When Craig Fugate was the director of the Florida Division of
Emergency Management, he decided to provide whatever help was
needed by people in other states after Hurricane Katrina. He said,
“We're going to send the resources and worry about the paperwork
later.” He trusted that he would get paid by whatever state, local,
or federal government entity for whatever aid Florida sent to the
other states. In order to help people and build trust with them, he
didn’t wait until all the i’s were dotted and t’s were crossed to send
aid. Now that Fugate heads the Federal Emergency Management
Agency, | think the attitude has also been to send the help first, and
then dot the i’s and cross the t's. He's telling people to give others the
benefit of the doubt because it might save somebody or help some-
body. It's bought him a lot of credibility, a lot of trust from many
other people.

Another example of trust-building during Hurricane Katrina
comes from the private sector. Hancock Bank reopened the day after
Katrina went through New Orleans, and with their bank build-
ing damaged, it set up temporary “branches” using Winnebagos
and folding tables. The bank handed out at least $200 to anybody
who came to the bank needing money, regardless of whether they
were actual customers of the bank. In essence, the bank trusted the
community.*



142 Rebuilding Trust

The bank didn’t have any formal way of recording the loans, and
so they relied upon simple IOUs written on pieces of paper that it
stored in cardboard boxes. Out of the several million dollars they
lent to people in the community, they lost only $280,000°'. However,
five months after the storm, Hancock bank also opened 13,000 new
accounts with individuals who were not previously customers of the
bank. Customers said, “You were here when I needed you, and this
is going to be my bank in the future.”®* As former bank president and
CEO George Schloegel said, “The need for one another builds a spe-
cial culture about how we face the future. I think the moral fiber of
this community is much, much stronger because of coming through
[Hurricane] Camille, or coming through Katrina 30 years later.”>

The effort to rebuild consumer trust and reputation by McNeil Con-
sumer Products, a division of Johnson & Johnson, following the poison-
ing of some of its Tylenol products in 1982 has been well documented. Our
interview with Peter Smith, who was a top executive of McNeil Consumer
Products during the Tylenol crisis, however, holds timeless lessons for John-
son & Johnson that it would do well to remember and reapply in the present.

As McNeil's director of international marketing, my job at the time
was to help expand Tylenol-brand products into overseas markets
working with Johnson & Johnson’s worldwide system of 150 affiliate
companies. We had been hard at it for two years, making good prog-
ress, when the news broke in September 1982 that cyanide-doctored
Tylenol capsules had killed seven people in suburban Chicago. Even
as we struggled individually with our own initial shock, the corpo-
ration and company shifted into crisis management mode.
Communication was our preoccupation 24 /7 for the next several
weeks. Internationally, our marketing group just kept relaying to the
world of J&] the latest news and what we were doing in response,
step-by-step. We updated, explained, answered questions, provided
more details, and held hands. Slowly but surely, our persistent flow
of trusted information helped calm the waters and restore a sem-
blance of order. Full restoration of the Tylenol business at home and
abroad would take months and require major new investments and
initiatives. But, the critical success factor was already in place: abso-
lute dedication to clear, consistent, and complete communications.
An example I will remember forever occurred during the first
three days of the crisis. Media worldwide had begun to ask if McNeil
had cyanide on premise at its headquarters or manufacturing fa-
cilities. One of several theories at the time was that a disgruntled
current or former employee had committed the crimes. The top man-
agement crisis team asked the director of research and development
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to investigate. Later the same day, he returned to the meeting to re-
port that his lab kept a small amount of cyanide under lock and key
to use in a proscribed ingredient quality test every few months. J&J’s
chairman, Jim Burke, who had taken personal charge of the crisis
from the moment it broke, made an instant decision. We would call
a press conference immediately and confirm we kept cyanide in our
lab at headquarters and explain why—the truth, the whole truth. He
then added: “The public will be fair.”

And so we did, and the public was fair. So was the media. I won't
deny many of us swallowed hard at the time. It was not easy to con-
fess to the world we had “cut down that cherry tree.” But, we did
and never had to look back. The fundamental principle reflected in
that decision sustained us throughout the Tylenol comeback. Just
like J&J’s corporate credo said (paraphrased): “our first responsibil-
ity is to the consumers and users and beneficiaries of our products . . .
if we do that right, our shareholders will also be well-served.” Flash
forward 18 months and Tylenol had reassumed leadership of its
market segment in the United States and was once again launching
new Tylenol businesses abroad.

Johnson & Johnson’s more recent history demonstrates the need for
constant vigilance in order to minimize losses in trust and reputation
and to restore them quickly. In 2010, Johnson & Johnson failed to recall
contaminated cold medicine products until 20 months after it initially re-
ceived complaints from consumers, and then was issued a warning letter
by the Food and Drug Administration to promptly address significant vio-
lations of regulations involving “current good manufacturing practices”
for pharmaceuticals.* In contrast to the Tylenol crisis of three decades ear-
lier, J&J’s reputation and trustworthiness suffered due to a lack of quality
controls and other factors that are the direct responsibility of Johnson &
Johnson. Then on February 17, 2012, J&] announced another recall, this
time of infants’ Tylenol,

Johnson & Johnson recalled its entire U.S. supply of infants’ Tylenol—
about 574,000 bottles—due to a design flaw that hasn’t caused harm
but sets back the health-products giant’s efforts to regain sales fol-
lowing a string of earlier recalls.

The move Friday involved bottles of grape-flavored infants’
Tylenol, which had only just returned to shelves in November, one of
the few recalled consumer products J&J had put back on the market.

The recall, in the wake of a management shake-up in J&J’s con-
sumer group, of which the McNeil unit is a part, suggests J&J still
has a ways to go to resolve its quality problems and regain consumer
loyalty.
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U.S. sales at McNeil were $1.4 billion last year, 55% off the peak in
2008, the year before the recalls, according to Wells Fargo Securities.
The recalls also damaged the company’s reputation. Among over-
the-counter pain medicines, Tylenol ranks eighth in loyalty, after
trailing only Advil in 2009, according to the most recent survey of
49,000 adults by marketing consultant Brand Keys Inc.

J&J executives have expressed confidence recently that the worst
is over. “We feel positive about where our consumer business is
headed in 2012,” Chief Executive William Weldon said during an
earnings call last month.

In a statement on Friday, Mr. Weldon called the latest Tylenol
recall “clearly disappointing after all the progress that McNeil has
been making to ensure its products meet the highest level of quality
and consumer satisfaction.”

J&] may have forgotten or neglected tough lessons learned and principles
embedded in previous decades which need to be reapplied today.

For an organization facing a crisis, then, the first step its leaders should
take to preserve trust and reputation is to be reliable by clearly follow-
ing through on any commitments made during the crisis. Next, someone
in the organization must be responsible for maintaining openness (com-
munication) with all stakeholders during the crisis. Open and honest
communication serves to reduce uncertainty about the many concerns
stakeholders have during the crisis.” The organization must also appear
to be handling the crisis in a competent manner. Stakeholders want to
have as much information as possible about the way in which the orga-
nization is solving the crisis.*® Finally, it is important for the organization
to show compassion to any victims of the crisis. Those victims might be
outside the organization or people within the organization. This includes
asking for forgiveness and demonstrating how it will prevent such mis-
haps in the future. Overall, consistent information is the most important
aspect of getting through a crisis with as much trust and credibility intact
as possible.”

The truth about broken trust is that we do not really know if we have
trust with another person or an organization until we are truly vulner-
able and that trust is exploited. Only in the most vulnerable of situations
do we know what it is like to have our trust violated. Broken trust most
definitely includes an emotional component, because if the relationship
is a close one, we are devastated and possibly even harmed, emotionally
or financially. Rebuilding trust, then, is not just an academic exercise, but
a difficult and challenging pursuit. As we’ve noted, rebuilding trust is a
two-way street. If you want to repair trust with another party, they must
be willing to meet you halfway. If you are fortunate enough that the other
party agrees that this relationship is worthy of keeping and repairing,
then we hope the ROCC of Trust will be useful to you as you rebuild trust.
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Trust Tips

. Be reliable by following through on your commitments.

