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INTRODUCTION

According to Stephen M. R. Covey (son of the best-
selling author Stephen R. Covey), there is one thing
that is common to every individual, relationship,
team, family, organization, nation, economy, and civi-
lization worldwide. It affects every effort in which
humankind is engaged, changing the quality of every
present moment, and altering the trajectory of every
future moment, both personally and professionally.
This one thing, which changes everything, is trust—
the foundation of the most powerful governments,
the most successful businesses, the most thriving
economies, the most influential leaders, the greatest
friendships, or the deepest loves.

The Speed of Trust challenges the assumptions that
trust is merely a soft social virtue and articulates why
it has become the key leadership competency of the
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new global economy. Drawing on Covey’s experience
growing Covey Leadership Center from a market
value of less than $3 million to one of more than $160
million, the book demonstrates that trust is a mea-
surable accelerator to performance, a hard economic
driver, and a learnable skill. It shows leaders in busi-
ness, government, and education how to quickly and
permanently gain the trust of clients, coworkers, part-
ners, and constituents so as to make organizations
more profitable, people more promotable, and rela-
tionships more energizing.

Part I: THE ONE THING THAT

CHANGES EVERYTHING

In defining trust, Covey quotes former General Elec-
tric CEQO, Jack Welch, who said, “[Y]ou know it when
you feel it.” Thus, to trust trusting means to have con-
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fidence in the integrity and the abilities of another. The
opposite of this feeling is, of course, distrust, or being
suspicious of another’s integrity, agenda, capabilities,
and track record. Everyone has had experiences that
validate this difference between relationships built on
confidence and those driven by suspicion—a differ-
ence so dramatic that it really does change everything.
Once genuine character- and competence-based trust
is established, almost everything else falls into place.

Although cynics might think that trust is no more than
a nice-to-have social virtue (i.e., a “hygiene factor’),
Covey offers a simple, predictable formula (based on
the critical insight that trust always affects speed and
cost), which transforms trust from an intangible and
unquantifiable variable to an indispensable tangible,
quantifiable factor:

Low Trust = Low Speed + High Cost
High Trust = High Speed + Low Cost

The practical impact of trust, then, is not only eco-
nomic but affects all activity. When trust is low, a
hidden “tax” is being paid right off the top in every
relationship, interaction, communication, decision,
and dimension of life. It is a situation in which an
individual’s boss, child, and/or associates may be
automatically discounting everything he or she says
by 20-30 percent, or more. At other times, individu-
als may have to pay an “inheritance tax” of 30, 40, 50
percent, or more, when they step into a role that was
occupied by someone who created distrust in the past.

In the same way that the low-trust tax is measurable,
and extremely high, so are the “dividends” of high
trust. In one’s personal life, high trust significantly
improves the quality of life by bringing energy, pas-
sion, creativity, and joy to relationships with family,
friends, and community. In organizations, when trust
is high, the dividend received acts as a performance
multiplier, elevating and improving every dimension
of the enterprise, including communication, collabo-
ration, execution, innovation, strategy, engagement,
partnering, and relationships with all stakeholders.

As Covey notes, the traditional business formula says
that strategy multiplied by execution equals results:
S x E = R. However, trust, the “hidden variable” in
this formula, can either discount the output or greatly
increase it: (§ x E)T = R. An enterprise can have an

Key CoNCEPTS

Trust is the one thing that changes everything.
Thus, there has never been a more vital time
for people to establish, restore, and extend trust
at all levels in today’s global society. Inspiring
trust is the number one job of any leader—at
work and at home.

1. People inspire trust by starting with them-
selves and their own credibility (the 4 Cores).

2. They consistently behave in trust-building
ways (the 13 Behaviors), including extending
trust to others (Smart Trust).

3. In their larger leadership roles, they use
the 4 Cores and the 13 Behaviors to create
alignment in their “organizations” (their busi-
nesses, departments, teams, and/or families),
reputation in the marketplace, and contribu-
tion in society.
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excellent strategy, and a strong ability to execute, but
the net result can be diminished by a low-trust tax or
multiplied by a high-trust dividend that creates a syn-
ergy in which the whole is greater than the sum of its
parts.

