
[image: Cover: The SPEED of Trust, by Stephen M.R. Covey]


CEOs

“The Speed of Trust is red-hot relevant. In an age of heightened business regulation and oversight, it is important to focus on fundamentals. And trust is the intangible asset that can help assure the long-term sustainability of any organization or enterprise. Thanks to Stephen M. R. Covey’s new book, you can be well on the way to enhancing your organization’s trust assets for years to come.”

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

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

—David Neeleman, founder and CEO, JetBlue Airways

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

—Marilyn Carlson Nelson, Chairman and CEO, Carlson Companies

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

—Douglas R. Conant, President and CEO, Campbell Soup Company

“The Speed of Trust is a great find. It superbly achieves the goal of providing a road map to peak performance, both for individuals and organizations. But the true genius of the book is its universal relevance, as it combines a highly effective common-sense approach with frank guidance to enhance all relationships in life.”

—J. W. Marriott, Jr., Chairman and CEO, Marriott International, Inc.

“Lack of trust within an organization saps its energy, fosters a climate of suspicion and second-guessing, completely devastates teamwork and replaces it with internal politics. The end result is low morale and the consequent low standards of performance. Stephen M. R. Covey’s book is a timely reminder for leaders about what really matters in an organization.”

—Koh Boon Hwee, Chairman, DBS Bank Ltd.; former Chairman, Singapore Airlines

“I believe Covey’s insights around trust are very revealing to all who think about the practice of leadership. Clearly, without self-trust you can’t have organizational trust—and without the latter no real achievement.”

—Michael H. Jordan, Chairman and CEO, EDS

“In life and business, relationships are important—but they are empty unless they are established and based upon trust. Trust is the fundamental building block for a brand, and it is the glue for any lasting relationship. It is amazing how Stephen M. R. Covey, in The Speed of Trust, establishes the essence of what trust is and how it can be established and kept. What a service to the business world and society as a whole!”

—Horst H. Schulze, President and CEO, The West Paces Hotel Group; former founding President and COO, The Ritz-Carlton Hotel Company

“The Speed of Trust teaches a critical lesson—only organizations with a sterling level of trust garner a culture of true commitment vs. a whirlpool of wishful thinking through forced compliance. Covey powerfully articulates a clear road map for ordinary people like you and me to be capable of extraordinary things!”

—Pete Beaudrault, President and CEO, Sbarro; former President and CEO, Hard Rock Café International

“The Speed of Trust is a must-read not only for business leaders but for every individual. Mr. Covey defines trust in a most accurate fashion. One can benefit immensely from its contents.”

—Jon M. Huntsman, founder and Chairman, Huntsman International

“This book is an eye-opener—once you’ve read it you’ll see everything through your ‘trust glasses’ and understand how and why trust is so important in our professional and personal lives. By demonstrating that trust is tangible, measurable, and, most importantly, something that we can build more easily than we think, Stephen M. R. Covey has written a book that deserves to be read not only by business leaders, but also by everyone interested in improving their relationships with colleagues, friends, and family.”

—Gregory K. Ericksen, Global Vice-Chair, Strategic Growth Markets, Ernst & Young

“In the 80s, Stephen’s father convinced me that trust was the most important leadership attribute to create corporate/organizational success. He was absolutely right . . . over the last two decades Toro flourished because of it. Now, Stephen M. R. Covey convincingly shows why . . . that when the organization trusts its leaders, and everyone becomes trustworthy, then people can operate synergistically and non-defensively, which gets the best results much faster.”

—Ken Melrose, former Chairman and CEO, The Toro Company; author of Making the Grass Geener on Your Side

“Trust me, you can believe Stephen. This is very good stuff. The more people who read this in your circle of influence, the better your life will be, starting with yourself.”

—Blake M. Roney, Chairman, Nu Skin Enterprises

“The Speed of Trust clearly identifies trust as the source of speed in our direct relationships. Covey convincingly validates our experience at Dell—that trust has a bottom-line impact on results and that when trust goes up, speed goes up while costs come down. This principle applies not only in our professional relationships with customers, business partners, and team members but also in our personal relationships, which makes this insightful book all the more valuable.”

—Kevin Rollins, President and CEO, Dell Inc.

“When I received this book and was asked by Stephen M. R. Covey to read it and offer my comments, my first impulse was, ‘I don’t have the time.’ However, as I read the foreword, then the first few chapters, I could not put it down. It is exactly what business leaders need today. This book gets to the core roots of ethical behavior and integrity and how ‘trust’ is the most critical factor in effective leaders and organizations. The author discusses with clarity and insight how to develop trust through character and competence and how ‘trusted’ leaders and organizations do things better, faster, and at lower costs. Everyone should make the time to read this book.”

—Nolan D. Archibald, Chairman and CEO, Black & Decker Corporation

“Like his father, Stephen M. R. Covey is unafraid of exploring difficult, yet critical topics. His book, The Speed of Trust, goes right to the heart of one of the most important issues of our time: the absolute lack of trust. In a world turned upside-down, all who run organizations, all who seek deeper relationships, all who want more meaning in their lives would do well to consider trust as the asset they most desire.”

—David W. Checketts, Chairman, Sports Capital Partners; former CEO, Madison Square Garden

BUSINESS AUTHORITIES

“This is the book I’ve waited for! The definitive case that trust literally creates profit, success, and prosperity. With hard-nosed evidence and compelling examples, Stephen M. R. Covey shows us why mastering the value of trust is exactly how the United States and others will compete against the megatrend of globalization. Read this book. Become a ‘high trust’ leader. Your heart, your company, your stakeholders, and your net worth will thank you very much!”

—Patricia Aburdene, author of Megatrends 2010: The Rise of Conscious Capitalism

“Trust is the foundation of relationships. The Speed of Trust will enable you to build your foundation effectively. I highly recommend this book.”

—John C. Maxwell, author and speaker; founder, INJOY Stewardship Services and EQUIP

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

—Marcus Buckingham, coauthor of Now, Discover Your Strengths

“Collaboration is the foundation of the standard of living we enjoy today. Trust is the glue. This is the first book that teaches the ‘whats’ and the ‘hows’ of trust. A must-read for leaders at all levels.”

—Ram Charan, coauthor of the bestseller Execution; author of Profitable Growth Is Everyone’s Business

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

—Ken Blanchard, coauthor of The One Minute Manager and The Secret

“The Speed of Trust is filled with time-honored wisdom delivered at precisely the right moment. Stephen so persuasively builds the case that trust is the sin qua non of business success that we are left scratching our heads and wondering how something so critical has not been given front row, position one seating in our businesses. A must-read for every leader.”

—Jim Loehr, Coauthor of The Power of Full Engagement; CEO, The Human Performance Institute

“Well, somebody’s got to say it. Like father, like son. A truly wonderful book, Mr. Covey. Congratulations!”

—Michael Gerber, founder and Chairman, E-Myth Worldwide

“Stephen M. R. Covey’s book on trust is an exceptional piece of work. He defines and allows us to dig deep and understand trust in ways that have never been exposed. Congratulations.”

—Stedman Graham, author, speaker, and entrepreneur

“The Speed of Trust will guide you on a most important journey to generate and build trust daily. If you follow this path, your life will continue to unfold miraculously.”