. Be open by admitting that you made a mistake.

. Be competent by fixing your mistake(s).

. Be compassionate by forgiving others when they make a mistake and
apologizing when you make one.

AN W IN —



Making Trust Last by Enlarging
Your Purpose

Leaders are often criticized for selfish gains and taking large profits at
the expense of the general public or even their own employees. Charles
Handy, management scholar, author, and founder of the London Business
School,! has noted that business leaders are not fundamentally greedy,
but are just playing by the rules that Wall Street asks them to play.? The
leaders we have profiled here, however, live by a different set of values
and rules, enlarging their purpose to one that goes beyond just returning
profits to stakeholders. These leaders have enlarged their purpose by “as-
sociating with a cause in order to give purpose to [their] lives,”* drawing
on communities of stakeholders for inspiration.

[] Create a Cause Larger Than Life

Dr. Brent Senior (UNC—Chapel Hill) found a cause larger than himself
14 years ago when he began traveling to Vietnam to provide ENT care
to patients through medical centers in Ho Chi Minh City and Hanoi.
Since then, Dr. Senior has raised money that has allowed him to take two
chief residents with him, so that they, too, could work with other ENTs
from the United States working side-by-side with Vietnamese colleagues.
Dr. Senior made his 15th trip to Vietnam in the spring of 2012, which in-
cluded plans to begin videoconferencing between UNC—Chapel Hill and
the medical centers in Vietnam. In addition, his team visited Jakarta Uni-
versity in Indonesia. Dr. Karen Bednarski,* UNC—Chapel Hill graduate
and ENT practitioner in Houston, Texas, described Dr. Senior’s work in
Vietnam,

147
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Dr. Senior made a commitment to help these people, and he hasn’t
abandoned them to fly by the seat of their pants. He keeps going
back and sticking with them. That dedication to helping another
population advance their knowledge and skills is inspiring.

As business scholar Charles Handy points out, these kinds of leaders mea-
sure success “in terms of outcomes for others”> as well as for themselves.
Following 10 years in congregational ministry at Trinity Episcopal Church
in Princeton, New Jersey, Rev. Jean Smith chose to leave parish work for a
different kind of ministry. With this act, she enlarged her purpose by taking
her ministry beyond the walls of her church and community to the Sea-
men’s Church Institute (SCI) and mariners who travel the world and deliver
goods to seaports worldwide, as well as to river mariners who ply the 2,200
miles of inland waterways from Pittsburgh to New Orleans.® The Reverend
Smith described her decision to extend her ministry beyond suburbia,

When it was time for me to move on to another church, I thought it
would be good to serve in a different environment, maybe the inner city.
But as I began interviewing, I realized there was real hesitation about
considering a small, 50-year-old woman to serve in an urban setting. It
looked as if I would serve another church much like the one in Princeton.
When I received a call from Jim, the then-executive director of
SCI, asking if I would be interested in the position of director of the
International Seafarer Center, I hedged. I had only considered myself
prepared to serve as clergy in a church setting. After a ship visit and
first interview I was fascinated by the idea of serving with chap-
lains from different faith traditions, offering a ministry of presence
to mariners, and becoming involved in advocating for workers in an
ancient industry. When I was offered the position I grabbed it!

In addition, Rev. Smith found a new challenge, for herself, for her organi-
zation, and for those she served,

SCI depends upon its staff and board to be aware of changes un-
derway in the maritime industry and especially those affecting the
mariners. Our product is service to the worker, and for it to be of
high quality, we need to know how their jobs impact their lives and
what we could do in response to support them and their families.
I liked the challenge to re-create SCI anew every day. This doesn’t
mean there are no policies, established programs, or that each day
we tossed out of the window another version of the strategic plan.
Rather, we focused on that plan, constantly reviewing our prog-
ress. Successful implementation depended on information gathered
from seafarers and port workers as much as from staff and board
members—especially in the rapidly changing maritime arena.
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As the organization grew and changed, so did my responsibil-
ity. I was honored to become their COO and later SCI’s first female
executive director in its 175-year history.

When Aneil asked Rev. Smith what qualities are most critical for this type
of position, she replied,

The job is a terrific one for someone who loves people and thrives
in a multicultural setting . . . or would at least like to try it out. It re-
quires self-confidence to forge ahead in uncharted territory and hu-
mility to be always learning from those we want to serve. If we don’t
trust ourselves and them—and ourselves with them—it’s a no-go.

1 Contribute Because You Care

Bob Lintz got involved serving the greater Cleveland community while still
at GM. GM has always been supportive of community needs and Bob feels
like giving back has been an important component to building his char-
acter. In fact, he feels strongly that young leaders should get involved in
giving back to their communities. It is a way to learn from other outstand-
ing leaders and to learn more about the community you live and work in.
“Giving back can be as rewarding as your own job responsibilities.”

Bob became more deeply involved with the Cleveland Clinic after they
discovered his kidney cancer at a routine checkup. As he got to know
the leaders there more, they invited him to join the board in 1991. Bob
feels like his experience in employee engagement and quality improve-
ment has been very helpful to the Cleveland Clinic. Bob serves on the
Audit; Research & Education; and Safety, Quality & Patient Experience
committees.” The Cleveland Clinic has been very focused on quality and
patient experience, and Bob has been able to share his experience and ex-
pertise with both the trustees and the hospital employees. Employees of
the Cleveland Clinic have also toured the Parma plant to learn more about
General Motors” approaches to meeting and exceeding customers’ expec-
tations. Asked why he still spends so much time volunteering his efforts
on behalf of the Cleveland Clinic trustees, Bob replied, “As long as they
feel I'm contributing, I will continue to serve. I can’t stop caring.”®

[J Remember Your Roots

For many years, Sheldon Yellen’s firm, Belfor Holdings, has given its
managers charitable allowances that “they can spend at Christmastime
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on local charities of their choice around the world.”® In 2011, Sheldon ex-
panded on this philanthropic tradition by establishing Belfor Cares, a “not-
for-profit organization giving back to communities around the world.”*
He explained, “Our brand has become better known, but we’ve done ev-
erything philanthropic under the radar screen because our name didn’t
show up anywhere. So, I said, ‘I think it’s time for people to know that Bel-
for cares,” and so we created a registered charity called Belfor Cares.”" At
the end of 2011, Sheldon was talking with his wife, Iris, about the charities
to which Belfor’s managers were going to be donating that year,

She says, “Do you ever lie back in bed and realize that you lived the
American dream?”

I said, “Iris, every minute of every day I think that—not just lying
in bed. I think that every minute of every day.”

She says, “Isn’t it sad that some kids don’t have a bed?” And I said,
“Yeah, okay,” like, “what’s your point?”

She said, “Well, don’t you think every child needs a place to
dream?” And, I said, “Yes.”

She said, “Then why don’t you give away beds to those that don’t
have beds? In fact, I got a great idea.”

I said, “What's that?”

She says, “Kots for Kids,” with the tagline, “Every child needs a
place to dream.” She just came up with this at a dinner out of no-
where, because she just thinks like that. She’s just creative like that.
She had a very successful sales career when we were first married
and before we had children.'?

Sheldon supported Iris’s idea immediately, because he knew that Iris
wanted to express her creativity while also helping others and because
of his own childhood. As a child, Sheldon did not have a bed of his own,
instead sleeping with two brothers in two beds put together. The three
of them slept across the two beds so that they wouldn’t fall between the
two mattresses. As of early 2012, their new nonprofit, Kots for Kids, is in
the process of securing thousands of beds and aims to distribute them to
underprivileged children worldwide.