Part II: How THE ONE THING THAT
CuHaNGESs EVERYTHING WORKS

Whatever the situation, people need to become good
at establishing, extending, and restoring trust as the
most effective way of relating to others, working with
others, and getting results. As
Covey learned from his father,
trust is one of the most powerful

trust a harder, more pragmatic edge.

When trust is viewed from the standpoint of ethics
(which is part of character), it is understood that
ethics is the foundation of trust, but it is still insuf-
ficient by itself. Trust cannot exist without ethics, but
ethics can exist without trust. Thus, trust, as a function
of both character and competence, is the bigger idea—
one, which is reflected in the approach of effective
leaders and observers. Covey believes that, from the
family room to the boardroom, any leadership failure
is always a failure of either character or competence.

Ethics training ... is often focused exclusively on conformity to

forms of motivation and inspira- O@rbanes-Oxley and other regulatory and rules-based legisla-

tion—people want to be trusted,
they respond to trust and they
thrive on it.

Trust is a function of character (which is comprised of
integrity, motive, and intent) and competence (capa-
bilities, skills, results, and track record); both are vital.
People might think an individual is honest and sin-
cere, but they will not trust that person fully if he or
she fails to get results. By the same token, a person
might have skills, talents, and a good track record,
but if he or she is dishonest, no one will fully trust
that person either. Thus, recognizing the role of com-
petence helps identify and articulate the underlying
trust issues that are difficult to capture and that give
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tion—and not on clarifying values and fostering integrity to
those values and to enduring principles.

By working “from the inside out,” anyone can change
the level of trust in any relationship; the key is in
understanding and learning how to navigate what
the author calls the 5 Waves of Trust. This model
serves as a metaphor for how trust operates in the life
of the individual, beginning with the self, continuing
into relationships, expanding into the organization,
extending into the marketplace, and encompassing
global society. Thus, building trust with others must
first start with building trust within ourselves.

Credibility, which comes from the Latin root credere,
meaning “to believe,” is the key principle underlying
Self Trust, the First Wave. It is about developing the
integrity, intent, capabilities, and results that make
one believable, both to oneself and to others. Essen-
tially, it boils down to two simple questions: (1) “Do
I trust myself?” and (2) “Am I someone others can
trust?”

Research shows that many people do not follow
through on the goals they set, or neglect to keep the
promises and commitments they make to themselves.
These repeated failures hack away at a person’s self-
confidence so that, not only does the individual lose
trust in his or her ability to make and keep commit-
ments, he or she fails to project the personal strength
of character that inspires trust. Research also indicates
that a lack of self-confidence negatively affects one’s
performance and undermines one’s ability to trust
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others. However, every time people make and keep
commitments to themselves, or set and achieve mean-
ingful goals, the more they come to trust themselves
that they can and will prevail.

This kind of credibility has four vital dimensions—the
4 Cores of Credibility —which are the foundational
elements that make people believable to themselves
and to others. Although most see only the whole,
believing that people either have credibility or they
do not, it is possible to rate high in some dimensions
and low in others. Thus, understanding each of the
four cores will help individuals understand their own
credibility, focus on those areas in need of improve-
ment, and gain the wisdom to know how to behave to
establish trust.

... L arrived at the position that if two people could say two
things to each other and mean them, then there was the basis
for real trust. The two things were ‘I mean you no harm’ and

I seek your greatest good.

--Jim Meehan, British Psychologist and Poet

The first core is Integrity—a word that comes from
the same Latin root as the words “integrated” and
“integer.” Thus, individuals have integrity when they
are whole, seamless, and the same inside and out (i.e.,
there is no gap between intent and behavior). Covey
calls this congruence and believes that it is congruence,
rather than outside-in compliance, that ultimately
creates credibility and trust. This, he says, is the prob-
lem with equating “ethics” with integrity. For many,
ethical solutions only focus on compliance—on con-
formity to regulatory and rules-based legislation and
not on clarifying values and fostering integrity (or
integratedness) to those values and to enduring prin-
ciples.

