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			Trust

			A valuable factor of performance

			In 1997, Stephen M. R. Covey became the head of the Covey Leadership Center, the company founded by his father, and led a merger with the Franklin Quest cabinet. He says:

			“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. […] 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 […] As a result of all this, I'd had to make decisions much more slowly. […] This was wasting enormous amounts of time, energy, and money.” (p. 23)

			The manager defines this event as the most formative he has experienced in terms of increasing his trust. Indeed, even though the time was characterised by a devastating crisis of trust at all levels of society, both in the public and private spheres, the world specialist in leadership intends to demonstrate that trust is the development factor of performance that organisations and individuals cannot live without. Above all, he also says that each of us has the power to establish and restore missing or lost trust. At a time when the international financial institutions were multiplying cumbersome and costly procedures to try to appease the distrust of investors, it was the personal development book The Speed of Trust, written by Stephen M. R. Covey, which became a reference for decision-makers worldwide.
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					Stephen M. R. Covey, American author living in Alpine, Utah. He gained an MBA from Harvard in 1989 and co-founded the company CoveyLink Worldwide, which merged with FranklinCovey from 2008, a company founded by his father, Stephen R. Covey.
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					Foreword by Dr. Stephen R. Covey, born in 1932 in Salt Lake City (Utah) and later died in Idaho Falls (Idaho) in 2012. The author of the famous The 7 Habits of Highly Effective People, among other publications, he was a businessman and a professor at the Jon M. Hunstman School of Business at Utah State University.

			

			
					Keywords:

			

	Internet bubble: The term “bubble” (economic, speculative or financial) is used to describe a period during which the exchange value of assets on the market reaches excessive levels relative to their real value. The dot-com bubble or internet bubble is what affected the values of information and communication technology in the late 1990s.

	Information and Communication Technology (ICT): According to the OECD, this terminology covers producers (computer, television and telephone manufacturers, etc.), distributors, and services (telecommunications, IT services, etc.) for processing and communicating information.



				

			

		


		
			Context

			A family matter

			Stephen M. R Covey’s parents came from Ireland, where they travelled as LDS missionaries of The Church of Jesus Christ of Latter-Day Saints, whose followers are commonly known as “Mormons”. In addition to numerous awards punctuating his career as a teacher and businessman, Stephen R. Covey had nine children and 60 grandchildren and great-grandchildren. He also received the National Fatherhood Award from the NFI (National Fatherhood Initiative).

			
				
					Mormons

					The Christian doctrine founded in 1830 by Joseph Smith (1805-1844) bases its faith on additional scriptures in the Bible. Its members believe in a second coming of Jesus Christ to Earth, who guides them through the voice of a living prophet. There are now over 15 million Mormons worldwide. They follow the principles of a salvation plan that will allow them to join God with their families, a central element of its theology, considered the greatest source of happiness.

				

			

			Like his father, Stephen M. R. Covey earned an MBA from Harvard in 1989. He then joined the family business founded in 1984 by his father with Greg Link and Roger Merrill, as commercial director and national sales manager, then President and, finally, CEO. Under his leadership, the Covey Leadership Center became one of the largest leadership development companies in the world: in three years, the company’s profits multiplied by 12, branches were opened in 40 countries, and the value of the company climbed from $2.4 million to $160 million at the time of its merger with Franklin Quest in 1997. Stephen set up the strategy developed by his father in the book The 7 Habits of Highly Effective People. Selling over 20 million copies in 38 languages, this personal development book, co-authored with Rebecca Merrill, wife of Roger Merrill, took seven universal and timeless principles to better manage your personal, professional and social life.

			With many years at the head of various organisations or as an advisor to leaders of the largest US companies, and after more than a decade of research, Stephen M. R. Covey and Greg Link created CoveyLink Worldwide, a concrete program aimed at building trust as leverage to the performance of individuals and organisations. In business and in family, Covey devoted his life to preaching the key principles of life to individuals and organisations that had lost their way.

			Internet bubble

			In 1995, the company Netscape, founded the previous year by Marc Andreessen (born in 1971), the very young inventor of the first web browser, went public. Within hours, the share price exploded from $28 to $75 and its market capitalisation reached $3 billion, even though it suffered losses of several million. We entered the “Internet bubble” of euphoria, during which investors made colossal resources available to start-ups, which were completely disproportionate in relation to their turnover or their actual profits.