[1 Step Back and Then Walk Away

Sometimes a leader needs to step away from his or her leadership role
and build trust that is sustainable over the long term, particularly with an
eye toward the eventual time when he or she leaves the organization, ei-
ther through retirement, moving to another organization, or some other
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transition. An effort to enlarge your purpose can also facilitate self-renewal,
helping the leader find a new direction or a renewed spirit of enthusiasm for
the job ahead. After watching a few episodes of the CBS series Undercover
Boss, we noted that more than one Undercover Boss mentioned that he or
she came back to work with a renewed sense of purpose about his or her job
and mission and how he or she is accountable to the rest of the organization.
Sometimes, a new view can help us gain a new perspective.

After leading Two Men and a Truck, International for more than a de-
cade, Melanie Bergeron realized she needed to transition to a different
role. The company needed to perform at a higher level, and her brother
Brig was ready to succeed her as the company’s top leader. After Brig re-
turned from a sabbatical in the summer of 2007, Melanie had him assume
full responsibilities as president and COO of the company. (He had taken
on the title of president at the beginning of that year.)”® A month or two
later, at his request, Brig became responsible for all of the company’s inter-
national operations as well. Since then, Melanie has relinquished the CEO
title to Brig, and she has assumed the title of chair. She now represents the
company to its external stakeholders among the franchise community and
elsewhere. Despite giving up much of her formal leadership of the firm,
or perhaps because she has done so, she has continued to thrive and grow.
She explained, “It’s an evolution. As I've been doing all this speaking, I'm
mentoring so many people, and I learn so much.”

The leadership changes at Two Men and a Truck also involved non-
family members, and sometimes those changes have been quite painful,
not only for those affected directly, but also for those who have had to
initiate them. Again, Melanie,

There’s a time when you have to go from legacy management to pro-
fessional management. It’s one of the most difficult things the presi-
dent or CEO has to do. To let go of people that had your back and
have been so good to you and have lived the core values and worked
hard. They haven’t done anything wrong. But how humiliating for
them to be let go because they don’t have the skill set they need to
take the company to the next level.

A lot of company owners don’t make that jump. I see it [among
members] in the International Franchise Association. It is so difficult
to make that jump. Because it looks like greed—people think you
want to take it to a higher level just so you can make more money.
That’s where I had trouble with it. Jeff, our CFO, said, “Melanie,
you're not going to be in business if you keep running things the
way they are. TMT has to do this—think of your customers. TMT
needs to make changes so that it is equipped to meet our customers’
needs in the future. With better people you'll be able to better serve
the customer.”
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I think of my mom and how she didn’t have the energy to make
our franchisees, some of which weren’t paying royalties, do so, or
be in compliance with their trucks’ colors and logos. She didn’t have
the energy. I did that, though. But I was burned out after 14 years.

For example, with respect to our former head of IT, I knew things
weren’t right in that department. But I just didn’t have the energy
or the heart to make the changes that needed to be made. Brig did,
thank God. It was just by the grace of God Brig jumped in. Brig’s
so strict. He does not care about being popular. He’s not a people
pleaser. So he has the perfect personality to handle this transition
and was the leader that we needed at that time.

And as far as what keeps me going here, a couple years ago
I asked myself, what am I going to do or what do I have to give
back moving forward? Mary Ellen decided that she really wanted
to retire, so I took over her public-speaking circuit. I gave 34 pre-
sentations in 2011, so I'm getting the hang of it! But it’s funny—this
is how God works. When one door closes, sure enough another one
opens!

I think people enjoy it when I speak about the company, because
I'm transparent. I also talk about the problems myself and the com-
pany have had, including health issues. Everyone is going through
something. I think for many people it is comforting to know that they
are not alone and that with perseverance they can get through it. The
quote that sums it all up for me is by Frederick Douglas: “If there is
no struggle, there is no progress.”**

Beyond public speaking, Melanie is tangibly giving back, and enlarg-
ing her purpose, by mentoring other entrepreneurs, women, and young
people. She described her current activities:

Now I'm mentoring several hardworking professionals. The people
that I've talked to on the phone, they’re just all trying to do the right
thing and grow and create jobs. If I can help them not make the same
mistakes I've made, or teach them through best practices, without
expecting anything from them in return, it just feels so right. I feel
like it gives me purpose.  mean, God gave me this incredible experi-
ence through everything I've done, every job I've ever had. It’s just
sharing the blessings that were given to me. What I'm hoping is that
if I can share it to help others, they will also take all of their experi-
ence and continue to help others grow as well. You know—that is
total trust.

Melanie does not charge for her speaking engagements, saying, “I enjoy
it so much. Two Men and a Truck is making good money, and I still get a
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nice check, so I don’t need to charge. I just like sharing. If I was charging,
it would feel too much like a job.” Melanie uses her speaking opportuni-
ties to talk about her involvement with not-for-profits, including Hidden
Treasures, a Lansing, Michigan, thrift shop she started whose proceeds
go to “providing an annual supplement to fund Lansing Christian School
teachers’ salaries with the goal of bringing them up to Christian Schools
International (CSI) standards.”"> She discussed how Hidden Treasures fits
into her enlarged picture,

The people you speak to are coming from all different points in their
career development, all different backgrounds, experiences, and an-
gles. Some people will come up after a presentation and they want
the courage to quit their jobs to start their own business. They ask, is
it the right thing to do? I speak to many different groups of people.
I speak to many women'’s groups. They have questions about being
a woman in business. I tell them it just doesn’t matter if you're a
man or a woman. But they have questions about balancing home life
if they have children and they’re working and they’ve got so much
going on. Then there are older people who want to retire. Their ques-
tions are about how do they step out, how do they do succession
planning? What do they do to fulfill their lives now? That’s where
I talk about Hidden Treasures and how fulfilling it is to use your life
skills to help a nonprofit get stronger.

Melanie’s time and energy are not inexhaustible, however, and she
applies the ROCC of Trust in determining with whom to share these
resources,

But there are people in life who make you feel like you're being used.
I guess my lesson on that is you can’t be a doormat; you need to set
limits, listen to your gut. You have to be choosy about where you put
your time and resources. I do love helping people, but not when they
are undependable or unappreciative.

For example, this one guy, he’s got a great educational program
for kids, a great concept. Three times he has set up an appointment
to come meet with me and just did not show up. I thought, “I can’t
believe it.” So then this happened a third time, I just threw his file
in the garbage. Then, last night I get an email from him. He writes,
“You know, I actually haven’t heard from you in a long time.
I've got a couple things I want to run by you. Can I stop by and
see you this week?” I'm thinking, “Are you kidding?” I couldn’t
believe it. I guess I should have emailed back and said, “You know,
‘no,” because . ..” I probably should have explained why, but I just
deleted it.
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[J It’s Really a Story About Us

Philosophers debate whether or not it is the individual or the corporation
that has a responsibility to the community, can be held accountable, and
must demonstrate itself to be trustworthy. Some management scholars
ask whether a corporation can have a conscience and argue that it can.'
In addition, Harvard Business School Professor Rosabeth Moss Kanter has
argued that when a private company engages in public-sector partner-
ship, the result can be solutions to real community problems and provide
employees with renewed energy in their current jobs."” Ted Castle (Rhino
Foods) exhibits this responsibility and partnership through his efforts to
integrate Bosnian refugees into his company by teaching them English as
a second language,

I think some of the things that have changed are that we actually
have gotten very big in hiring refugees. Burlington is an area where
refugees are being resettled, and we’ve begun hiring Bosnian refu-
gees since the late 90s. Now we actually have a lot of Africans, so
30% of our workforce is composed of refugees.

So, we look at that as a good thing for our business. We look at
that as bringing diversity to our business. We look at that as adding
some real maturity to our work force; people appreciating their job,
appreciating the company, wanting to work hard. We think it makes
us a stronger company.

So we look at this as something we embrace and want to get re-
ally good at, versus we just happen to have a bunch of refugees here.
Vermont is not a diverse place, like other areas of the country, so
we're looking at the diversity we have in our company and actually
think that’s really a great thing.