When individuals consistently demonstrate inner
congruence to their belief systems and principles,
they inspire trust in both professional and personal
relationships. People feel these individuals are solid,
dependable, and committed to live in ways that are
certain to bring positive results and validate their con-
fidence.

Integrity also involves humility —involves being more
concerned with what is right than with being right,

with acting on good ideas than having good ideas,
with embracing new truth than defending outdated
positions, with building the team than exalting them-
selves, and about recognizing contribution than being
recognized.

This is not, however, about being weak, reticent,
or self-effacing. Humble people can also negotiate
intensely, drive hard bargains, and express them-
selves firmly and clearly, without getting caught up in
arrogance, bravado, manipulation, or win-lose power
plays. Rather, understanding that there are timeless
principles that govern in organizations and relation-
ships, they try to act in alignment with these principles
and refrain from becoming a law unto themselves.

Finally, integrity includes the
courage to do the right thing,
even when the right thing is dif-
ficult to do. In order to improve
in each of these areas (and, by
doing so improve credibility and,
ultimately increase the speed and
lower the cost of everything one
does), Covey suggests seeking feedback from bosses,
peers, direct reports, customers, friends, and/or family
members. He also recommends three high-leveraged
“accelerators: (1) making and keeping commitments
to oneself, (2) standing for something, and (3) being
open.

Even small commitments, such as getting up when
the alarm clock goes off, increase self-confidence and
enlarge the capacity to make and keep greater com-
mitments to self and to others. Nonetheless, wisdom
must be applied: First, it is necessary to understand
that a commitment is a pledge of one’s integrity. Thus,
individuals should not make too many and risk set-
ting themselves up for failure.

Second, commitments made to oneself must be treated
with as much respect as those made to others. And,
third, they should not be made impulsively.

People must also understand that when keeping
a commitment becomes difficult, they have two
choices— changing their behavior to match the com-
mitment or lowering their values to match their
behavior. The first choice strengthens integrity. The
second path diminishes it, creating a change in the
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trajectory of one’s values that will create a far more
significant difference in their destination down the
road.

When values are clear, there is no need to strug-
gle when circumstances challenge those values. If
individuals are going to have integrity —or integrat-
edness—they must have a core. They need to know
what they stand for, and they need to stand for it in a
way that others can see and understand.

The second Core, Intent, is defined by the dictionary
as “plan” or “purpose”; however, Covey believes that
any discussion of intent must also consider motive,
agenda, and behavior. Motive is the reason for doing
something —it is the why that triggers the what. And,
the motive that inspires the greatest trust is genuine
caring about people, purposes, the quality of what
one does, and society as a whole.

Clearly motive matters, for if individuals and orga-
nizations really only care about profit, accumulation,
and/or recognition, with no concern for customers or
employees, they will pay a hefty tax. Because they
will not have gained the credibility and trust that
come from caring, whatever they say or do will take
more time and be more costly.

have bad intent (though they may not be aware of it);
others have good intent, but their execution is poor;
and most are challenged to some degree in both these
areas. Covey recommends three top accelerators for
improvement: (1) examining and refining motives, (2)
declaring intent, and (3) choosing abundance.

It is critical that people get down to the deepest level
so as to really examine their motives, discover the real
reasons they do what they do, and change what needs
to be changed. The author suggests asking, “Am I
seeking to bless or to impress?” as a means of keep-
ing one’s purpose in mind and behaving with greater
openness and integrity. In order to discover real
intent, he also recommends using the “five whys” —
a problem-solving technique made popular by the
Toyota Production System.

At this point, if individuals find they need to refine
or elevate their intent, they should identify the prin-
ciples that will bring the desired results, seek help in
creating the requisite inner change, and behave their
way into the person they want to be. Behavior is not
only the effect of motives and agenda; it is also an
important cause.

Moreover, if individuals and 11e key is simple: If your intent is based on principles (caring,

organizations pretend to care,
ultimately the tax will be even
greater. In fact, Covey warns that
there are few trust taxes higher
than those levied because of
duplicitous motives.