—Tom Crum, author of Magic of Conflict and Three Deep Breaths

“Without trust, there can be no loyalty—and without loyalty, there can be no true growth. Covey persuasively makes the case in The Speed of Trust that trust is a measurable accelerator to performance and that when trust goes up, costs go down and speed goes up. A critical lesson for every leader who cares about building trusted relationships in this new economy.”

—Fred Reichheld, author of The Loyalty Effect and The Ultimate Question

“The most important element in any relationship, business or personal, is trust and credibility. This wonderful book shows you how to gain it, build it, preserve it, and incorporate trust into every area of your life.”

—Brian Tracy, author of The Way to Wealth

“This book is a manifesto for unleashing exponential performance improvement in organizations worldwide. But Covey doesn’t stop there. He also provides us a road map for making it happen. The Speed of Trust will be the seminal work on the foundation of cooperative human action for decades to come.”

—Joseph Grenny, coauthor of the New York Times bestseller Crucial Conversations

“Trust and Covey are 5-letter words that ensure success in this fast-paced world. The Speed of Trust is my new leadership bible.”

—Pat Croce, author of the bestseller I Feel Great and You Will Too!; former owner, Philadelphia 76ers

“The Speed of Trust hits upon a principle that has largely been ignored for far too long in our society—trust. It impacts every aspect of our life. Covey shows us not only how we can develop trust in the workplace, in our relationships, and our organizations, but also how to restore lost trust in those same environments. He demonstrates how the trust factor directly affects the marketplace and the bottom line of a business by increasing speed and lowering cost. The Speed of Trust is a concisely written, well-organized, and refreshing book that will benefit all who read it.”

—Hyrum W. Smith, author of What Matters Most; cofounder, FranklinCovey; CEO, The Galileo Initiative

“Covey’s book underscores the single most important factor—the substrate—that will determine the success (or failure) of any organization in the 21st century: TRUST. This is a powerful read: brave, imaginative, amazingly prescient, and backed up by empirical and analytical heft. A must-read for anyone in a position of responsibility, from a support group to a global corporation.”

—Warren Bennis, Distinguished Professor of Business Administration; author of On Becoming a Leader

“This much-needed book provides many practical examples of how greater trust produces better results, at less cost, sooner—at work and in life. It’s invaluable.”

—Spencer Johnson, M.D., author of Who Moved My Cheese?; coauthor of The One Minute Manager

“Stephen Covey’s work changed the world. I’d bet the price of this exciting book and more that his son, Stephen M. R. Covey, will have at least as much impact. The Speed of Trust is an amazing book starting with its novel and powerful title—my greatest wonder was why it hadn’t been written before. From the epigraph—‘Speed happens when people truly trust each other’—to the closing bell, this is a book worth savoring—and implementing. Dad Stephen says in the foreword that the book ‘strikes at the roots.’ And I say to that: Amen!”

—Tom Peters, author of Re-imagine!; coauthor of In Search of Excellence

MARKETING AUTHORITIES

“Why are you reading the blurbs in this book? Simple, because you trust (a few of) us. Trust drives everything in our nonbranded, too-fast world. So trust this: This is an important book. The younger Covey has written a book that matters.”

—Seth Godin, author of Small Is the New Big and Permission Marketing

“After you turn off the projector, quit PowerPoint, and end your pitch, most deals come down to a simple question: Do you trust each other? This book is a valuable and timely explanation of how to trust and how to be trusted.”

—Guy Kawasaki, author of The Art of the Start; Managing Director, Garage Technology Ventures

“Consumers are growing ambivalent to boundlessly corrupt political institutions while seizing on social issues those bodies are supposed to address. The Speed of Trust provides a path to the kind of transparency people will increasingly demand from brands, corporations, and politicians.”

—Faith Popcorn, marketing futurist; author of The Popcorn Report

“Everything in marketing points to the reality that the profitable companies are those that have earned the confidence of their public. Confidence cannot be overestimated. Stephen M. R. Covey takes this reality one step further by proving not only the value of confidence, but also the way to earn it. The Speed of Trust is the ultimate how-to book.”

—Jay Conrad Levinson, the Father of Guerrilla Marketing; author of the Guerrilla Marketing series

“Good leaders know where they are going. Followers trust it’s the right direction. Without trust, you get nowhere.”

—Jack Trout, author of Trout on Strategy; coauthor of Positioning

MEDIA AUTHORITIES

“In the world of law and politics, the absence of trust has accomplished everything Stephen describes: promoting divisiveness and disillusionment, exacerbating bureaucratic rule-based relationships, and, ultimately, creating beliefs and behaviors that serve to destroy a free and civil society. Invaluable to every American, The Speed of Trust delivers the tools that can restore transparency, honesty, and confidence to a nation in need.”

—Catherine Crier, former judge; bestselling author; host of Court TV’s Catherine Crier Live

“The Speed of Trust provides compelling evidence and invaluable information as to how the development of trust—based upon genuine, transparent character and competence—can increase speed and profits. Stephen M. R. Covey shows how the hard, measurable components of trust can also create, cement, and enhance all business and professional relationships. The Speed of Trust is a breakthrough work, and should be read by everyone.”

—Ken Lindner, author of Crunch Time: 8 Steps to Making the Right Life Decisions at the Right Times

“Covey brilliantly focuses on that overlooked bedrock of democratic capitalism—trust. Like the air we breathe, we too often take this critical intangible for granted. As Covey makes clear, we do so at our ultimate competitive peril.”

—Steve Forbes, President and CEO, Forbes

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

—Larry King

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

—Dr. Laura Schlessinger, internationally syndicated radio host; author of The Proper Care and Feeding of Marriage

GOVERNMENT, EDUCATION, AND HEALTHCARE AUTHORITIES

“The Speed of Trust is absolutely the right book for our times—inspiring, empowering, and immediately useful. People in all walks of life, anywhere in the world, will benefit from its important message: Investing in integrity and reaping the trust dividend can strengthen businesses and enrich lives.”

—Rosabeth Moss Kanter, Harvard Business School; author of the bestseller Confidence: How Winning Streaks and Losing Streaks Begin and End

“In the true Covey tradition, here is an outstanding book, The Speed of Trust. It is a book that everyone who aspires to be a leader must read. Outstanding!!”

—Arun Gandhi, President, M. K. Gandhi Institute for Nonviolence

“The Speed of Trust comes at a time when ‘trust’ seems to be speeding toward the endangered species list. That will change as people read Stephen M. R. Covey’s insights and guidelines, prohibitions and prescriptions for creating authentic trust in relationships, business, sports, politics, and life. The name ‘Covey’ has come to represent excellence. This book carries on the tradition.”

—John R. Wooden, Coach Emeritus, UCLA Basketball; author of My Personal Best and Wooden on Leadership

“The Speed of Trust is a wonderful book. It is readable, practical, and broadly applicable. Anyone who needs to get crucial things done faster, more effectively, and with less friction ought to read it.”

—Clayton M. Christensen, Robert & Jane Cizik Professor, Harvard Business School

“Although it sounds like a cliché, The Speed of Trust is a must-read for anyone desiring to lead a nation, a company, a family, or even oneself during these turbulent times. As a student and practitioner of Covey principles for years in military hospitals, medical centers, and staff positions, as well as a CEO of a national medical association, I never was able to distill the essence of leadership as clearly as Stephen M. R. Covey has. This book is critical reading for anyone who desires to lead in a world of polarity, cynicism, and disappointment.”

—Charles H. Roadman II, M.D., Lt. General, USAF (Ret.); Surgeon General, USAF (Ret.)