So this isn’t really a story about me anymore, but I think it’s a story
about us sort of falling into a situation where we never really wanted
English as a second language at Rhino because we try to share so
much information. We have company meetings; we have games
that we play and try to turn people into, you know, stakeholders or
owners. There’s the thought of, “Oh, now they can’t speak? English
isn’t their first language?” Then, it’s like, “Oh my God, how are we
going to do this?” and we were having trouble finding people. As we
started doing it, there were some real challenges and difficulties to it,
but now that we’ve worked ourselves through it, we look at this as
actually a really powerful engine to our company now, that we have
some pretty amazing people working here. So that’s a story we tell
and that’s sort of a thing that’s exciting about what’s happening in
our company now.
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We're actually very interested in a program called “Bridges out of
Poverty,” which is looking at generational poverty. We think that we
probably will be hiring people that have grown up in generational
poverty more than first-class or wealthy environments. So, what is
important to people in different segments of wealth, middle class, or
poverty? How do we speak the right language and motivate people
the right way? It means constantly looking at ourselves, our staff,
and our people to understand what makes people tick. So I would
just say that if you come and talk to me 10 years from now, it'll be
different from what it is today.

We don’t rely on old techniques; instead, we rely on creating an
environment where people will speak up and they’ll tell us what
they think and an environment where people are good at listening
and trying to make that work.

Indeed, at the end of 2012, more than five years after that interview with
Ted, the Bridges out of Poverty program, now called Working Bridges, is
stronger than ever.

1 What Will You Do Next?

During our time serving as college professors, we have done our small part
to enlarge our purpose to move beyond just teaching, by mentoring our
students in their job and career goals. Our approach might be as a result
of our human resources work at General Motors. We have found a niche
in helping our students (and alumni) polish resumes and network with
other professionals who might be able to help them in their job search,
and by generally providing a listening ear and advice as they navigate the
career paths ahead of them. While colleges and universities are focused
on preparing students in their majors, they do not have a strong focus on
how to prepare for a job search and what actions to take to actually land
a job that is a good fit. This informal mentoring is how the Trust Network
evolved, and it is something we find ourselves doing on a weekly basis.
We agree with Melanie—if we charged for this service, we would never
get any pleasure from it. We enjoy doing it because we are helping our stu-
dents identify their strengths and match them to their place in the world.
It helps connect us to each other and the greater community around us.
Now that you know how to build trust with employees, customers, and
colleagues at a leader, what will you do to enlarge your purpose? How can
you use your skills to help one person unselfishly today? How can you
use your skills and passion to help a whole group of people tomorrow?
Enlarging your purpose is about connecting our reliability, openness, and
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competence with our compassion to make the world around us a better
place. We look forward to hearing from you as you move forward in your
leadership journey:.

Aneil K. Mishra and Karen E. Mishra, trustiseverything.com, 2012.

Trust Tips

—

. Be reliable by continually showing others that you are there for them.

2. Be open and honest in how you share your successes and your struggles.

3. Be competent by following through and helping someone in a way that
only you can.

4. Be compassionate by finding a purpose larger than yourself and committing

to it.
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George S. Barrett is chairman and chief executive officer of Cardinal
Health, a company ranked number 19 on the Fortune 500 and dedicated
to improving the cost-effectiveness of healthcare. Barrett has refocused
the company on the “business behind healthcare,” supporting hospitals,
pharmacies, and alternative sites of care in their efforts to improve the
quality and safety of patient care, while reducing costs and improving ef-
ficiency. Barrett joined Cardinal Health in 2008 as vice chairman and CEO
of the company’s Healthcare Supply Chain Services segment, where he
was responsible for all of the company’s supply chain businesses, includ-
ing pharmaceutical distribution, medical/surgical distribution, nuclear
pharmacy services, Presource® surgical kitting services, and the Medicine
Shoppe International, Inc., retail pharmacy franchise operations. From
2005 to the end of 2007, Barrett served as president and CEO of North
America for Teva Pharmaceutical Industries. During 2007, he also served
as corporate executive vice president of the company’s global pharma-
ceutical markets. He held the position of president of Teva USA from 1999
to the end of 2004. Prior to joining Teva, Barrett held various positions
with Alpharma Inc., serving as president of US Pharmaceuticals from 1994
to 1997, and president of NMC Laboratories, prior to its acquisition by
Alpharma in 1990. Barrett serves on the board of directors of Eaton Cor-
poration, Nationwide Children’s Hospital, and the President’s Leadership
Council of Brown University. He is a member of the board of trustees of
the Healthcare Leadership Council and the Conference Board. He is also
a member of the Business Roundtable, the Business Council, Ohio Busi-
ness Roundtable and the Columbus Partnership. In addition, Barrett is a
recipient of an Ellis Island Medal of Honor. Barrett received his BA from
Brown University and an MBA from New York University. He also holds
an honorary Doctor of Humane Letters degree from Long Island Univer-
sity’s Arnold & Marie Schwartz College of Pharmacy and Health Sciences.

Melanie Bergeron, CFE, is the chair of Two Men and a Truck International,
Inc., the largest moving franchise company in North America. Bergeron
began as the company’s first franchisee—the founder of the company is
her mother, Mary Ellen Sheets. Bergeron became president in 1994 and
together with her team grew the company from $6 million to $198 million.

157
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The company has been featured on The Today Show and CNBC’s How
I Made My Millions. Bergeron has spoken at several universities and for
many business groups to share best practices she has learned along the
way. She also spends time mentoring other young entrepreneurs. In addi-
tion, Bergeron serves on the International Franchise Association board of
directors. She is on the board of directors of the Lansing Regional Cham-
ber of Commerce and is president of a nonprofit thrift store called Hidden
Treasures. She is a graduate of Central Michigan University.

Lewis Broadnax is executive director of Lenovo.com sales and marketing.
Lewis is responsible for driving the strategy and execution of Lenovo’s
e-commerce mission in the Americas. Lewis’s team manages all aspects
of the Lenovo.com business, including 4P strategy and management, site
merchandising and enablement, affinity sales, demand generation, and
inbound telesales and sales support. In addition to having P&L respon-
sibility for U.S. and Canada e-commerce, he is responsible for leading
Lenovo’s e-commerce expansion into Latin America, including Mexico,
Colombia, Brazil, and Argentina. Lewis has been with IBM and Lenovo for
just over 11 years. Previous to Lenovo, Lewis held positions in marketing,
web strategy, and product management for Research Triangle Park startup
companies. Lewis was educated at Duke University and calls Durham,
North Carolina, home.

Ted Castleis the owner and president of Rhino Foods, located in Burlington,
VT. Rhino employs approximately 110 employees and manufactures a
variety of frozen desserts and ice cream products that are distributed in
North America and Europe. Rhino Foods manufactures cheesecake, ice
cream cookie sandwiches, bakery products, and inclusions for ice cream
manufacturers for some of the largest food companies in the world. Rhino
Foods’ purpose is to impact the manner in which business is done through
its financial, customer and supplier, employee, and community principles.
Rhino Foods has been recognized for its efforts with awards including
the U.S. Chamber of Commerce Blue Chip Enterprise Award, Child Help
USA for its efforts on behalf of Vermont children and families, the Optimas
award for vision in the workplace (past winners include UPS, Coors, and
3M), Inc. Magazine’s best companies to work for, the United Way Corner-
stone Award, the State of Vermont Climate Wise Award, the Excellence
in Action Best Practice Award by the Vermont Council for Quality rep-
resenting Human Resource Focus, the Special Recognition Award from
the Vermont Refugee Resettlement Program, and the Vermont Gover-
nor’s Council Rising Star Worksite Wellness Program Recognition Award.
Castle was recognized with Vermont Small Business Person of the Year
by the United States Small Business Administration, the Terry Ahrich
Award for Socially Responsible Business by Vermont Businesses for Social
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Responsibility, Chittenden County’s United Way board member of the
year, regional award winner in Ernst & Young'’s, and Inc. Magazine’s En-
trepreneur of the Year Award. Ted has served on the board of directors
for Prevent Child Abuse Vermont, United Way of Chittenden County, and
Shelburne Farms. Ted lives in Charlotte, Vermont, with his wife, Anne.
Their two sons, Ned and Rooney, have graduated from college and are
presently living in Vermont.