Agenda is what one intends to do because of one’s
motive. And, agendas that generally inspire the great-
est levels of trust and credibility are those that have
the intent of seeking mutual benefit. Although it is
easy to say “I care” and “I want you to win,” it is one’s
actual behavior that demonstrates the real motive
and agenda. The behavior that best creates credibility
and inspires trust is the behavior of acting in the best
interest of others. When that occurs, it clearly demon-
strates the intent of caring and the agenda of seeking
mutual benefit.

Essentially intent is a matter of heart and, thus, cannot
be faked (at least not for long). However, it can be
worked on and improved. Some people really do

contributing, seeking mutual benefit, acting in the best interest
of others), it will bring you trust dividends; if it's not, you're
going to be paying a tax.

Declaring intent and expressing agenda and motives
can be very powerful, particularly if one’s behavior is
being misinterpreted by others, or if one is attempt-
ing to establish trust in new relationships. Declaring
intent signals behavior, letting people know what to
look for so that they can recognize, understand, and
acknowledge it when they see it.

Abundance means that there is enough for everyone;
scarcity suggests just the opposite. While scarcity
may be a reality in some arenas (such as competi-
tive sports), in love, success, energy, results, and trust
(i.e., the important things in life), abundance is both
a reality and an attractor/ generator of even more
abundance. Nonetheless, it is a choice; regardless of
an individual’s economic status, he or she can choose
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this mindset—this way of being and becoming. It is
also a foundational element of improving intent and
making the individual more credible.

It's no use saying, ‘We are doing our best.” You have got to

succeed in doing what is necessary.

--Winston Churchill

Capabilities—the third Core—are vital to creating
both personal and organizational credibility. They
inspire the trust of others, particularly if they are
needed for the task at hand. Capabilities also give
individuals the self-confidence that they can do what
needs to be done. Thus, in today’s changing economy,
where technology and globalization are outdating
skill sets faster than ever, individual and organiza-
tional capabilities are especially critical and of need of
constant improvement.

Using the acronym “TASKS” (Talents, Attitudes,
Skills, Knowledge, and Style) as a means of exam-
ining the various dimensions of capabilities, Covey
notes that: talents are the individual’s natural gifts and
strengths; attitudes represent paradigms—one’s way
of seeing and being; skills are proficiencies; knowl-
edge represents learning, insight, understanding, and
awareness; and, style is one’s unique approach.

When capabilities are broken down into these compo-
nents, they can be more fully explored, both separately
and interdependently, to ascertain how they contrib-
ute to producing results. The objective is to develop
one’s TASKS and to match them to the tasks at hand,
creating the best possible alignment between natural
gifts, passions, skills, knowledge, style, and the oppor-
tunity to earn, contribute, and make a difference.

Three accelerators make the greatest difference in
increasing capabilities: (1) focusing on one’s strengths
and purpose, (2) staying relevant, and (3) know-
ing one’s destination. People need to identify their
strengths and focus on engaging, developing, and
leveraging them. They need to engage in lifelong
learning. And, they should know where they are
going and have the capabilities to get there. This
demonstration of competence, when coupled with
character, creates a credible leader whom others are
inspired (rather than forced) to follow.

Covey notes that, whereas character is constant, most
competencies are situational, except for a few areas
of competence that are vital in every situation. These
“trust abilities” (the abilities to
establish, grow, extend, and restore
trust) are so critical that technical
abilities sometime become irrele-
vant in relationship to them. Once
again, it is possible to overlay the TASKS template to
assess where to create the best possible alignment.

Results constitute the fourth core. They matter to
credibility because they classify an individual as a
producer and a performer. Without them, one simply
does not have the same kind of clout. However, in
considering results, it is always necessary to ask two
critical questions: “What results am I getting?” and
“How am [ getting them?” Most people only ask the
what and have no idea that the how may be their undo-
ing.

Any measurement that focuses solely on the financial
bottom line, without considering the trust tax or divi-
dend, distorts the result. The greatest profit may not
reside in the current transaction but in the credibility
and trust that come from that transaction and pave
the way for even greater future results.

Covey believes that taking responsibility for results,
expecting to win, and finishing strong are the most
effective accelerators for improving results. The
mindset of taking responsibility for results, rather
than activities, unleashes creativity. If results are not
achieved one way, individuals tend not to waste time
with the “I did what you told me to do” excuse but are
inspired to try another approach. In addition, taking
responsibility for results will build the same credibility
and trust that accomplishing results does.