“Stephen M. R. Covey has written a superior book on the importance of trust. Our principals will greatly benefit from reading this book. It will help them as they create trust with the teachers and the teachers in turn with their students. This book is a must-read.”

—Pedro Garcia, Ed.D., Director of Schools, Metropolitan Nashville Public Schools

“Shortly after becoming Dean of the School of Medicine at UTMB Galveston, I took several of my key leaders to hear Stephen speak on The Speed of Trust. It resonated with all of us. Stephen and his team have worked with UTMB’s leadership group over the last year and given us both the insight and the ongoing tools to eliminate our ‘trust tax’ and truly become a productive community. The principles and action plans laid out by Stephen are universal. Anyone who is in a leadership team should read The Speed of Trust.”

—Valerie M. Parisi, M.D., M.P.H., M.B.A., Dean of Medicine and Chief Academic Officer, University of Texas Medical Branch

“Stephen M. R. Covey has researched the concept of trust down to its very core and provided solid, compelling data to prove the breadth of the trust gap, but more importantly, to provide solutions to broken trust. I find daily examples of the speed and alacrity that a trusting relationship yields and Stephen’s behavioral principles allow our toughest decisions to be made faster and with far less angst. This book has enormous power to change your life and your organization.”

—Dave Gayler, Ph.D., Superintendent of Schools, Charlotte County, Florida

“In the great tradition of words in the Covey name, The Speed of Trust has emphasized and clarified an in-depth understanding of the power of trust. Highly successful performers in business and in sports show a level of trust and understanding that separates them from their competition. Covey has validated this significance in our relationships and in our future successes in The Speed of Trust.”

—Pete Carroll, head Football Coach, National Champion USC Trojans

PERSONAL AND PROFESSIONAL DEVELOPMENT AUTHORITIES

“Those relationships that will stand the test of time are built upon a foundation of enduring trust. Covey gives us the blueprint for learning how to apply this principle with the important people in our lives.”

—John Gray, Ph.D., author of Men Are from Mars, Women Are from Venus

“In The Speed of Trust, Stephen M. R. Covey expertly illuminates the connections between credibility and productivity in a way that will forever change your perception of trust.”

—Anthony Robbins, author of Awaken the Giant Within and Unlimited Power

“The Speed of Trust explains brilliantly how trust is the shortest route to results. If you want rapid results, I trust you’ll love this book as much as I did.”

—Robert G. Allen, author of the New York Times bestsellers Multiple Streams of Income and Cracking the Millionaire Code: Your Key to Enlightened Wealth

“I know the importance of trust. Being roped together when crossing an ice field riddled with crevasses is the ultimate trust scenario. In the mountains, my life is often in my teammates’ hands and theirs in mine. Such a commitment is based on enormous trust, like much of life. Stephen’s book is packed with content on sustaining and building trust. It’s a must-read.”

—Erik Weihenmayer, “The blind guy who climbed Everest”; author of Touch the Top of the World

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

—Mark Victor Hansen, Cocreator of the number one New York Times bestselling series Chicken Soup for the Soul; coauthor of Cracking the Millionaire Code and The One Minute Millionaire

“Trust is not a garment to be worn or cast off depending on the situation or culture. Every political, business, family, and educational leader in every nation needs to internalize the core concepts in this once-in-a-millennium book. Stephen has identified the synergistic glue that enables us to stick together. If we embrace it, we survive and thrive. If not, history becomes our prologue.”

—Dr. Denis Waitley, author of The Seeds of Greatness

“I am happier when I am trusted, and I bet you are too. Covey has done a masterful job teaching that trust is conditioned on our behavior and that we can consciously shift our behavior to deserve trust. This one realization can change your life. This is the best book by a Covey since 7 Habits.”

—Richard Carlson, Ph.D., author of Don’t Sweat the Small Stuff and Don’t Get Scrooged

LEARNING AND HUMAN RESOURCE AUTHORITIES

“Building trust is one of the most critical challenges facing our society today. The Speed of Trust is a great gift, an indispensable resource for leaders in all three sectors determined to build and inspire trust across the organization. The ‘Five Waves of Trust’ will become a powerful support for principled, effective leaders of the future.”

—Frances Hesselbein, Chairman, The Leader to Leader Institute (formerly the Peter F. Drucker Foundation)

“Stephen’s book is a fantastic resource on the ‘how-to’s’ of establishing, building and growing trust throughout your organization’s constituency base. This book is a critical read for all leaders in our new global economy who understand and value transparency and honesty. It is what we, as leaders, should all be about!”

—Ann Rhoades, President, People Ink; former EVP People, JetBlue Airways

“Trust is the quintessential basis for any solid relationship. In this well-crafted book Stephen has helped all of us to look deeply into how we can make trust the essence of our personal and professional lives.”

—Fred Harburg, former President and Chief Learning Officer, Motorola University

“Trust is the glue that bonds great people, processes, and environments, and ensures long-term success. If this critical component is missing, everything else falls apart. The Speed of Trust finally hits the mark that others have just grazed. Stephen M. R. Covey gives us the thinking process and structure for establishing, mending, and pursuing lifelong trusting relations in every aspect of our life. Let the healing begin!”

—Rita Bailey, CEO, QVF Partners; coauthor of Destination Profit; former Director of the University for People, Southwest Airlines

“In a ‘flatter’ world, trust is the ‘secret sauce’ that significantly enhances learning, relationships, and results. Covey’s breakthrough insight that trust is a competency is both revolutionary and immediately practical. CEOs and Chief Learning Officers will embrace The Speed of Trust as an authentic and actionable strategy—a road map—for increasing the effectiveness of their organizations and leaders.”

—Elliott Masie, CEO, The Learning CONSORTIUM
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To my wife, Jeri, for her constant encouragement,

unbelievable kindness, and abundant trust



WHY AN UPDATED EDITION

The content of this updated edition is essentially the same as the first. Experience has shown it’s more relevant today than ever (see the Afterword).

However, we’ve now had the benefit of an additional twelve years of experience, which have produced even more outstanding examples of the ways people have applied the principles in a fast-changing world. The intent in publishing this updated edition is to share some updated information as well as some of the experiences of those who have discovered that truly “Trust changes everything.”
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FOREWORD

How can a father “brag” on his son and still be credible—particularly regarding a book on trust?

Consider this. Within three years of entrusting Stephen with the role of CEO in my company, Covey Leadership Center, the company’s sales nearly doubled and profit went up over 1,200 percent. During that period, the company branched into 40 different countries and increased in shareholder value from $2.4 million to the $160 million it was worth at the time of the merger he orchestrated with Franklin Quest to form FranklinCovey.

How was this accomplished under Stephen’s leadership? In a word—trust. Because of his character and his competence, Stephen was trusted. Also, he extended trust to others. The synergistic effect of being trusted and giving trust unleashed a level of performance we had never experienced before, and almost everyone associated with those events looked on the transformation as the supreme, most exhilarating, and inspiring experience of their business careers.

By the way, Stephen was the “green and clean” seven-year-old son I wrote about in my book The 7 Habits of Highly Effective People. You’ll be interested (as I was) to read “his side of the story” in this book. From my perspective, Stephen’s learning how to keep our yard “green and clean” set a pattern of excellence that has continued throughout his life, and it has manifested itself in the way in which he transformed my company, carried out a number of successful leadership, training, and consulting projects, and produced this book—as well as in everything else he has done.