			Yahoo!, Amazon and eBay were therefore part of the new revolutionary projects, both technologically and economically: the internet revolutionised communication and production patterns to dematerialise many processes and significantly increase earnings productivity. This generated the blind confidence of investors, who dreamed of replicating the runaway success of Apple and Microsoft in the 1970s. In 1999, 79% of new companies on the stock market were “dot.com” companies and 80% of these were losing money at the time of their introduction. A valuation of eBay reached 8600 times its annual profit. The race for new technologies raised the stakes and acquisition prices were soaring: US supplier Lucent Technologies bought Ascend Communications for a record amount of $20 billion, French company Alcatel led a North American technology buyback campaign for a total amount of £16 billion, and Cisco Systems bought over 60 companies in telephony and optical transport, including Cerent Corporation for $6.9 billion.

			
				
					Did you know?

					Launched in 1998 in a London pub by a group of young entrepreneurs, First Tuesday evenings spread to more than 80 cities worldwide within 18 months. The concept: simply, every first Tuesday of the month, investors and entrepreneurs meet at a buffet to fundraise. RedMessage, a start-up specialising in wireless communications technology, raised $20 million in funding from Goldman Sachs after a presentation at a First Tuesday in Milan.

				

			

			The stock market crash of 2001

			Without a solid economic model, it takes only a few months for the most fragile start-ups to consume all of their capital, as did online seller Boo.com which was launched in November 1999. The company went bankrupt in May 2000, leaving behind renowned investors such as LVMH boss Bernard Arnault (French businessman, born in 1949) and US banks JP Morgan and Goldman Sachs, as well as a debt of $135 million. This blind faith in the new virtual economy began to decline and some financial analysts announced the “e-crash” (expression of Edward Trestle, financial analyst at Credit Lyonnais). NASDAQ, the stock market that brings together the main technology stocks of Silicon Valley, began its precipitous decline: between 1995 and 2000, 4300 NASDAQ companies raked in approximately $145 billion in profit, the index underwent rapid swelling from 750 to 5000 points; a year later, it lost half its value and profits were engulfed by $140 billion in losses.
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			Insecurity

			On 11 September 2001, the United States suffered a series of terrorist attacks, killing more than 3000 people. Although the direct consequences of these attacks are difficult to quantify, in 2002 the OECD devoted a chapter of its economic outlook to the economic consequences of terrorism and reported material losses estimated at $14 billion for businesses, $1.5 billion for New York and $0.7 billion on the federal level. 200,000 jobs were removed or relocated out of New York after the attacks.

			Some analysts are reluctant to establish a direct link between the terrorist attacks and the war waged by the US in Afghanistan in the months that followed. In any case, the many military and security operations in place in most Western countries do contribute to a climate of fear. Slowed by the strengthened border controls, most sectors of the economy are affected by a crisis of trust and experienced significant losses: according to Stephen Brock Blomberg, a specialist in the economic impact of terrorism at Claremont McKenna College (California), the shortfall in 2002 was approximately $35 billion for aeronautics and $16 billion for tourism.

			Fraud operations and manipulation of accounts

			The stock market crash of 2001 did bring to light the fraudulent practices of several large groups.

			
					In December 2001, Enron, one of the largest US companies with regards to the stock market, announced its bankruptcy, resulting in the loss of 5000 jobs during its fall and costing the pension fund of a hundred thousand investors. By creating thousands of offshore companies during the nineties, whose results were not consolidated, the US gas giant could hide its huge losses from auditing firm Arthur Andersen, which validated its annual accounts. Its market capitalisation, which stood at $85 billion, then vanished.

					In July 2002, it was the turn of WorldCom, an American telecommunications company, which disappeared with $41 billion of debt following the biggest accounting fraud in US history: the group declared $11 billion in revenue between 2001 and 2002. Arthur Andersen was again solicited in 2002, after having compensated the creditors of Enron with $60 million.

					The same year, the audits by the SEC (Securities and Exchange Commission), created after the 1929 stock market crash to regulate and control the financial markets, revealed that Xerox had concealed losses of $6 billion between 1997 and 2001.

					These scandals were not limited to the United States. Three months after confirming with the administrators of the Vivendi-Universal group that the company’s debt did not exceed 8 billion Euros, its boss Jean-Marie Messier published the greatest losses ever achieved by a French company: €13.6 billion for the year 2001 alone.“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. […] The ability to establish, grow, extend, and restore trust with all stakeholders -- customers, business partners, investors, and co-workers -- is the key leadership competency of the new global economy.” (p. 17)


			

		


		
			The Speed of Trust

			“Trust men and they will be true to you; treat them greatly and they will show themselves great.” (Ralph Waldo Emerson, American writer and philosopher, 1803-1882)

			Summary of the work

			Contrary to popular belief, trust is not only linked to personality traits, but also the skills needed to get results. It is therefore possible to build trust, to grant it, but also to restore it when it has been undermined. A loss of trust is not inevitable, because we have real power to act on it by developing some key skills.