Alan Finkel, MD, is cofounder of the Carolina Headache Institute in
Chapel Hill, North Carolina. Dr. Finkel earned his BA in English from
Middlebury College in 1975 and his MD from School of Medicine at
SUNY at Buffalo in 1985, where he did his honors thesis in neuroanat-
omy. He completed postgraduate medical education in internal medicine
at the University of Alabama-Birmingham, and neurology at the Univer-
sity of North Carolina at Chapel Hill. He also completed a fellowship in
pain management and headache medicine in the Department of Neurology
at the University of North Carolina, at Chapel Hill, North Carolina.
He has published over a dozen refereed journal articles and numerous
book chapters on headache and facial pain. He serves or has served on
the editorial boards of Headache; Neurology; Cephalalgia; Lancet Neurology;
and Neuropsychopharmacology. Dr. Finkel is the recipient of several hon-
ors and awards including the John R Graham Senior Clinicians” Forum
Award from American Headache Society (2006), the Teaching Excellence
Award from the UNC School of Medicine (2005), and the Teacher Recog-
nition Award from American Academy of Neurology (2006). He serves
as chair of the Headache and Face Pain Section of the American Acad-
emy of Neurology (AAN), is a board member of the United Council of
NeurologicSubspecialties (UCNS),andisafellow of the AmericanHeadache
Society (AHS).

Dr. Kevin Lobdell is the director of quality for the Sanger Heart & Vascular
Institute, which is the Cardiovascular Service Line for the Carolinas
HealthCare System (about 48,000 employees, 33 hospitals, and 600 points
of care, with revenues of approximately $7 billion annually). Addition-
ally, Dr. Lobdell is program director in Cardiothoracic Surgery and main-
tains board certification in general surgery, thoracic surgery, and critical
care and has a Certificate in Medical Management. Dr. Lobdell’s current
professional efforts are focused on comprehensive performance manage-
ment (through quality, analytics, and innovation) in cardiovascular care.
These efforts have resulted in two programs receiving the highest ratings
of three stars by the Society of Thoracic Surgeons (awarded to less than
15% of about 1045 programs in the USA). Dr. Lobdell has authored or co-
authored more than 30 peer-reviewed publications and presented over 75
times in regional, national, and international forums.
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Bob Lintz is a retired plant manager of General Motors Corporation.
A native of Flint, Michigan, Bob Lintz received his bachelor’s degree in
industrial management from Michigan State University in East Lansing,
Michigan, in 1963. He also attended the Management Excellence Program
at Case Western University’s Weatherhead School of Management. Bob
began his General Motors career right after college as a College Graduate-
in-Training at the Flint Metal Fabricating Plant. After serving in various
positions there, he was named superintendent of inspection and quality
control at the GM Bay City, Michigan, plant in 1972. In September 1974,
he was transferred to the GM Parma Pressed Metal Plant as general su-
perintendent manufacturing and on September 1, 1980, he was promoted
to plant manager of the Pressed Metal operation. In February 1987, he
became manager of the entire Parma complex. He retired from General
Motors in 2000. Throughout his adult life, Bob has been very active in
community affairs. Among his many current philanthropic and service ac-
tivities, Bob is a member of the board of trustees of the Cleveland Clinic,
where he serves on the Quality and Safety Committee, Research and Edu-
cation Committee, and Audit Committee. He is also a member of the board
of trustees for the Cleveland Clinic’s Western Region hospitals, where he
also serves as member of their Governance Committee. He has recently
taken on limited consulting in an effort to share his expertise in employee
engagement and developing trust. He also continues his passion for an-
tique cars and coin-operated penny arcade machines from the early 1900s.

Dr. David Pawsat, DO, is founder and director of the Center for Optimal
Health in East Lansing, Michigan. Physiology is the study of the mechani-
cal, physical, and biochemical functions of living organisms. Dr. David
Pawsat is a physiologist at heart. In 1985, he received a BS degree in physi-
ology from Michigan State University. In order to understand more about
the intricacies of physiology, Dr. Pawsat joined a research team at Henry
Ford Hospital in Detroit, where he began research on neuropharmaco-
logic and surgical treatments for Parkinson’s. While attending Michigan
State University’s School of Osteopathic Medicine, he published award-
winning research on the effects of estrogen in the brain. Upon graduation
from medical school, he had a 12-year career in emergency medicine, serv-
ing as a site director and clinical professor of Michigan State University’s
Emergency Medicine. He became disheartened by a medical model that
forces physicians to spend little time finding solutions to patients’ needs
and more time using drugs to suppress symptoms. Most importantly, he
experienced the successes of those physicians who carefully listened and
respected the power of each patient’s individuality. It was these patients
who tended to need fewer medications and who were more likely to sur-
vive an illness and /or be cured of a disease. What he did not realize at the
time was that his energy, progressing fatigue, and 40-pound weight gain
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were due to an undiagnosed thyroid condition. After initiating conven-
tional medical therapy with minimal improvement, Dr. Pawsat began to
study the fields of Alternative, Integrative, and Anti-Aging Medicine. He
found a prevalent part of the medical community in Europe, Asia, and
even the West Coast of the United States used scientifically sound meth-
ods for creating physiologically sound healing. Upon leaving emergency
medicine, Dr. Pawsat made three commitments. First and foremost, to heal
himself. Second, to engage in formal training and intensive study in the
fields of nutritional medicine and hormonal replacement therapies. Third,
to make the first two commitments without distraction. In 2005, he took a
year off medicine, developed a nutritional and thyroid hormone regimen
for himself, and began using many diverse healing methods. The result of
this regimen was a 40-pound weight loss, a huge improvement in energy,
and an incredible passion to give back what he had received. During this
time of healing, Dr. Pawsat received formal training through the Fellow-
ship of Anti-Aging and Functional Medicine, where he studied cutting-
edge bio-identical hormones and natural and integrative therapies. He is
certified in Anti-Aging and Regenerative Medicine by the American Acad-
emy of Anti-Aging & Regenerative Medicine. Dr. Pawsat is an active mem-
ber of the Institute for Functional Medicine. The Center for Optimal Health
has been open since February 2006. Dr. Pawsat has had thousands of
patient interactions and has developed an incredible patient community
of very proactive, committed patients from very diverse backgrounds. The
premise that medicine should begin by treating the cause, not the symp-
toms, is the centerpiece of the practice. The skillful integration of conven-
tional medicine combined with nutritional and hormonal therapies is the
cornerstone of his care. Dr. Pawsat feels blessed to have found a way to
help himself, but feels even more blessed to be able to share the skills,
experience, and knowledge in helping so many others regain their health.

Dennis Quaintance began his hospitality and entrepreneurial career at age
15 as a housekeeper’s assistant at a hotel in Missoula, Montana. In 1988,
Dennis teamed up with Mike Weaver to form Quaintance-Weaver and
opened Lucky 32 restaurant in Greensboro in 1989. Today, the Quaintance-
Weaver family includes a second Lucky 32 Kitchen and Wine Bar in Cary.
The four-diamond, 131-room O. Henry Hotel and the adjacent Green
Valley Grill opened in Greensboro in 1998. The four-diamond 147-room
Proximity Hotel and neighboring Print Works Bistro opened in 2007 and
are the first hotel and restaurant to gain Platinum certification with the
U.S. Green Building Council’s Leadership in Energy and Environmental
Design program. He is a recipient of the Junior Achievement of the Triad
Spirit of Entrepreneurship Award in 2006, and winner of the 2011 Brother-
hood/Sisterhood Citation Award from the National Conference for Com-
munity and Justice of the Piedmont Triad. Dennis serves a board member
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for the Johnnetta B. Cole Global Institute for Diversity and Inclusion. He
and his wife, Nancy King Quaintance, have twin children, Kathleen Troy
and Dennis Carlisle.