THREE REASONS WHY I LOVE THIS BOOK

There are three reasons why I believe this book will become a classic. First, it works on the roots. Second, it’s deep, practical, and comprehensive. Third, it inspires hope. Let me comment on each in turn.

First, this book strikes at the roots. Henry David Thoreau taught that “for every thousand people hacking at the leaves of evil, there is one striking at the roots.” You can easily see the importance of “striking at the roots” in other dimensions—for instance, when you compare the impact of focusing on preventing disease instead of merely treating it, or on preventing crime instead of merely enforcing the law. In this book, you begin to see it in business where, instead of compliance, the focus is on optimization through developing an ethical character, transparent motivation, and superb competence in producing sustained, superior results.

It’s ironic, but from my experience around the world, Sarbanes-Oxley compliance (or its equivalent) has eclipsed the focus on the mistakenly so-called soft stuff, like trust. CFOs and auditors have replaced people developers and strategic-minded HR practitioners in the throne room. At the same time, one of the hottest topics today is ethics—ethics discussions, ethics curriculum, ethics training, codes of ethics. This book shows that while ethics is fundamentally important and necessary, it is absolutely insufficient. It shows that the so-called soft stuff is hard, measurable, and impacts everything else in relationships, organizations, markets, and societies. Financial success comes from success in the marketplace, and success in the marketplace comes from success in the workplace. The heart and soul of all of this is trust.

This work goes far beyond not only my work, but also beyond anything I have read on the subject of trust. It goes beyond ethical behavior in leadership, beyond mere “compliance.” It goes deep into the real “intent” and agenda of a person’s heart, and then into the kind of “competence” that merits consistent public confidence. Just think about it—whether you define trust as mutual confidence or loyalty or ethical behavior, or whether you deal with its fruits of empowerment and teamwork and synergy, trust is the ultimate root and source of our influence.

As you read this book, it will inspire you to think like a “social ecologist” so that you see the relationships of all things and how ultimately all things are rooted in trust. It gives an enlarged perspective and a sequential process to transform a culture of low trust into one of high trust.

Second, this book presents a model of trust that is deep, practical, and comprehensive. It takes you through an inside-out approach to the 5 Waves of Trust. Like a pebble thrown into a pond, it moves from self to relationships with others to relationships with all stakeholders, including society. Through powerful and practical illustrations, it shows how the principles apply universally, whether it’s personally or in a one-on-one relationship, a family, a business, a school, a hospital, a government department, a military unit, or a “not-for-profit.”

Third, this book breathes hope. As you move sequentially through the chapters, you begin to feel optimistic and inspired that no matter what the situation or how low the trust, you can become an active agent in establishing or restoring trust and in rebuilding relationships, and it doesn’t have to take “forever.” As Stephen shares his own and others’ stories of turning around sour, toxic, costly, sluggish situations, you feel affirmed and empowered. You believe you can do it, and you want to do it, and do it in a way that is sustainable.

THE KEY FACTOR IN A GLOBAL ECONOMY

As we move rapidly into an even more transparent interdependent global reality, trust is more career critical than it has ever been. My interactions with business leaders around the world have made it increasingly evident that “speed to market” is now the ultimate competitive weapon.

Low trust causes friction, whether it is caused by unethical behavior or by ethical but incompetent behavior (because even good intentions can never take the place of bad judgment). Low trust is the greatest cost in life and in organizations, including families. Low trust creates hidden agendas, politics, interpersonal conflict, interdepartmental rivalries, win-lose thinking, defensive and protective communication—all of which reduce the speed of trust. Low trust slows everything—every decision, every communication, and every relationship.

On the other hand, trust produces speed. And, as Stephen points out, the greatest trust-building key is “results.” Results build brand loyalty. Results inspire and fire up a winning culture. The consistent production of results not only causes customers to increase their reorders, it also compels them to consistently recommend you to others. Thus, your customers become your key promoters, your key sales and marketing people. In addition, results win the confidence of practical-minded executives and workforces. Consistent results also put suppliers under the main tent as strategic partners, which is so vital in this new world-class, knowledge-worker-based, global economy.

Trust is like the aquifer—the huge water pool under the earth that feeds all of the subsurface wells. In business and in life, these wells are often called innovation, complementary teams, collaboration, empowerment, Six Sigma, and other expressions of Total Quality Management, brand loyalty, or other strategic initiatives. These wells themselves feed the rivers and streams of human interaction, business commerce, and deal making. They give sustaining quality of life to all relationships, including family relationships, interdepartmental relationships, day-to-day supplier and customer relationships—in fact, any effort to make a sustainable contribution.

A FINAL WORD

This book is a readable, assessable, pragmatic treatment of an extremely timely topic in this new “flat world” we now live in. It comes not just out of anecdotal and personal experiences, but is based on empirical research that demonstrates how the speed of trust can be put into the calculus of all of the important metrics inside organizations and relationships. Measurement is what makes this material so hard-edged and practical and so credible.

Seeing Stephen drill down so much deeper and go beyond my own thinking and adding significant new learning and insight has made me very proud and gratefully humbled at the same time. On the single most important need and subject in life—trust—I believe that Stephen has climbed a new summit, both as a model/practitioner and as a serious and competent thought leader.

I hope you enjoy and benefit from the read. I know I did.

Stephen R. Covey



THE ONE THING THAT CHANGES EVERYTHING

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

On the other hand, if developed and leveraged, that one thing has the potential to create unparalleled success and prosperity in every dimension of life. Yet, it is the least understood, most neglected, and most underestimated possibility of our time.

That one thing is trust.

Trust impacts us 24/7, 365 days a year. It undergirds and affects the quality of every relationship, every communication, every work project, every business venture, every effort in which we are engaged. It changes the quality of every present moment and alters the trajectory and outcome of every future moment of our lives—both personally and professionally.

Contrary to what most people believe, trust is not some soft, illusive quality that you either have or you don’t; rather, trust is a pragmatic, tangible, actionable asset that you can create—much faster than you probably think possible.

While corporate scandals, terrorist threats, office politics, and broken relationships have created low trust on almost every front, I contend that the ability to establish, grow, extend, and restore trust is not only vital to our personal and interpersonal well-being; it is the key leadership competency of the new global economy.

I am also convinced that in every situation, nothing is as fast as the speed of trust. And, contrary to popular belief, trust is something you can do something about. In fact, you can get good at creating it!



NOTHING IS AS FAST AS THE SPEED OF TRUST

Speed happens when people . . . truly trust each other.

—EDWARD MARSHALL

Speed is the new currency . . .

—MARC BENIOFF

I’ll never forget an experience I had some years ago when I worked for a short stint with a major investment banking firm in New York City. We had just come out of a very exhausting meeting, during which it had become evident that there were serious internal trust issues. These issues were slowing things down and negatively affecting execution. The senior leader said to me privately, “These meetings are dysfunctional and a waste of time. I just don’t trust ‘Mike.’ I don’t trust ‘Ellen.’ In fact, I find it hard to trust anyone in this group.”

I said, “Well, why don’t you work on increasing trust?”

He turned to me and replied seriously, “Look, Stephen, you need to understand something. Either you have trust or you don’t. We don’t have it, and there’s nothing we can do about it.”

I strongly disagree. In fact, both my personal life and my work as a business practitioner over the past 30 years have convinced me that there is a lot we can do about it. We can increase trust—much faster than we might think—and doing so will have a huge impact, both in the quality of our lives and in the results we’re able to achieve.