			The four pillars of credibility

			“The whole idea is to become, both to ourselves and to others, a person who is worthy of trust” (p. 55). Credibility is based on four pillars which, when unstable, erode both our confidence in ourselves and the trust we inspire in others. Covey uses the image of a tree: the roots that are not visible are integrity, the trunk represents intention, the branches are abilities and the fruits are the concrete, measurable results.

			
					Integrity is defined as the ability to act according to convictions, which are perfectly consistent with our speech, and requires humility and courage to always defend our own principles, before our ego. Integrity issues are those that bring the most damage to credibility. 

					We judge others based on their actions, and they do the same to us, each drawing conclusions based on our personal experiences. Explaining our intentions avoids any misunderstandings about our decisions: transparent motivations based on mutual interests are the key to long term success, whereas cheating erodes trust in all our relationships.

					Others are likely to grant trust for a specific job largely based on our abilities. These include: 	Talent, the natural abilities of which we are not necessarily aware, but from which we derive most of our personal and professional performances (charisma, organisation, education, etc.);

	Attitudes, i.e. the behavioural patterns that affect our way of being and seeing things more or less productively (“I will work because I have to”, as opposed to “I will work to help create value”: the attitudes generated by either of these approaches are completely different);

	Know-how, which are the skills we need today and in the future, and which we must constantly learn, because while talent is productive, competence is perishable;

	Knowledge, i.e. our level of understanding in a given field, which requires maintaining a learning pace in the company (group training and knowledge transfer);

	Management style. There are an endless number of managers in the business world; the key is finding a personal approach that is effective over the long term and allows you to maintain credibility and trust.




					If the tree produces no results, it is sterile and the approach is useless: you will not be credible to the outside world. However, be careful not to only consider the financial results: the primary objective of a business is to grow, a task that cannot be achieved without financial risk.

			

			Changing attitudes

			In love as in business, actions are louder than words and are judged most by those around us. However, behaviour is something that can be dropped or modified, sometimes by simply changing our speech or eye contact. Covey lists the 13 universal attitudes to improve our ability to build trust, both in our personal and professional relationships. 

			
					Be frank; do not try to disguise your failures; avoid withholding information.

					Show respect for people and their work at all levels of the organisation; do not overlook the little things, such as politeness; care about others.

					Be transparent, open and genuine; communicate your intentions.

					Quickly admit that you were wrong; be humble and sincere; do your best to make amends.

					Demonstrate loyalty; recognise the merits of others; compliment generously; speak about others with respect; directly address the person concerned. 

					Communicate your past results; only make promises you know you can keep; anticipate needs.

					Continue to learn; solicit feedback and take it into account; take the risk of being wrong; learn from your mistakes.

					Talk about everything, including sensitive subjects without taboo; face realities and work to resolve problems before they fester.

					Set expectations beforehand; clarify goals and adjust them to be realistic and achievable for all stakeholders.

					Take responsibility; others should account for their actions; always clarify who does what.

					Put yourself in others’ shoes, make an effort to understand their views; know you cannot have all the answers; listen to your instincts.

					Be realistic and keep commitments, whether implicit or explicit; learn to keep secrets.

					Build trust; trust intelligently; create synergies; do not be afraid of taking risks.

			

			Building trust within an organisation

			In an organisation with a low level of trust, managers tend to focus on symptomatic everyday behaviour, not on the internal structures and processes induced. If the methods applied convey the distrust of leaders

			Develop a brand image

			
			Build a company with optimal trust

			
			
			
			Key concepts

			The trust crisis

			
			
			Economy of trust

			
			
			
			
			
			Definition of leadership

			
			Accelerators offered by Stephen M. R. Covey

			
					To boost integrity: keep the promises you make to yourself; defend your beliefs while keeping an open mind. Not keeping commitments can lead to a long succession of failures which knocks your self-confidence, leaving you locked in a downward spiral.

					To clarify intentions: constantly question motives; express them clearly; do not forget that there are always enough good things to take from a relationship so that everyone benefits!

					To nurture abilities: optimise strengths and objectives; never stop learning; have a clear vision of objectives.

					To improve performance: focus on results, not procedures, and take responsibility for them, whatever they are; anticipate success to increase the chance of it occurring; go after things.
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