Bruce Kalman Rubin, MD, received his BS, Master of Engineering, and
MD degrees from Tulane University in New Orleans. After completing
medical studies, he went to Oxford University as a Rhodes Scholar to do
postdoctoral research in biomedical engineering. He completed an MBA
at the Babcock School of Management, Wake Forest University, in 2004. In
1983 Rubin joined the faculty of Queen’s University in Kingston, Ontario,
as Chief of Paediatric Respirology and Critical Care. From 1991-1997,
he was Professor of Pediatrics and Chief of Pediatric Pulmonary at St.
Louis University, and from 1997-2009, he was at Wake Forest Univer-
sity as professor and Vice Chair for Research in Pediatrics. In July 2009,
he joined the faculty of Virginia Commonwealth University as the Jessie
Ball duPont Distinguished Professor and Chairman of the Department of
Pediatrics and physician in chief of the Children’s Hospital of Richmond.
Heis also a professor of biomedical engineering, physiology, and biophys-
ics at VCU. Dr. Rubin is on the editorial board of 12 pulmonary journals
and is associate editor of six. He has published more than 200 research
papers and chapters and holds six patents. Dr. Rubin received the ACCP
Young Investigator award in 1989, the Critical Care Research Award in
1990, and the Alfred Soffer Award for Editorial Excellence in 2004. He re-
ceived the Prix Extraordinaire by the International Congress of Pediatric
Pulmonology in 2008, the Forrest Bird Lifetime Scientific Achievement
award by the AARC in 2008, and gave the Donald Egan Memorial Lec-
ture at the 2009 AARC meeting, and the Phil Kittredge Memorial lecture
in 2011. In 2011, he also received the Robert A. Bageant Award from the
Virginia Society for Respiratory Care. He is listed in Who's Who in the
United States, The Best Doctors in America, and Castle Connolly’s America’s
Top Doctors. He is a fellow of the Royal College of Physicians of Can-
ada, the American College of Chest Physicians, the American Pediatric
Association, and the AARC, and is a trustee of the American Respira-
tory Care Foundation. In 2012, Dr. Rubin received the Jimmy A. Young
Medal from the Respiratory Care International Organization (AARC),
with over 50,000 members. This medal is the highest award presented by
the AARC and honors an individual who has “exceeded all expectations
for meritorious service to the AARC and advancement of the respiratory
care professions.” It is given to professionals who have given a lifetime
of service which has benefited both mankind and the health profession
of respiratory care. Dr. Rubin’s research is on regulation of mucus clear-
ance in health and disease, airway immune modulation, and aerosol
delivery of medications. He directs the only mucus clearance clinic in
North America for the assessment and treatment of adults and children
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with difficult-manage mucus problems, as well as a dedicated Pediat-
ric Chronic Cough clinic. The goal of his research group is to develop
new therapies for asthma, cystic fibrosis, chronic bronchitis, and plastic
bronchitis. Dr. Rubin is also a magician, elected to membership in the In-
ternational Brotherhood of Magicians and the Society of American Magi-
cians. In the past 20 years, he has performed and taught “medical magic”
in 20 countries on five continents.

Brent A. Senior, MD, FACS, FARS, is Nathaniel and Sheila Harris Dis-
tinguished Professor and professor of otolaryngology and neurosurgery
at the University of North Carolina at Chapel Hill, where he also serves
as vice chair of Academic Affairs and director of Rhinology, Allergy, and
Endoscopic Skull Base Surgery. He is immediate past president of the
American Rhinologic Society and president of the Christian Society of
Otolaryngologists. He has authored over 80 scientific papers, texts, and
textbooks and serves as an associate editor of the International Forum of
Allergy and Rhinology. Among his honors are inclusion in Castle Connelly’s
America’s Top Doctors and Best Doctors in both the United States and North
Carolina; the Distinguished Service Award; the Medal for People’s Health
from the Minister of Health of Vietnam, Hanoi, Vietnam; and the People’s
Medal from People’s Committee HCMC, Vietnam, for service to people of
Ho Chi Minh City, Vietnam.

Mary Ellen Sheets is the founder of Two Men and a Truck International.
In less than 20 years, Mary Ellen Sheets has taken her sons’ small mov-
ing business and driven it to an international corporation with more than
1,300 trucks and more than 200 locations worldwide. After her sons, Brig
and Jon Sorber, left for college, the business continued to receive numerous
requests, so Sheets decided to take it over. She purchased an old moving
truck for $350—the only money she ever invested in the company—and
hired two movers. The business grew steadily and Sheets’s entrepreneur-
ial spirit became well known in the Lansing area. Eventually, she quit
her state government job (forgoing her retirement) to put 100% into her
thriving moving business. She awarded the first franchise to her daughter,
Melanie Bergeron, a year later. It was located in Atlanta, Georgia. By 1989,
Sheets had developed the business into the first and only local moving
franchise in the country. Last year, Two Men and a Truck International’s
annual revenue was $193.3 million. Sheets considers herself fortunate to
have all three children actively involved in running the company. Brig
Sorber is presently president and CEO. Melanie Bergeron acts as chair of
the board of directors. Jon Sorber is executive vice president. “When I look
back, I can’t believe this all happened,” she says. “I am in shock and so
grateful. I definitely think this is the American dream. We live in a won-
derful country.”
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The Rev. Jean R. Smith, DD, assists in her local parish and works part-time
for the Episcopal Bishop of Vermont, consulting with churches in transi-
tion and in conflict transformation. Working initially as a speech therapist,
she retired in December 2007 after 10 years of parish ministry followed by
17 years with the Seamen’s Church Institute of NY, NJ. A 1964 graduate of
Northwestern University in speech, she graduated from Church Divinity
School of the Pacific and was ordained in 1980. Jean is married to her hus-
band, Peter, whose loving support makes the challenges of a dual-career
family not only possible, but also fun.

Peter T. Smith is a part-time marketing consultant and writer living in
Vermont. He retired from full-time employment in 2007 after 43 years
in senior marketing positions with organizations around the world, in-
cluding Procter & Gamble, McCann Erickson, Johnson & Johnson, Inter-
Continental Hotels, and Recording for the Blind & Dyslexic (now Learn-
ing Ally). A 1964 graduate of Northwestern University’s Medill School of
Journalism, he and his wife, the Rev. Jean R. Smith, DD, will celebrate 48
years of marriage this year. They are parents of a daughter, Lindsay, and a
son, Davis, and have four granddaughters.