Expecting to win, which is commonly referred to as
“the Pygmalion effect” is about having positive self
expectancy (i.e., confidence, optimism, or just plain
faith). Essentially the principle is that people tend
to get what they expect from themselves and from
others. When they expect more, they tend to get more;
when they expect less, they tend to get less.

Finally, because results are all about finishing, Covey
believes that finishing strong has an even greater
impact on credibility and trust.
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By understanding the fundamental nature of the
four Cores, people can increase their credibility and
increase it quickly. Integrity and Intent deal with
character, and Capabilities and Results deal with com-
petence. What gives trust its harder, more pragmatic
edge is recognizing that competence is as crucial to
trust as character and that both are within a person’s
ability to create or change.

Moreover, all four are necessary to Self Trust, which
can be likened to a tree: Integrity is the root system out
of which everything else grows. Intent is the trunk; it
emerges from the earth out into the open. Capabilities
are the branches that produce the fruit. And Results
are the visible, tangible, measurable outcomes (i.e.,
the fruits) that are easily seen and evaluated.

The Second Wave, Relationship Trust, is all about
consistent behavior—about learning how to interact
with others in ways that increase trust and avoid its
destruction. In every personal and professional rela-
tionship, what one does has far greater impact than
what one says. Good words are important in that they
signal intent; thus, when they are

actionable, universal, and validated by research and
experience. The first five flow from character, the
second five from competence, and the last three from
a combination of both. This distinction is important
because, generally, the quickest way to decrease trust
is to violate a behavior of character, while the quick-
est way to increase trust is to demonstrate a behavior
of competence.

According to Covey, leaders can be successful at the
First Wave (Self Trust), and the Second Wave (Rela-
tionship Trust), so that others have confidence in
them as people. However, they can still fail at Orga-
nizational Trust—the Third Wave—by violating the
principles of organizational design that create align-
ment with the 4 Cores and the 13 Behaviors. If an
organization’s structures, systems, and symbols com-
municate and cultivate distrust, or less trust than the
leader desires, change can be effected by revisiting
the 4 Cores and asking: “Does my organization have
Integrity and good Intent?” “What are my organiza-
tion’s Capabilities—does it have the means to deliver
value?” “Do we get Results?”

followed by validating behavior, - Ay, enterprise that is at war with itself (misaligned) will not

they increase trust— sometimes
dramatically. However when
the behavior does not follow or
match the verbal message, trust
decreases.

Talking Straight, Demonstrating Respect, Creating
Transparency, Righting Wrongs, Showing Loyalty,
Delivering Results, Getting Better, Confronting Real-
ity, Clarifying Expectations, Practicing Accountability,
Listening First, Keeping Commitments, and Extending
Trust are 13 Behaviors Covey believes are common to
high-trust leaders and individuals worldwide. They
can significantly enhance one’s ability to establish
trust in all personal and professional relationships
because they are based on the enduring principles of
integrity, honesty, respect, fairness, kindness, love,
civility, openness, authenticity, humility, gratitude,
recognition, responsibility, performance, continuous
improvement, learning, change, awareness, under-
standing, mutual benefit, courage, empowerment,
and reciprocity.

The 13 Behaviors also grow out of the 4 Cores, are

have the strength or focus to survive and thrive in today’s
competitive environment.
--Professor John O. Whitney, Columbia Business School

A deficiency in any of these areas is the place to begin
creating alignment and building Organizational
Trust. The next step, after addressing the 4 Cores
organizationally, is to consider the degree to which
all structures and systems, including information,
communication, decision making, and compensation
manifest and encourage the 13 Behaviors.

Thus, the 4 Cores and 13 Behaviors are effective tools
for implementing a careful analysis that pinpoints
where the organization is being taxed by redundancy,
bureaucracy, office politics, disengagement, turn-
over, churn, and/or fraud; where it is losing speed
and increasing cost; and where it is discarding the
dividends that come from high trust. These dividends
include increased value, accelerated growth, enhanced
innovation, improved collaboration, stronger partner-
ing, better execution, and heightened loyalty.
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With this kind of analysis, leaders are empowered
to create significant change on three levels: Internal
stakeholders can see how trust affects every relation-
ship and outcome in the organization; can speak about
trust in a way that promotes understanding, dialogue,
and problem solving; and can behave in ways that
build trust.