You can have all the facts and figures, all the supporting evidence, all the endorsement that you want, but if you don’t command trust, you won’t get anywhere.

—NIALL FITZGERALD, FORMER CHAIRMAN, UNILEVER

TRUST ISSUES AFFECT EVERYONE

As I speak to audiences around the world about the Speed of Trust, I repeatedly hear expressions of frustration and discouragement such as these:

I can’t stand the politics at work. I feel sabotaged by my peers. It seems like everyone is out for himself and will do anything to get ahead.

I’ve really been burned in the past. How can I ever trust anyone enough to have a real relationship?

I work in an organization that’s bogged down with bureaucracy. It takes forever to get anything done. I have to get authorization to buy a pencil!

The older my children get, the less they listen to me. What can I do?

I feel like my contributions at work are hardly ever recognized or valued.

I foolishly violated the trust of someone who was supremely important to me. If I could hit “rewind” and make the decision differently, I would do it in a heartbeat. But I can’t. Will I ever be able to rebuild the relationship?

I have to walk on eggshells at work. If I say what I really think, I’ll get fired . . . or at least made irrelevant.

My boss micromanages me and everyone else at work. He treats us all like we can’t be trusted.

With all the scandals, corruption, and ethical violations in our society today, I feel like someone has pulled the rug out from under me. I don’t know what—or who—to trust anymore.

So what do you do if you’re in a situation like one of these—or in any situation where a lack of trust creates politics and bureaucracy, or simply slows things down? Do you merely accept this as the cost of doing business? Or can you do something to counteract or even reverse it?

I affirm that you can do something about it. In fact, by learning how to establish, grow, extend, and restore trust, you can positively and significantly alter the trajectory of this and every future moment of your life.

Technique and technology are important, but adding trust is the issue of the decade.

—TOM PETERS, BUSINESS AUTHOR

GETTING A HANDLE ON TRUST

So what is trust? Rather than giving a complex definition, I prefer to use the words of Jack Welch, former CEO of General Electric. He said, “[Y]ou know it when you feel it.”

Simply put, trust means confidence. The opposite of trust—distrust—is suspicion. When you trust people, you have confidence in them—in their integrity and in their abilities. When you distrust people, you are suspicious of them—of their integrity, their agenda, their capabilities, or their track record. It’s that simple. We have all had experiences that validate the difference between relationships that are built on trust and those that are not. These experiences clearly tell us the difference is not small; it is dramatic.

Take a minute right now and think of a person with whom you have a high trust relationship—perhaps a boss, coworker, customer, spouse, parent, sibling, child, or friend. Describe this relationship. What’s it like? How does it feel? How well do you communicate? How quickly can you get things done? How much do you enjoy this relationship?

Now think of a person with whom you have a low-trust relationship. Again, this person could be anyone at work or at home. Describe this relationship. What’s it like? How does it feel? How is the communication? Does it flow quickly and freely . . . or do you feel like you’re constantly walking on land mines and being misunderstood? Do you work together to get things done quickly . . . or does it take a disproportionate amount of time and energy to finally reach agreement and execution? Do you enjoy this relationship . . . or do you find it tedious, cumbersome, and draining?

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

Can you even begin to imagine the difference it would make if you were able to increase the amount of trust in the important personal and professional relationships in your life?

You can’t have success without trust. The word trust embodies almost everything you can strive for that will help you to succeed. You tell me any human relationship that works without trust, whether it is a marriage or a friendship or a social interaction; in the long run, the same thing is true about business, especially businesses that deal with the public.

—JIM BURKE, FORMER CHAIRMAN AND CEO, JOHNSON & JOHNSON

THE CRUCIBLE

One of the most formative experiences I’ve had personally in increasing trust occurred several years ago as a result of the merger between Franklin Quest and Covey Leadership Center to form FranklinCovey Company. As anyone who has ever been through a merger or an acquisition will know, these things are never easy. The merged company had terrific strengths. We had great people, superb content, loyal clients, and productive tools. But the blending of the two cultures was proving to be enormously challenging.

As president of the Training and Education business unit, I had traveled to Washington, D.C., to address about a third of our consultants on the topic of our division’s strategy. But a meeting that should have had me looking forward with anticipation literally had my stomach churning.

Several weeks before, the company’s new CEO—frustrated (as we all were) with the enormous problems and friction that had beset what had seemed to be a promising merger—had scheduled a meeting of all the consultants in the company. In an effort to “get out” everyone’s concerns, he had created a format in which we, as leaders, were to listen, but could not respond, to anything anyone wanted to say. The meeting, scheduled to last four hours, turned into a 10-hour “dump” session. With no one allowed to amend, correct, give context, supply missing information, discuss the other side of the issues, or even show the dilemmas involved, only a small percentage of what was said had real contextual accuracy. Most was misinterpreted, manipulated, or twisted, and some of it was flat-out wrong. There were assumptions, suspicions, accusations, frustrations. And, as leaders, we had reluctantly agreed to a format in which we weren’t permitted to say a word.

In the end, we’d had over a dozen such meetings. The whole experience had been brutal, and, with my position of leadership, I had taken it all personally. Having had some experience on Wall Street, I knew mergers were usually hard, but I had thought we could do what needed to be done to make this one work.

The problem was that I had assumed far too much. Mistakenly, I had failed to focus on establishing trust with the newly merged company, believing that my reputation and credibility would already be known. But they weren’t, and, as a result, half the people trusted me and the other half didn’t. And it was pretty much divided right down Covey or Franklin “party” lines. Those from the Covey side who knew me and had worked with me basically saw my decisions as a sincere effort to use objective, external criteria in every decision and to do what was best for the business—not to try to push a “Covey” agenda . . . in fact, sometimes even bending over backward to avoid it. Those who didn’t know me, hadn’t worked with me, and didn’t trust me interpreted every decision in the exact opposite manner.

In one case, for example, a question had come up concerning the use of the Sundance Resort for one of our leadership development programs. Sundance had been somewhat hard to work with, and some felt we should move the program to another venue. The program director strongly wanted to keep it at Sundance because clients loved the location, and the financial data showed that we were averaging nearly 40 percent more revenue per program held there compared to other venues. I said, “Because the economics are better and the program director strongly recommends that we keep it there, we’ll find better ways to work with Sundance.” That was an example of a solid business decision I assumed people would understand.

But those who didn’t trust me didn’t understand. They thought I was trying to push a “Covey” approach. Some even wondered if I was getting some kind of kickback because, as a community leader, I had been asked to serve in an unpaid role on the advisory board for the Sundance Children’s Theater. Many suspected my motive. Because there was such low trust, the feeling was, “There’s got to be some kind of hidden agenda going on here.”

The moment there is suspicion about a person’s motives, everything he does becomes tainted.

—MAHATMA GANDHI

In another situation, I had made the decision to move “Ron,” an extremely talented leader who had come from the Covey side into a different position because, like many of us, he had gotten caught in merger politics and had polarized the two camps. I had decided to go outside the organization for Ron’s replacement so that there would be no perception that the new manager was a “Covey” person or a “Franklin” person.

When I made this announcement, I thought people would be excited by my attempt to bring in new talent. But among those who didn’t trust me, no one even heard the part about bringing in someone from the outside to replace Ron as manager; all they heard was that he was still in the company, and they wanted him gone.