Ross Smith is director of test for Office Communicator and Design
Group at Microsoft Corporation, and has been in the software indus-
try for over 20 years, developing and testing software on everything
from mainframe systems to handheld devices and PCs. He began his
Microsoft career in product support in 1991 and has been a test lead,
test manager, and test architect. He has been a longtime member of
the Test Architect’s Group, and has worked on almost every version of
Windows and Office since 1995. He is one of the authors of The Practi-
cal Guide to Defect Prevention and holds five software patents. Over the
last couple years, he has nurtured a management innovation initiative
called 42projects, aspiring to inject cultural change and “bring back
the buzz to the hallways” at Microsoft. He has been a guest poster on
Google’s Testing Blog. The London School of Business and the Manage-
ment Innovation Lab published a case study of 42projects titled, “Game
On: Theory Y meets Generation Y.” His team’s work on productivity
games was mentioned in The Economist, and in the recent book Chang-
ing the Game: How Video Games are Transforming the Future of Business. He
is experimenting with how gaming can improve productivity among
next-generation workers, and the impact of games and social network-
ing tools on management education and requisite skills for new man-
agers. He has been interviewed in Dr. Dobb’s, MSDN, and others, and
has spoken recently at Google’s Test Automation Conference in Zur-
ich, Corbis, MIT’s Innovation Lab, AACSB Dean’s Conference, and a
Web 2.0 conference in London.
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Brig Sorber is CEO of the award-winning Two Men and a Truck Inter-
national, based in Lansing, Michigan. He is also is one of the original
“two men,” along with younger brother Jon Sorber. He has also spoken
about Two Men and a Truck and franchising at Wake Forest University’s
undergraduate and graduate business schools, the University of Texas
El Paso, and the University of Michigan Ross School of Business. He is
a frequent speaker for Connecting Business Men to Christ, a ministry to
the marketplace. Brig has also been a guest instructor for the Institute for
Biblical Business and Entrepreneurship. Brig is the past president of the
Okemos Baseball/Softball Club and is a current member of the Knights
of Columbus. He is an active member of the Detroit chapter of the Young
Presidents” Organization and a local group of Lansing, Michigan, CEOs.
He is also on the board of directors for the Business Leaders for Michigan,
a nonprofit, executive organization geared toward making Michigan a
“top 10” state for job and economic growth. He was awarded the 2008
Alumni Award by the Okemos Education Foundation. Brig is a gradu-
ate of Northern Michigan University, where he earned the 2010 Distin-
guished Alumni Award. He also earned the title of Certified Franchise
Executive, which is recognized as a standard of excellence in the franchise
industry.

Jon Sorber is one of the original two men, along with older brother
Brig Sorber. The two started the business in the early 1980s in Okemos,
Michigan, to earn spending money. Using a 1967 pickup truck, the broth-
ers placed an ad in a local shopping guide that read “Men At Work
Movers... TwoMenand A Truck.” The ad also included a stick-figure logo
designed by their mother, Mary Ellen Sheets. This logo remains the cor-
porate symbol for what is now Two Men and a Truck International. After
Jon left home to attend Northern Michigan University, Sheets decided to
keep the business rolling. Upon graduation from NMU in 1988, Sorber ac-
cepted a loss-prevention job with General Motors in Lansing, Michigan.
A year later, he accepted a job at UPS in Grand Rapids, Michigan,
where he would move with his newlywed wife, Gabrielle, to start his
Two Men and a Truck franchise. When he first opened his franchise, he
worked at his childhood desk, behind the couch, in their one-bedroom
apartment that also served as his office. At that time, Sorber was only
earning about $50 a week from his franchise and continued working at
UPS from 4 a.m. to 8 a.m., then focusing on his Two Men and a Truck
franchise from 8 a.m. to 5 p.m. Sorber then did additional paperwork
at night. In 1991, he quit his UPS job to focus solely on the family busi-
ness. In the early '90s, at the request of his mother, Sorber took over
the original Two Men and a Truck moving company in Lansing, Michi-
gan, in addition to the franchise he was building in Grand Rapids. In
2008, Sorber sold his franchises in Grand Rapids to focus more time at
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Two Men and a Truck and work alongside his brother, Brig, sister, Mela-
nie, and mother, Mary Ellen Sheets. At its peak, Two Men and a Truck of
Grand Rapids had 21 trucks and about 75 employees. Sorber owned and
operated that franchise for 18 years. In 2007, Sorber assumed the title
executive vice president of Two Men and a Truck. Sorber believes his
10 years of experience as a mover and driver and 18 years of experi-
ence as a successful franchisee help him work with Home Office staff
and franchisees to help make Two Men and a Truck a powerhouse in the
moving Industry. Sorber enjoys spending his time on the operational and
strategic growth areas of the business.

Jim Wenger is an ordained Lutheran pastor of the Evangelical Lutheran
Church in America. He received his bachelor’s degree from Wartburg Col-
lege in Waverly, Iowa, and his master’s of divinity from Wartburg Semi-
nary in Dubuque, lIowa. He is the son and grandson of Lutheran pastors,
but most importantly, he is a servant of the most high God, who is most
clearly known in the person of Jesus of Nazareth, by the power of the Holy
Spirit.

Sheldon Yellen is CEO of Belfor Holdings, Inc. into the 21st century.
Belfor Holdings, Inc. is a $1.5-billion diversified building services com-
pany which owns Belfor Property Restoration. Prior to the management-
led buyout of Belfor International in 2006, Sheldon was the CEO of
Belfor USA. Sheldon’s journey as the eldest of four boys from a poor
family on welfare to an owner of a worldwide company is an unbeliev-
able one. Working since the age of 11 and bringing his paycheck home
to his mother to help support the family taught him many important
life lessons that he implements every day. A 53-year-old businessman
who is driven by perfection, Sheldon continues to be up early and work
late, which sets the example for everyone to follow. Sheldon has found
success in his unique business style, which goes against the grain of
“traditional” business management. He hates meetings, he dislikes com-
mittees, and he believes layers of a corporate hierarchy bring nothing
more than road blocks and additional overhead costs—he is anything
but conventional! Failure is not in his vocabulary, and when asked about
the recession, his comments were simple and to the point: “Belfor will
not participate.” Driven by his relentless business sense and work ethic,
Sheldon has created an unconventional company culture based on one
premise: “doing the right thing.” “It’s easy to do the right thing when
everybody is watching, but Belfor people do the right thing when no-
body is watching,” Sheldon proclaims. His management style has many
conflicts; while watching every penny that is spent, he won’t waste a
second to get on his private plane to visit a sick employee or customer.
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Celebrating with families at weddings and births is also part of Sheldon’s
“job description” as CEO. Although some would consider the private
plane a luxury, to Sheldon it is just another tool to get the job done. One
can’t make 85 acquisitions and grow a company from one office into a
worldwide company sitting in the airport wasting time, and he is known
for being in four or five cities in a day. “Time is the enemy,” one can often
hear him say.

When asked about his family he enthusiastically says it’s grown to
over 6,000 people. He truly believes that Belfor people throughout the
world are part of his family, and he rarely separates his business and
personal lives. Although he is always available for his personal family,
and Sunday-night dinners are mandatory for all involved, he barely dif-
ferentiates. His love for people cannot be underestimated. Sheldon con-
tinues to pave the way for the people who work “with him” to run more
than 250 offices in 29 countries throughout the world. He still keeps
everything in balance in his quest to continue to grow the company.
To this day, with over 6,000 employees, he continues to handwrite per-
sonalized birthday cards—a task he started many years ago when there
were just 19 employees in the company. Refusing to give in to the imper-
sonal technology era of email and phone texts, Sheldon still believes in
the old-fashioned personal touch of handwritten notes and phone calls.
The true passion and compassion Sheldon has for his Belfor employees
awarded him an Emmy-nomination of the Belfor episode on CBS’s hit
series Undercover Boss. A popular speaker and motivator, Sheldon has
also appeared at several events and conferences where he shares his un-
conventional yet effective business sense with groups of all ages, back-
grounds, and interests. Sheldon and his wife, Iris, have two sons and
are very involved in the community. In 2011, Sheldon launched Belfor
Cares, a nonprofit organization giving back to communities around the
world. Kots for Kids, a Belfor Cares charity created by his wife, Iris, con-
tinues the message that Belfor cares about communities, large and small.
Being able to provide children with the ability to dream the dream that
he has lived in real life is the basis of these charities. Today, under Shel-
don’s leadership, Belfor has grown to be the global leader in integrated
disaster recovery and restoration services. Belfor Holdings, Inc. is the
parent company of the Belfor Franchise Group, consisting of Ductz and
Hoodz, the world’s largest air-duct cleaning and kitchen-exhaust clean-
ing organizations, respectively; Greenblendz; the Professional Group;
and more. A true entrepreneur at heart, Sheldon is always looking ahead
for the next opportunity. Sheldon has an ingratiating personality, a keen
business sense, and a terrific sense of humor. If you are given the oppor-
tunity to meet him, if only for a few minutes, he will make a significant
impact on you.
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Johnston (Jack) Beach is a senior leadership development consultant at
IBM. He currently manages the Leadership Strategy & Research Group
and has oversight of the Executive Leadership Development Programs.
In that role he has had a great impact on IBM’s recognition over the last
several years as the number one corporation in leadership development.
Prior to coming to IBM, Jack was a colonel in the United States Army and
professor of psychology, who helped to build the Department of Behav-
ioral Sciences and Leadership at the United States Military Academy, West
Point, New York. He has consulted extensively on leadership develop-
ment and leadership education throughout the world. Jack is the author of
Leadership in My Rearview Mirror: Reflections from Vietnam, West Point, and
IBM, published by MC Press.