The Fourth Wave—Market Trust—is all about brand
and the principle of reputation. Because it can be said
that a “brand” is trust with the customer and the mar-
ketplace (i.e., trust “monetized”), it is the level where
most people can clearly see the relationship between
trust, speed, and cost.

The success of big business and the well-being of the world
have never been more closely linked. Global issues cannot be
removed from the business world. ... Businesses cannot suc-

ceed in societies that fail.”

many do not understand that the level of trust they
are able to build in their organizations, and in the
marketplace, is a direct result of the amount of per-
sonal credibility they first create for themselves.

Covey believes that it is difficult to imagine a world
without trust, and he agrees with Thomas Friedman
(The World Is Flat) that trust is essential to an open
society. A closed, low-trust society thrives on decep-
tion, hidden agendas, justifying wrongs, disregarding
commitments, and blame. But, an open global econ-
omy thrives on such behaviors as extending trust,
talking straight, creating transparency, righting
wrongs, practicing accountability, and keeping com-
mitments—behaviors that produce
an abundance of dividends (e.g.,
shared knowledge, medical break-
throughs, technological advances,
economic partnerships, and cul-
tural exchanges). It is the kind

--Jorma Ollila, Chairman and CEO, Nokia  of society in which everyone has

Brand is not only important to commercial enterprises,
it also is critical to every other organizational entity
(e.g., governments, school districts, charities, hospi-
tals, cities, states, etc.), as well as at the micro level.
All individuals have their own brands or reputations
that translate into the way people interact with them
at work, in social situations, and in personal relation-
ships. Thus, on every level, and in every relationship,
one’s brand and reputation make a quantifiable differ-
ence that is directly related to trust, speed, and cost.

Again, the 4 Cores and the 13 Behaviors can be
applied —this time to build a brand and/or keep from
destroying it. The process begins by asking: “Does
my brand have Integrity?” “Does it demonstrate
good Intent and Capabilities?” “Is it associated with
Results?” Once it has been determined whether the
problem is one of character (Integrity or Intent) or
competence (Capabilities or Results), it is then pos-
sible to focus on the areas where improvement will
have the greatest positive effect. These efforts can be
maximized even further by analyzing the organiza-
tion’s performance with regard to the 13 Behaviors
and how they affect relationships with customers,
suppliers, distributors, investors, and communities.

Finally, though most understand the value of a brand,

more opportunities and options,
and people interact with less friction.

For this reason, there is nothing people could do that
would so dramatically impact not only speed and
cost, but also quality of life worldwide, than build-
ing a high-trust society. Thus, the overriding principle
of the Fifth Wave—Societal Trust—is contribution.
More and more of society (from individuals seeking
to make a difference in their own sphere of influ-
ence, to corporations accepting the responsibility to
serve all stakeholders, to entrepreneurs whose pri-
mary purpose is to serve societal ends) is realizing the
importance of creating, rather than destroying, value,
and of giving back rather than taking.

While many meaningful contributions still come in
the form of the industrial age concept of philanthropy
(i.e., earning profits and donating them to worth-
while causes), the current trend is toward the more
comprehensive knowledge worker paradigm of global
citizenship. This approach includes traditional philan-
thropy but also integrates a social and ethical agenda
into the very fabric of business. Thus, doing good is
no longer viewed as something in addition to busi-
ness; it is part of business itself.

Individual global citizenship is at the heart of orga-
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nizational global citizenship. It is about individuals
making the conscious decision to value and invest in
the well-being of others and implementing that deci-
sion in every dimension of their lives. Inconsistent
behavior — acting differently, depending upon the sit-
uation—comes across as hypocrisy and creates a huge
trust tax. Covey believes, as did Gandhi, that “One
man cannot do right in one department of life whilst
he is occupied in doing wrong in another department.
Life is one indivisible whole.”