Time after time, my actions had been misinterpreted and my motives questioned, even though I had involved both Covey and Franklin camps in making decisions. As you might imagine, some who had no idea of my track record and results had assumed that the only reason I was in my position of leadership was simply that I was Stephen R. Covey’s son and that I had no credibility on my own.

As a result of all this, I’d had to make decisions much more slowly. I tried to project how every decision would be interpreted by each of the cultures. I began to worry about baggage and risk. I started playing a political game that I’d never played before—one that I never had to play before, because it had never been part of who I was.

As I thought about everything that had transpired, I came to the realization that if I didn’t take the tough issues head-on, the current situation would simply perpetuate itself—probably even get worse. My every decision would be second-guessed and politicized. Getting anything done would be like trying to move through molasses. We were facing increasing bureaucracy, politics, and disengagement. This was wasting enormous amounts of time, energy, and money. The cost was significant.

Besides, I thought, given how badly things were going, what did I have to lose?

So when I walked into the consultant meeting that day in Washington, D.C., I basically said, “Look, we’re at this meeting to talk about strategy. And if that’s what you want to talk about, that’s what we’ll talk about. But if you would rather talk about the merger issues that are really on your minds, we’ll talk about those. We’ll talk about any of the tough questions you have: Who’s staying and who’s going? Who’s making what decisions? What criteria are being used? Why aren’t we more informed? What if we don’t trust those making the decisions? What if we don’t trust you, Stephen, to make some of these decisions?”

At first, people were stunned that I would bring up these difficult issues, including their perception of me. Many were also wondering what my real agenda was. But they soon realized that I wasn’t hiding anything. I was being transparent and candid. They could tell I genuinely wanted to open things up. As the meeting progressed, they could see that I wasn’t operating from any hidden agenda; I was sincerely trying to do what was right for the business.

As it turned out, the scheduled one-hour strategy meeting turned into a full day’s discussion of their concerns: Whose buildings were we going to use? Which compensation plan would we adapt? Whose sales model would we use? Are you, Stephen, really competent to make these decisions? What is your track record? What are your criteria?

I openly acknowledged that these were challenging issues. I candidly shared the thinking and rationale behind the decisions and the process by which they were made, or were being made. I shared all the data I could share, and if I couldn’t share it, I explained why. I listened and sought to understand their concerns. Based on their recommendations, I made several commitments around improvements.

At the end of the day, there was a renewed feeling of hope and excitement. One participant told me that I had established more trust in one day than I had in the prior several months. More than anything else, I realized, it was a starting place, an acknowledgment of the value of our transparent communication. I also realized that the real test, however, would be on how I followed through. At least now, people could see my behavior through new eyes, not tainted by the lens of low trust.

Word from this meeting spread, and within the next few months, I was able to meet with the other consultants and go through the same process with the same results. I followed a similar course with other groups and divisions. In a very short period of time, we were able to establish trust with our entire business unit. As far as my unit was concerned, this increased trust dramatically changed everything. We were able to increase speed, lower cost, and improve results in all areas.

I am happy to report that FranklinCovey has weathered the storms created by the merger and is now doing very well. On a personal basis, the whole experience helped me to understand trust far more clearly than in premerger times when trust was high and things were good.

First, I learned that I had assumed way too much. I assumed I had trust with people, when in fact I didn’t. I assumed that people were aware of my track record and Covey Leadership Center’s track record, which they were not. I assumed that because I was teeing up the tough issues in my private meetings and making decisions based on objective business criteria, this was being reported down line, but it was not.

I also learned that I had been politically naïve. Yes, I made mistakes. But I didn’t make the mistakes I was being accused of making. The most significant mistake I made was in not being more proactive in establishing and increasing trust. As a result, I experienced firsthand both the social and the hard, bottom-line economic consequences of low trust.

In addition, I learned that trust truly does change everything. Once you create trust—genuine character- and competence-based trust—almost everything else falls into place.

A CRISIS OF TRUST

You don’t need to look far to realize that, as a global society, we have a crisis of trust on our hands. Consider the headlines:

• “Employees’ New Motto: Trust No One”

• “Companies Urged to Rebuild Trust”

• “Both Sides Betray the Other’s Trust”

• “Consumer Trust Falls in Wake of Scandal”

• “Ethics Must Be Strengthened to Rebuild People’s Trust”

• “Relationships Fall Apart as Trust Dwindles”

• “Now Who Do You Trust?”

News headlines reveal the symptoms of the compelling truth: Low trust is everywhere. It permeates our global society, our marketplace, our organizations, our relationships, our personal lives. It breeds suspicion and cynicism, which become self-perpetuating, resulting in a costly, downward cycle.

Consider our society at large. Trust in almost every societal institution (government, media, business, health care, churches, political parties, etc.) is significantly lower than a generation ago, and in many cases, sits at historic lows. For example, various polls circa 2018 show that in the United States, only 32% of those surveyed tend to trust the media (down from 72% in 1976), only 18% trust the government, and only 21% trust big companies.

Perhaps even more telling is the loss of trust with regard to people trusting other people. The General Social Survey reveals that only 31% of Americans believe that other people can be trusted, down from 48% three decades ago. Data from the World Values Survey shows that most Latin American and African countries are below 20%, with some countries below 10%. Four decades ago in Great Britain, 60% of the population believed other people could be trusted; today, it’s down to 29%.

The “good” news of this study—relatively speaking—is that 68% of Scandinavians (Denmark, Sweden, and Norway) and 68% of the people in the Netherlands believe others can be trusted, indicating that there are some higher-trust societies. And The Netherland’s figure has increased by 23 absolute percentage points in a five-year period, which demonstrates that it is possible to increase societal trust.

A nation’s well-being, as well as its ability to compete, is conditioned by a single, pervasive cultural characteristic: the level of trust inherent in the society.

—FRANCIS FUKUYAMA, STANFORD SENIOR FELLOW

On the organizational level, trust within companies has also sharply declined. Just look at what the research shows:

• Only 45% of employees have trust and confidence in senior management.

• Only 18% of people believe business leaders tell them the truth (it’s only 13% for government leaders).

• Over a recent 12-month period, 76% of employees observed illegal or unethical conduct on the job—conduct which, if exposed, would seriously violate the public trust.

What about trust at the personal relationship level? While this naturally varies with regard to particular relationships, trust is a major issue for most people in at least some relationships (and too often with their most significant relationships, such as with a boss or coworker or a spouse or child at home).

Consider the following:

• The number one reason people leave their jobs is a bad relationship with their boss.

• One out of every two marriages ends in divorce.

Relationships of all kinds are built on and sustained by trust. They can also be broken and destroyed by lack of trust. Try to imagine any meaningful relationship without trust. In fact, low trust is the very definition of a bad relationship.

What about trust at the individual level? Consider the percentage of students who acknowledged that they cheated in order to improve their odds of getting into graduate school.

• Liberal arts students—43%

• Education students—52%

• Medical students—63%

• Law students—63%

• Business students—75%

How does it make you feel to know that there’s more than a 50% chance that the doctor who’s going to perform surgery on you cheated in school? Or a 75% chance that the company you’re going to work for is being led by someone who didn’t consider honesty important?

Recently, when I presented this data to a group of attorneys, they were thrilled to find out that they were not in last place! And they chided me because—with my MBA—I was! (It didn’t help when I further pointed out that 76% of MBAs were willing to understate expenses that cut into their profits, and that convicts in minimum-security prisons scored as high as MBA students on their ethical dilemma exams.)

