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icola O'Connel l  ta lks to internat ional  management guru Kevan Hal l  about the
importance of trust during times of uncertainty.

Trust  is  a cr i t ical  e lement in an organizat ion's cul ture.  Trust  is  v i ta l to management credibi l i ty ,
workforce loyalty, creativity, challenge and open communication.

Those organizations with high levels of trust innovate faster and attract and retain top talent.
Job satisfaction, commitment and loyalty are also all closely aligned to perceptions of trust.

When trust is lacking, employees' performances are affected, loyalty is compromised and a
culture of low morale is created, significantly reducing the overall success and prospects of
an organization.
"There are many specif ic benef its achieved by high levels of trust," says Kevan Hall, CEO of
Global Integration (www.global-integration.com) and author of Speed Lead@: Faster,
Simpler Ways to Manage People, Projects and Teams in Complex Companies. "lt can lower
transaction costs (the costs of checking and monitoring relationships); it can increase
wi l l ingness to share informat ion and knowledge; i t  can increase wi l l ingness and conf idence
to take risks to do with ambiguity and to come up with creative solutions; and it can enable
decentral ized decis ion making, which speeds up responses."

Yet bui ld ing t rust  is  becoming more chal lenging. In society as a whole,  t rust  has been
reducing consistent ly s ince the 1950s and wel l -publ ic ized business scandals in recenr
years, such as Enron and WorldCom, have led to an overall reduction in trust in business.

In the current economic climate - with yet more stories of large-scale fraud emerging - the
challenge is set to become bigger sti l l . Employees are faced with daily uncertainty and
distrust .

At the same time, many more employees are working in large, international and virtual
organizations where they rarely get to meet colleaguer fu"" to face an8 where objectives
often compete and sometimes conflict with each other. All of these factors can subtlv
undermine trust .

Def in ing t rust

Many academics have attempted to define trust but there are some common elements
running through the different definit ions, namely that trust is about a conf ident expectation of
behaviour; it is about confidence that people wil l co-operate and not take advantage; and it
is set in a context where individuals are vulnerable in some ways.

Managers init iate trust, so it is their actions that determine whether or not employees fee
their company is acting with integrity and in their best welfare.

There wil l always be inevitable barriers, as Kevan explains. "When managers evaluate the
trustworthiness of their people they tend to focus on competence and reliabil i ty of
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What can managers do to create and maintain trust?

Kevan's recommendations include:

r Demonstrate your trust in individuals, to them and also publicly so that people see that you are
giving trust f i rst.

r  Reduce controls on others as this bui lds and demonstrates trust; you also bui ld their confidence
(self trust)to do things for themselves.

r Encourage part icipative decision-makrng - enabling people to agree objectives and constraints
so rney are committed to the del iverables rather than having them imposed.

r Delegate authority and the responsibi l i ty that goes with i t  (one without the other undermines trust),

r Discuss and negotiate clear mutual expectat ions (trust can be undermined by unspoken
assumptions not being met).

r Encourage open communication.

r Al low others to inf luence you as a manager.

r Give rewards and sanctions for trustworthy and untrustworthy actions.

r Help people to learn new ski l ls and capabil i t ies, as this bui lds trust from both sides.

r Be accessible in a t imely manner when people need you.

subordinates. Individuals themselves tend to pay more attention to relationship and
benevolence issues,"  he says.
"Managers are subject to trust dilemmas. To a certain extent, management in itself is about
control and sometimes managers are put into positions where their obligations to the
organization - perhaps due to cost-cutting directives - confl ict with their obligations to their
peop le . "

2.  Developing and maintaining trust

In developing trust in teams and organizations, Kevan suggests that there are three key
themes: formation, maintenance and recovery (in the event of a trust breach).

He says: "Trust formation is a crit ical stage because very important interactions happen and
the behavioural patterns that a team or organization wil l exhibit are set very early in the
0rocess.
"ln virtual teams in particular, these patterns tend to persist. Virtual teams are not good at
re-establishing relationship norms once they are set, so we need to get this right at the
beginning. The percept ions set at  the ear ly stage become a f i l ter  through which subsequent
interactions are evaluated. lf there is init ial distrust, future action wil l be seen through that
lens and it is hard to change.
"ln the beginning of a virtual team people are keen to get on with th8 work, they have litt le
experience of each oiher yet but are normally wil l ing to give people the benef it of the doubt.
But if there is lack of clarity on the purpose of the virtual team, this can cause a problem. lt
teams start fast and start to deliver quick wins then trust grows as a result of performance.
"Our job as managers is to create an environment where people can succeed and provide
some social opportunities for people to begin to get to know each other."

*uTrust formation is a criticat stage because very important
interactions happen and the behavioural patterns that a team
or organization will exhibit are set very earty in the process. F?
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