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A summary of the principles from The Speed of Trust Book: 

 

The five waves of trust 

The first wave, Self-Trust, deals with the confidence we have in ourselves – 

in our ability to set and achieve goals, to keep commitments, to walk our 

talk – and also with our ability to inspire trust in others.  

The second wave, Relationship Trust, is about how to establish and increase 

trust with others. 

The third wave, Organizational Trust, deals with how leaders can generate 

trust in different organizations. 

The fourth wave, Market Trust, reflects the trust customers, investors, and 

others in the marketplace have in the company or organization. 

The fifth wave, Societal Trust, is about creating value for others and for 

society at large. 



2 

 

Self-Trust™ and the 4 Cores of Credibility™ 

Credibility boils down to two simple questions.  First, do I trust myself?  

Second, am I someone who others can trust?  Covey talks about Four 

“Cores” that are key to building credibility.  The Four Cores are: 1. Integrity, 

 2. Intent,  

3. Capabilities 

4. Results.  

Integrity and Intent are Character cores.  

Capabilities and Results are competency cores.   

All Four Cores are necessary for credibility.  A person of integrity that does 

not produce results is not credible.  If you are not credible, you are not 

trustworthy! 

 

 

Integrity (Character) 

The First Core is Integrity.  Most of the major 

violations of trust are violations of integrity. 

Covey asserts that integrity is more than 
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honesty.  In addition to honesty, integrity is made up of three other virtues. 

Congruency is when one acts according to his values.  It is when there is no 

gap between what one intends to do and what one actually does. 

Humility is the ability to look out for the good of others in addition to what 

is good for you.  Covey says, “A humble person is more concerned about 

what is right than about being right, about acting on good ideas than about 

having the ideas, about embracing new truth than defending an outdated 

position, about building the team than exalting self, about recognizing 

contribution than being recognized for it.” 

Courage is the ability to do the right thing even when it may be difficult.  It 

is when you do what you know is right regardless of the possible 

consequences. 

 

 

 

Intent (Character) 

The Second Core is Intent.  Intent springs from our character.  It is part of 

our value system.  It is how we know we should act. Covey breaks intent 

down to three things. 
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Motive is why you do what you do.  The best motive in building trust is 

genuinely caring about people.  If you don’t care and have no desire to care, 

be honest and let people know you don’t care.  If you don’t care but want to 

care, start to do caring things.  Often, the feelings will follow the actions. 

Agenda stems from our motive. The best agenda is honestly seeking what is 

good for others.  Notice that your agenda is much more than wanting what 

is good for others, but seeking what is good for others. 

Behavior is putting your agenda into practice.  It is what we do based upon 

what we intend to do and what we are actively seeking. Behavior is where 

the rubber meets the road.  Behavior is important because it is what people 

see and judge.  Telling someone you love them is important, but showing 

them you love them is essential. 

Covey gives three suggestions to improve intent.  First, examine and refine 

your motives. Second, declare your intent. Third, choose abundance. 

 

 

 

Capabilities (Competency) 

The Third Core is Capabilities.  Capabilities are “the talents, skills, 

knowledge, capacities and abilities that we have that enable us to perform 

with excellence.”  To help think about the various dimensions of 
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capabilities, Covey uses the acronym TASKS: Talents, Attitude, Skills, 

Knowledge, and Style. 

Talents are the things we naturally do well. These are the things we usually 

love to do.  

Your attitude is how you see things.  It is how we are inside.   

Skills are the things you have learned to do well.  Covey does point out that 

it is easy to get so comfortable with our skills that we never fulfill our 

talents. He suggests that talent is a deeper well than skill. 

Knowledge is what you know and continue to learn.  

Style is your unique way of doing things.  It involves your personality. 

How to Increase Your Capabilities: First, follow your strengths and your 

passions. Second, remain relevant by continually increasing your knowledge 

and improving your skills. Third, know where you are going.  The people you 

lead will follow if you know where you are going. 

 

 

 

Results (Competency) 

The Fourth Core is Results.  People don’t trust people who don’t deliver 

results.  Results are the deliverables.  They are what you contribute to the 
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organization.  You can’t hide from your results.  Covey states, “... if the 

results aren’t there, neither is the credibility.  Neither is the trust.  It’s just 

that simple; it’s just that harsh.” 

There are three areas of results people look at to judge your credibility.   

First, your past results:  what you have proven you can do.   

Second, your current results: what you are contributing right now.  

Third, your potential results: what people anticipate you will 

accomplish in the future. 

How to improve your results:  

First, take responsibility for results, not activity.  

Second, expect to achieve your goals. Assume you will be successful. 

This assumption will translate into action.  

Third, finish strong. “Results are all about finishing.  You are probably 

aware of the old adage; Beginners are many; finishers are few.” 

 

 

Relationship Trust™ and the 13 Behaviors of High Trust™ 
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Relationship Trust is all about consistent behavior.  People judge us on 

behavior not intent.  People can’t see our heart but they can see our 

behavior. 

Building Trust Accounts: There are several keys to trust accounts.  The 

fastest way to build a trust account is to stop making withdrawals.  You also 

have to be aware that withdrawals are bigger than deposits.  Each trust 

account is unique. There are two ways of viewing a trust account: your way 

and their way.  What is a deposit in one person’s account may be a 

withdrawal from another person’s account. 

 

1. Talk Straight 

Say what is on your mind.  Don’t hide your agenda.  When we talk straight, 

we tell the truth and leave the right impression.  Most employees don’t 

think their bosses communicate honestly.  This creates a trust tax.  This 

causes speed to go down and costs to go up.  We spend entirely too much 

time trying to decipher truth from spin. 