Talk about a crisis of trust!

Society, organizations, and relationships aside, there’s an even more fundamental and powerful dimension to self trust. Often, we make commitments to ourselves—such as setting goals or making New Year’s resolutions—that we fail to fulfill. As a result, we come to feel that we can’t even fully trust ourselves. If we can’t trust ourselves, we’ll have a hard time trusting others. This personal incongruence is often the source of our suspicions of others. As my father has often said, we judge ourselves by our intentions and others by their behavior. This is why, as we’ll discuss later, one of the fastest ways to restore trust is to make and keep commitments—even very small commitments—to ourselves and to others.

Truly, we are in a crisis of trust. It affects us on all levels—societal, institutional, organizational, relational, and personal—and it has a perpetuating effect. While many of us may be fairly resilient, with each new violation of trust or corporate scandal, we tend to recover a little more slowly. We wonder what else is out there. We become increasingly suspicious of other people. We begin to project the behavior of the few upon the many, and we are paying for it dearly.

THE ECONOMICS OF TRUST

A cynic might ask, “So what? Is trust really more than a nice-to-have social virtue, a so-called hygiene factor? Can you measurably illustrate that trust is a hard-edged economic driver?” I intend to answer these questions emphatically in this book by clearly demonstrating the strong business case for trust.

Here’s a simple formula that will enable you to take trust from an intangible and unquantifiable variable to an indispensable factor that is both tangible and quantifiable. The formula is based on this critical insight: Trust always affects two outcomes—speed and cost. When trust goes down, speed will also go down and costs will go up.

↓ Trust = ↓ Speed ↑ Cost

When trust goes up, speed will also go up and costs will go down.

↑ Trust = ↑ Speed ↓ Cost

It’s that simple, that real, that predictable. Let me share a couple of examples.

Immediately following the 9/11 terrorist attacks, our trust in flying in the U.S. went down dramatically. We recognized that there were terrorists bent on harming us, and that our system of ensuring passenger safety was not as strong as it needed to be.

Prior to 9/11, I used to arrive at my home airport approximately half an hour before takeoff, and I was quickly able to go through security. But after 9/11, more robust procedures and systems were put in place to increase safety and trust in flying. While these procedures have had their desired effect, now it takes me longer and costs me more to travel. I generally arrive an hour and a half before a domestic flight and two to three hours before an international flight to make sure I have enough time to clear security. I also pay an added 9/11 security tax with every ticket I buy. So, as trust went down, speed also went down and cost went up.

Once I flew out of a major city in a high-risk area in the Middle East. For geopolitical reasons, the trust in that region was extremely low. I had to arrive at the airport four hours before my flight. I went through several screenings, and my bag was unpacked and searched multiple times by multiple people. And every other passenger was treated the same.

Clearly, extra security measures were necessary, and in this instance I was grateful for them, but the point remains the same: Because trust was low, speed went down and cost went up.

Our distrust is very expensive.

—RALPH WALDO EMERSON

Consider another example. In the U.S., the Sarbanes-Oxley Act was passed in response to several corporate scandals that occurred in quick succession. While it appears that Sarbanes-Oxley may be having a positive effect in improving or at least sustaining trust in the public markets, it is also clear that this has come at a substantial price. Ask any CEO, CFO, or financial person in a company subject to Sarbanes-Oxley rules about the amount of time it takes to follow its regulations, as well as the added cost of doing so. It’s enormous on both fronts. In fact, a recent study pegged the costs of implementing one section alone at $35 billion—exceeding the original SEC estimate by 28 times! Some would argue that the Dodd-Frank Act, passed in response to the global financial crisis, has had similar impact. Compliance regulations have become a prosthesis for the lack of trust—and a slow-moving and costly prosthesis at that. Again, we come back to the key learning: When trust is low, speed goes down and cost goes up.

When you break the big laws, you do not get liberty; you do not even get anarchy. You get the small laws.

—G. K. CHESTERTON, BRITISH AUTHOR

On the other hand, when trust is high, speed goes up and cost goes down. Consider the example of Warren Buffett—CEO of Berkshire Hathaway and generally considered one of the most trusted leaders in the world. Several years ago, Buffett completed a major acquisition of McLane Distribution (then a $23 billion company) from Wal-Mart. As public companies, both Berkshire Hathaway and Wal-Mart were then—and still are—subject to all kinds of market and regulatory scrutiny. Typically, a merger of this size would take several months to complete and cost several million dollars to pay for accountants, auditors, and attorneys to verify and validate all kinds of information. But in this instance, because both parties operated with high trust, the deal was made with one two-hour meeting and a handshake. In less than a month, it was completed.

In a management letter that accompanied his annual report, Warren Buffett wrote: “We did no ‘due diligence.’ We knew everything would be exactly as Wal-Mart said it would be—and it was.” Imagine—less than one month (instead of six months or longer), and no “due diligence” costs (instead of the millions typically spent)! High trust, high speed, low cost.

In the future, it is not the big fish that will eat the small fish. It will be the fast one that eats the slow.

—KLAUS SCHWAB, FOUNDER AND CHAIRMAN, WORLD ECONOMIC FORUM

Consider the example of another legendary leader, Herb Kelleher, chairman and former CEO of Southwest Airlines. In Robert K. Cooper and Ayman Sawaf’s book, Executive EQ, the authors share a remarkable story. Walking down the hall one day, Gary Barron—then executive vice president of the $700 million maintenance organization for all Southwest—presented a three-page summary memo to Kelleher outlining a proposal for a massive reorganization. On the spot, Kelleher read the memo. He asked one question, to which Barron responded that he shared the concern and was dealing with it. Kelleher then replied, “Then it’s fine by me. Go ahead.” The whole interaction took about four minutes.

Not only was Kelleher a trusted leader, he also extended trust to others. He trusted Barron’s character and his competence. And because he trusted that Barron knew what he was doing, the company could move with incredible speed.

Here’s another example on a much smaller scale. “Jim,” a vendor in New York City, set up shop and sold donuts and coffee to passersby as they went in and out of their office buildings. During the breakfast and lunch hours, Jim always had long lines of customers waiting. He noticed that the wait time discouraged many customers who left and went elsewhere. He also noticed that, as he was a one-man show, the biggest bottleneck preventing him from selling more donuts and coffee was the disproportionate amount of time it took to make change for his customers.

Finally, Jim simply put a small basket on the side of his stand filled with dollar bills and coins, trusting his customers to make their own change. Now you might think that customers would accidentally count wrong or intentionally take extra quarters from the basket, but what Jim found was the opposite: Most customers responded by being completely honest, often leaving him larger-than-normal tips. Also, he was able to move customers through at twice the pace because he didn’t have to make change. In addition, he found that his customers liked being trusted and kept coming back. By extending trust in this way, Jim was able to double his revenues without adding any new cost.

Again, when trust is low, speed goes down and cost goes up. When trust is high, speed goes up and cost goes down.

Transcendent values like trust and integrity literally translate into revenue, profits and prosperity.

—PATRICIA ABURDENE, AUTHOR OF CONSCIOUS MONEY

One time as I was teaching this concept, a CFO—who deals with numbers all the time—came up to me and said, “This is fascinating! I’ve always seen trust as a nice thing to have, but I never, ever, thought of it in terms of its impact on economics and speed. Now that you’ve pointed it out, I can see it everywhere I turn.