Thus, using the 4 Cores and the 13 Behaviors, individ-
uals must focus on developing true global citizenship
in all dimensions of their lives from the inside out—
starting with the self and moving to their families, to
their organizations and on to society. This approach
demonstrates that trust at the Fifth Wave is a direct
result of the trustworthiness that begins in the First
Wave and moves outward to fill society as a whole.
Global citizenship is an individual choice and a
whole-life choice that influence others to also contrib-
ute to the well-being of the world.

Part III: INsPIRING TRUST

Covey contends that to inspire trust is to create the
foundation upon which all truly successful enterprises
and relationships stand. Thus, this ability —the first
job of a leader—is the prime differentiator between
managing and leading as well as the key professional
and personal competency of the current “flat world”
economy. A vital component of this competency is the
capacity to extend “Smart Trust.”

When dealing with trust, it seems there are two
extremes: People are either suspicious and fail to
trust enough, or they are gullible, believing and trust-
ing everyone. Given this reality, the practical issues
come down to knowing when to trust someone and
knowing how to extend trust to people in ways that
maximize high-trust dividends and minimizes risk.

Thus, learning how to extend Smart Trust is a function
of two factors—the propensity to trust and analy-
sis. The propensity to trust, primarily a matter of the
heart, is the tendency, inclination, or predisposition to
believe that people are worthy of trust, and it is the
desire to extend it to them freely. Analysis is primarily
a matter of the mind —the ability to analyze, evaluate,
theorize, consider implications and possibilities, and

devise logical decisions and solutions.

When these two factors are juxtaposed on the Smart
Trust Matrix, it is possible to determine to what degree
one’s present tendencies add to, or reduce, one’s abil-
ity to extend Smart Trust. Zone 1 (high propensity,
low analysis) is the “Blind Trust” arena of gullibility.
Zone 2 (high propensity, high analysis) is the “Smart
Trust” arena of judgment. Zone 3 (low propensity, low
analysis) is the “No Trust” arena of indecision. And,
Zone 4 (low propensity, high analysis) is the “Dis-
trust” arena of suspicion.

Covey contends that the lowest risk and highest return
is in Smart Trust Zone 2 (judgment). This is where
the individual combines the propensity to trust with
analysis in order to manage risk wisely —where one
finds both good business judgment and good people
judgment, including enhanced instinct and intuition.
Nonetheless, Smart Trust does not require extending
trust to everyone. Based on the circumstances, one’s
judgment may be to not extend trust or to extend only
a limited measure.

Many trusted managers—credible individuals who
have high character and technical competence—
never become “leaders” in the full sense of the word
(either at work or at home) because they are incapable
of extending Smart Trust. Essentially operating in
Zone 4 (suspicion), they may delegate within tight
parameters, or they may extend a “fake” trust that
micromanages activities, but they neglect to fully
entrust.

Another component of Inspiring Trust is restoring
trust when it has been lost. Covey readily admits that
there are some situations (e.g., the violation has been
too severe, the betrayal too deep, or the pain too great)
in which this is not possible. However, though it may
be difficult, lost trust can be restored and often even
enhanced on every level —societal, market, organiza-
tional, relationship, and personal. In all cases, the 4
Cores and 13 Behaviors provide powerful restoration
tools. Thus, the challenge of broken trust represents
an opportunity for an individual to make huge leaps
in building his or her own self trust and personal
credibility.

REMARKS
Trust: The Social Virtues and the Creation of Prosperity
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(1995) was Francis Fukuyama’s sweeping assessment
of the emerging global order. In it, the author demon-
strated that the most important lesson to be learned
from an examination of economic life is that a nation’s
well-being, as well as the ability to compete, is
conditioned by a single, pervasive cultural character-
istic—the level of trust inherent in the society.

Now, in The Speed of Trust, Covey demonstrates that
trust is the essence of all human phenomena—social
as well as economic. As Stephen R. Covey notes,
“Trust is like the aquifer —the huge water pool under
the earth that feeds all ... 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 initia-
tives.” In turn, these wells feed the rivers of human
interaction and business commerce, giving a sustain-
able quality of life to all relationships.