Brenda Bernstein, founder and senior editor of The Essay Expert LLC,
has been coaching professionals and students on their writing projects for
more than 12 years. Her team works closely with clients to create effec-
tive written expressions of who they are and what they have to offer. The
Essay Expert’s customers reliably produce compelling business docu-
ments, attain sought-after job interviews, and receive offers of admission
to top schools.

Jeff DeGraff is clinical professor of management and organizations at
the University of Michigan Ross School of Business. He is coauthor of
the books Creativity at Work, Leading Innovation, Competing, and Innovation
You. He also has a PBS program titled Innovation You. He is founder of the
Innovatrium Institute for Innovation, with labs in Ann Arbor, Michigan,
and Atlanta, Georgia. Jeff writes a column for Psychology Today and the
Huffington Post. He can be followed at www.JeffDeGraff.com.

Will Ford is a business-intelligence architect and blogger at www.
willfuldevelopment.com, where he offers book reviews and ideas on the
implications of intentional living and design on personal and professional
success. Beyond business intelligence and its strategic implications, his
passions include educational marketing, the impacts of technology, and
personal development.

Dr. John David Gordon has consistently been listed as one of Washington’s
Top Doctors in the Washingtonian Magazine. Dr. Gordon is the editor of
Obstetrics, Gynecology, and Infertility and is the author of many scientific
publications, and he blogs at www.100infertilityquestions.com, a proj-
ect that he launched in conjunction with the publication of his book,
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www.100infertilityquestions.com
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100 Questions and Answers About Infertility. Dr. Gordon is a Clinical Professor
of Obstetrics and Gynecology at George Washington University in Washing-
ton, DC. He has been honored on numerous occasions for his educational
activities and is a three-time recipient of the Council on Resident Educa-
tion in Obstetrics and Gynecology National Resident Teaching Award.

Doug Hoogervorst owns a high-service boutique business-intelligence
software called Business Impact, which helps the “un-teched” use their
business data without being held back by IT. The company is virtual with
employees and contractors around the U.S., and he appreciates Aneil and
Karen’s work on trust to have helped in establishing trust with employees,
contractors, customers, and vendors.

Eric Kutner is a homeland security specialist and founder of Emergency
Response Design Group (ERDG), a consultancy focused on the homeland
security realm. ERDG is involved with emergency preparedness, emer-
gency management, planning, and business continuity, with high-level
strategic partners in other areas that include physical security and conti-
nuity of government. He draws from his broad experience as a manage-
ment/business development consultant with a background in leadership
and management, and is an expert on social networks and relationship-
building across many industries. Active in innovation, entrepreneurship,
and science and technology education circles, he serves on the manage-
ment or planning committees of several entrepreneurial and social enter-
prise endeavors.

David Lassman is vice president of operations for Leed’s, a leader in the
corporate promotional products industry. At Leed’s, David is responsible
for an operation that employees more than 700 people in manufactur-
ing, warehousing, order processing, and customer service. In addition to
his position at Leed’s, David is an adjunct professor at Carnegie Mellon
University’s Heinz College of Public Policy and Management, where he
teaches organizational management. He also teaches managing change
as a guest lecturer in various executive education programs at Carnegie
Mellon’s Heinz College of Public Policy and Carnegie Mellon’s Tepper
School of Business.

Julie Mitchell, MA, offers integrated coaching and consulting services
to organizations ranging from Fortune 500 corporations to universities,
healthcare providers, and startups. Areas of expertise include communica-
tion skills development, strategic thinking, and advising leaders through
challenges, opportunities, and change. An award-winning speaker and
experienced educator, Julie delivers keynotes, brown-bag workshops, and
in-depth seminars.
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Gretchen Spreitzer is Professor of Management and Organizations at the
University of Michigan Ross School of Business. She is also the codirec-
tor of the Ross Leadership Initiative. She joined the Michigan faculty in
2001 after spending nine years on the faculty at the University of South-
ern California Marshall School of Business. Her research focuses on em-
ployee empowerment and leadership development, particularly within a
context of organizational change and decline. Her most recent research is
examining how organizations can enable thriving. This is part of a new
movement in the field of organizational behavior, known as positive or-
ganizational scholarship (www.bus.umich.edu/positive). Gretchen cur-
rently teaches electives on leading organizational change for MBAs and
BBAs, and the Multidisciplinary Action Project (MAP) Program. She also
is a core faculty member in the Leading the Positive Organization, Man-
agement of Managers, and Emerging Leaders executive education pro-
grams at Michigan.
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APPENDIX B: VALIDATED TRUST

SCALE

10.

11.
12.

13.

14.

15.
16.

17.

Management is straightforward with me
(open)

Management is competent and
knowledgeable (competent)

Management does not try to get out of
its commitments (reliable)

Management does not take advantage of
me (compassion)

Management communicates honestly
with me (open)

Management can contribute to this
organization’ success (competent)

Management behaves consistently
(reliable)

Management does not exploit me
(compassion)

Management does not mislead me in
their communications (open)

Management can help this organization
survive during the next decade
(competent)

Management is reliable (reliable)
Management cares about my best
interests (compassion)

Management does not withhold important
information from me (open)

Management is concerned for my welfare
(compassion)
Management can be counted on (reliable)

Management can help solve important
problems faced by this organization
(competent)

Management can be trusted (trust)
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This instrument (in its current form or in previous versions) was origi-
nally published in:

Brockner, Joel, Spreitzer, Gretchen M., Mishra, Aneil, K., Hochwarter, Wayne,
Pepper, Lewis, & Weinberg, Janice. (2004). Perceived control as an anti-
dote to the negative effects of layoffs on survivors” organizational commit-
ment and job performance. Administrative Science Quarterly, 49(1/March):
76-100.

Mishra, Aneil K., & Mishra, Karen E. (1994) The role of mutual trust in effective
downsizing strategies. Human Resource Management, 33(2), 261-279.

It has been subsequently published by us in:

Mishra, Karen E., Spreitzer, Gretchen M., & Mishra, Aneil K. (1998). Preserv-
ing employee morale during downsizing. Sloan Management Review, 39(2),
83-95.

Other researchers have used this instrument in their published articles,
as well:

Spreitzer, Gretchen. M., and Mishra, Aneil K. (1999). Giving up control without
losing control: Trust and its substitutes’ effects on managers’ involving
employees in decision making. Group and Organization Management, 14(2),
155-187.

Spreitzer, Gretchen M., & Mishra, Aneil K. (2002). To stay or to go: Voluntary sur-
vivor turnover following a downsizing. Journal of Organizational Behavior,
23(September), 707-729.Appendix B: Validated Trust Scale



APPENDIX C: TRUST CONTRACT
EXAMPLE

1. We promise to be reliable in our work together. We promise to tell each
other if there are problems that will keep us from meeting our agreed-
upon deadlines.

2. We promise to be open and honest with each other. We agree to tell the
truth about our work together.

3. We promise to do our best work for each other. We plan to exceed each
other’s expectations.

4. We promise to care about each other’s interests and to promote each
other’s well-being.

Me You
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