“For example, we have one supplier in whom we have complete trust. Everything happens fast with this group, and the relationship hardly costs us anything to maintain. But with another supplier, we have very little trust. It takes forever to get anything done, and it costs us a lot of time and effort to support the relationship. And that’s costing us money—too much money!”

This CFO was amazed when everything suddenly fell into place in his mind. Even though he was a “numbers” guy, he had not connected the dots with regard to trust. Once he saw it, everything suddenly made sense. He could immediately see how trust was affecting everything in the organization, and how robust and powerful the idea of the relationship between trust, speed, and cost was for analyzing what was happening in his business and for taking steps to significantly increase profitable growth.

I know of leading organizations who ask their employees directly the following simple question in formal, 360-degree feedback processes: “Do you trust your boss?” These companies have learned that the answer to this one question is more predictive of team and organizational performance than any other question they might ask.

Once you really understand the hard, measurable economics of trust, it’s like putting on a new pair of glasses. Everywhere you look, you can see the impact—at work, at home, in every relationship, in every effort. You can begin to see the incredible difference high-trust relationships can make in every dimension of life.

THE TRUST TAX

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

Several years ago, when my son Stephen turned 16, he got his first job. He was very excited. He was going to be a manager of a shop that sold snow cones.

His first couple of weeks went really well, and he was thrilled when he received his first paycheck. He tore open the envelope and looked expectantly at the check. Suddenly, a frown covered his face. “Dad,” he exclaimed, “this is not right!” He thrust the paper at me. “Look,” he said. “They’ve done the math all wrong.”

“What do you mean?” I asked as my eyes went over the paper.

“Look right here,” he said, pointing. “I’m supposed to be making eight dollars an hour. I worked for 40 hours. That should come to $320. Right?”

I looked at the paper, and, sure enough, he’d worked for 40 hours and the check was only for about $260.

I said, “That’s right, Stephen. But look a little higher—there on the paycheck stub. See these words—‘federal income tax’?”

“What?” he responded incredulously. “You mean I’m paying taxes?”

“Yes, you are,” I replied. “And there’s more. See, here’s ‘state income tax,’ ‘Social Security tax,’ ‘Medicare tax’ . . .”

“But, Dad,” he practically wailed, “I don’t even need Medicare!”

“No, son, you don’t,” I replied, “but your grandfather does! Welcome to the real world.”

Probably no one really likes to pay taxes. But we do so because they serve a greater societal cause (and also because it’s the law). But what if you didn’t even know you were paying taxes? What if they were hidden—being taken right off the top without your even being aware? And what if they were completely wasted taxes—if they were going right down the drain and doing absolutely no good to anyone anywhere?

Unfortunately, low-trust taxes don’t conveniently show up on your income statement as a “cost of low trust.” But just because they’re hidden doesn’t mean they’re not there. Once you know where and what to look for, you can see these taxes show up everywhere—in organizations and in relationships. They’re quantifiable. And they’re often extremely high.

Mistrust doubles the cost of doing business.

—PROFESSOR JOHN WHITNEY, COLUMBIA BUSINESS SCHOOL

You’ve undoubtedly seen this tax in action many times—perhaps in a conversation where you can tell that your boss, your teenager, or someone else is automatically discounting everything you say by 20 percent, 30 percent, or even more. This is what I was experiencing firsthand in the difficult days of the FranklinCovey merger. If you think about it, you’ve probably been the one taxing some of those interactions yourself, discounting what you’re hearing from others because you don’t trust them.

In some situations, you may even have had to pay an “inheritance tax” when you’ve stepped into a role that was occupied by someone who created distrust before you. When you move into a new personal or work relationship, or if you step in as the new leader in a low-trust culture, it’s possible that you’re being taxed 30, 40, 50 percent, or more for something you didn’t even do! I recently consulted with one executive who lamented that the manager she replaced had destroyed trust with the organization so dramatically that the culture was taxing her for all of his behavior, even though she was new to the organization.

As bestselling author Francis Fukuyama has said: “Widespread distrust in a society . . . imposes a kind of tax on all forms of economic activity, a tax that high-trust societies do not have to pay.” I contend that this low-trust tax is not only on economic activity, but on all activity—in every relationship, in every interaction, in every communication, in every decision, in every dimension of life.

THE TRUST DIVIDEND

I also suggest that, just as the tax created by low trust is real, measurable, and extremely high, so the dividends of high trust are also real, quantifiable, and incredibly high. Consider the speed with which Warren Buffett completed the McLane acquisition and how quickly Gary Barron’s massive reorganization proposal was approved. Consider the doubling of revenues for Jim the donut and coffee vendor. Consider the speed with which you can communicate in your own relationships of high trust—both personal and professional.

When trust is high, the dividend you receive is like a performance multiplier, elevating and improving every dimension of your organization and your life. High trust is like the leaven in bread, which lifts everything around it. In a company, high trust materially improves communication, collaboration, execution, innovation, strategy, engagement, partnering, and relationships with all stakeholders. In your personal life, high trust significantly improves your excitement, energy, passion, creativity, and joy in your relationships with family, friends, and community. Obviously, the dividends are not just in increased speed and improved economics; they are also in greater enjoyment and better quality of life.

THE HIDDEN VARIABLE

One time I hired a guide to take me fly fishing in Montana. As I looked out over the river, he said, “Tell me what you see.” Basically I told him I saw a beautiful river with the sun reflecting off the surface of the water. He asked, “Do you see any fish?” I replied that I did not. Then my guide handed me a pair of polarized sunglasses. “Put these on,” he said. Suddenly everything looked dramatically different. As I looked at the river, I discovered I could see through the water. And I could see fish—a lot of fish! My excitement shot up. Suddenly I could sense enormous possibility that I hadn’t seen before. In reality, those fish were there all along, but until I put on the glasses, they were hidden from my view.

In the same way, for most people, trust is hidden from view. They have no idea how present and pervasive the impact of trust is in every relationship, in every organization, in every interaction, in every moment of life. But once they put on “trust glasses” and see what’s going on under the surface, it immediately impacts their ability to increase their effectiveness in every dimension of life.

Whether it’s high or low, trust is the “hidden variable” in the formula for organizational success. The traditional business formula says that strategy times execution equals results:

S × E = R

(Strategy times Execution equals Results)

But there is a hidden variable to this formula: trust—either the low-trust tax, which discounts the output, or the high-trust dividend which multiplies it:

(S × E)T = R

([Strategy times Execution] multiplied by Trust equals Results)

You could have good strategy and good execution (10 on a 1 to 10 scale), but still get derailed by low trust. Or high trust could serve as a performance multiplier, creating synergy where the whole is more than the sum of its parts. Just look at the math:



	Strategy

	x

	Execution

	=

	Result

	Tax or dividend

	=

	Net Result




	10

	x

	10

	=

	100

	Less 40% tax

	=

	60




	10

	x

	10

	=

	100

	Less 10% tax

	=

	90




	10

	x

	10

	=

	100

	Plus 20% dividend

	=

	120





A company can have an excellent strategy and a strong ability to execute, but the net result can be either torpedoed by a low-trust tax or multiplied by a high-trust dividend. As one eminent consultant on this topic, Robert Shaw, has said, “Above all, success in business requires two things: a winning competitive strategy, and superb organizational execution. Distrust is the enemy of both.” I submit that while high trust won’t necessarily rescue a poor strategy, low trust will almost always derail a good one.
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