This book is both manifesto and how-to manual. Its
declaration of principles goes to the roots of the con-
cept. Covey focuses on trust optimization through
development of ethical character, transparent moti-
vation, and outstanding competence in producing
sustainable superior results— whether those results
are professional or personal. In doing so, he goes
beyond ethics and compliance and delves into the real
intent and agenda of the heart as well as the kind of
competence that merits confidence.

Thus, whether you define trust as mutual confidence,
loyalty, or ethical behavior, or whether you choose
to define it in terms of its fruits (e.g., empowerment,
teamwork, synergy), through Covey’s analysis of the
principles of trust, you come to understand that it is
the ultimate source of human influence. Seeing the
relationship of all things in this manner provides an
enlarged perspective and a sequential process for trans-
forming a culture of low trust into one of high trust
(the how-to of actually creating trust).

The inside-out model that Covey presents is pro-
found, practical, and comprehensive, demonstrating
how to apply the principles universally to become
an active change agent in establishing or restoring
trust and rebuilding relationships in every sphere of
endeavor. This model not only comes from anecdotal

and personal experiences but is based on empirical
research that demonstrates how trust is an important
factor in all the important metrics inside organiza-
tions and relationships. This quantifiable element is
what makes The Speed of Trust so practical and cred-
ible. Thus, we learn that trust is a tangible entity that
can be created or destroyed. And, it is a skill that can
be effectively taught and learned so that it becomes a
leverageable, strategic advantage for the individual,
relationships, organizations, the marketplace, and
society as a whole.

FEATURES OF THE BOOK

Reading time: 22-24 hours, 380 pages

In 2003, Tom Butler-Bowdon wrote 50 Self-Help Clas-
sics: 50 Inspirational Books to Transform Your Life. In it,
the author explored the life-changing ideas of some
of the world’s deepest thinkers, teachers, and sages;
the inspirational wisdom of religion and ancient phi-
losophies; and the insights of personal transformation
gurus. Stephen R. Covey praised it saying, “Alter-
nately, it educates and edifies, affirms and inspires.
Often both.”

We believe that because The Speed of Trust educates,
edifies, affirms, and inspires in the same manner,
distilling the essence of timeless personal and profes-
sional leadership in every sphere of human endeavor,
it promises to stand as the 51st self-help classic of
all time. Thus, we recommend you begin your read-
ing of this book with the 11 pages of advance praise
from CEOs and authorities in business, marketing,
media, government, education, healthcare, personal
and professional development, learning, and human
resources.

This author, Stephen M. R. Covey, like Stephen R.
Covey, writes with a stylistic mastery that is so acces-
sible, clear and compelling that you might be tempted
to engage in a mindless sprint through the mate-
rial —simply because it’s possible to do so. However,
we hope that the aforementioned “introduction” will
alert you to the seriousness of revolutionary insights
you are about to encounter and, as a result, slow you
down so that you can fully analyze and assimilate
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each chapter for understanding and context.

You will find quite a bit of “homework” —action steps
for increasing trust on every level. We concur with
Covey that you should read each chapter and then go
back and address those steps that you feel will make
the most difference to your particular situation before
continuing on. This approach will, of course, increase
the estimated reading time. In fact, you might con-
sider only examining one or two chapters per sitting
(though they are not listed as such in the book’s table
of contents, there are approximately 28 chapters) thus,
our 22-24 hours of reading time could just as well be
22-24 days.

Finally, we draw your attention to the range and depth
of the sources (too numerous to even begin mention-
ing here) Covey cites in this work. We recommend
that you take note of them —even the ones with which
you are familiar—so that you can reexamine them in
the context of this exegesis on trust. The Speed of
Trust, in combination with these additional insights,
form a tremendous resource for understanding how
trust relates to the myriad events and ideas of busi-
ness, history, literature, philosophy, religion, and life.

CONTENTS
Chapter 1: The One Thing That Changes Everything

Chapter 2: Self-Trust—the Principle of Credibility

Chapter 3: Relationship Trust—the Principle of
Behavior

Chapter 4: Stakeholder Trust—the Principles of
Alignment, Reputation, and Contribution

Chapter 5: Inspiring Trust
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