Straight talk needs to be paired with tact.  There is no excuse for being so 

blunt that you hurt feelings and destroy relationships.  Tact is a skill that can 

be learned and when coupled with straight talk, will build Relationship 

Trust. 
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2. Demonstrate Respect 

The principle behind demonstrating respect is the value of the individual. 

The behavior is acting out the Golden Rule.  Almost every culture and 

religion recognizes the value of the Golden Rule.  We should treat people 

the way we want to be treated.  Our actions should show we care.  They 

should be sincere. People will notice if an action is motivated by a lesser 

reason or an impure value.  Respect is demonstrated in the “little” things 

we do daily. 

 

3. Create Transparency 

Tell the truth in a way that can be verified.  Transparency is based on 

principles of honesty, openness, integrity and authenticity.  It is based on 

doing things in the open where all can see.  Part of transparency is sharing 

information.  If ever in question, err on the side of disclosure.  Rollin King, 

founder of Southwest Airlines states, “We adopted the philosophy that we 

wouldn’t hide anything, not any of our problems, from the employees.”   

That’s transparency. 

 

 

 

4. Right Wrongs 
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To right a wrong is much more than apologizing.  It involves making 

restitution.  It is the principle of going the extra mile.  Some will justify their 

wrongful behavior while others will try covering up their misdeeds. Both of 

these attempts will not only fail to make deposits in trust accounts, but are 

certain to make substantial withdrawals. 

 

5. Show Loyalty 

There are many ways to show loyalty.  Covey focuses on two.  First, give 

credit to others. As a leader you need to give credit to the individuals 

responsible for success.  A leader should never take credit for the hard work 

of others.  Just as bad is the one who gives credit to someone in their 

presence, but then down-plays their contribution to others. 

Giving credit to others is the right thing to do.  It will foster an environment 

where people are encouraged to be creative and innovative. It will increase 

trust and have a direct impact. 

Second, speak about others as if they were present.  Some people think it 

builds relationships to talk about others.  The opposite is true.  Talking 

about others behind their back will decrease trust with your current 

audience. 

 

6. Deliver Results 
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The fastest way to build trust is to deliver results. Results give you instant 

credibility and trust.  Delivering results is based on competence.  “This 

behavior grows out of the principles of responsibility, accountability and 

performance.  The opposite of Deliver Results is performing poorly or failing 

to deliver. The counterfeit is delivering activities instead of results.”  

Delivering results converts the cynics, establishes trust in new relationships, 

and restores trust that has been lost due to lack of competence.   

 

7. Get Better 

In today’s ever changing environment one must continue to improve or 

become obsolete.  You cannot learn a skill and ride that one skill for 30 

years. You have to constantly be improving.  When others see you 

continually learning and adapting to change, they become more confident 

in your ability to lead into the future.  Covey suggest two ways to get better. 

First, seek feedback from those around you. Second, learn from your 

mistakes. 

 

 

 

 

8. Confront Reality 
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We cannot close our eyes to the tough realities we face.  If we are honest 

about the difficult issues and are addressing them head-on, people will trust 

us.  We have to avoid the temptation to avoid reality or act as if we are 

addressing the difficult issues while we are actually evading them. 

 

9. Clarify Expectations 

It is important to focus on a shared vision of success up front.  This is a 

preventative measure.  When expectations are not clearly defined up front, 

trust and speed both go down.  A lot of time is wasted due to leaders not 

clearly defining expectations.  Failure to clarify expectations leaves people 

guessing.  When results are delivered they fall short and are not valued. 

 

10. Practice Accountability 

Great leaders build trust by first holding themselves accountable then 

holding others accountable.  Holding yourself accountable includes taking 

responsibility for bad results. It is often our natural response to blame 

others for failure.  When we fail, we need to look in the mirror.  Holding 

others accountable allows performers to feel good about the job they are 

doing.  It also increases trust by assuring performers that slackers and poor 

performers will not pull them down. 

11. Listen First 
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Listening before prescribing, builds trust. Trying to give advice before 

knowing all the facts is a waste of time and simply not fair. You need to be 

careful not to learn the mechanics of listening and leave the impression you 

are listening when you really are not. Remember that communication is 

more than just words so you will have to listen to nonverbal messages as 

well.  If a person is displaying a high level of emotion, they don’t feel 

understood.  Keep listening.  Also, a person is not likely to ask for advice 

until they feel you understand all the pertinent information.  Don’t give 

advice too early. 

 

12. Keep Commitments 

Covey refers to this as the “Big Kahuna” of all the trust behaviors.  When 

you make a commitment you build hope.  When you keep a commitment 

you build trust.  Be careful when making commitments.  Make only the 

commitments you can keep.  Also, don’t be vague when making 

commitments. 

There are implicit and explicit commitments, and violating either is a huge 

withdrawal from the trust account. Be aware of the expectations to a 

commitment. Also, remember family commitments are just as important as 

any other commitment. 

13. Extend Trust 
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The other behaviors help you become a trusted leader; this behavior helps 

you become a trusting leader.  We should extend trust to those who have 

earned it.  Be willing to extend trust to those who are still earning it.  Be 

wise in extending trust to those who have not exemplified a character 

worth trusting. 

 

 

 

 

 

 

 

 

 

 

 

Restoring Trust When It Has Been Broken 



14 

 

Though it may be difficult, broken trust can be restored, and often 

enhanced 

The path to restoration is to increase your personal credibility and behave in 

ways that inspire trust 

Lost trust created by a violation of character (integrity or intent) is easier to 

restore than a loss of trust created by a violation of competence 

(capabilities or results) 

 

When someone has lost your trust 

1. Don’t step over it – or step around it.  Drop the rock and go to the 

person directly. 

2. Don’t be too quick to judge.  Seek to understand.  Give others the 

benefit of the doubt. 

3. Don’t automatically assume that a failure of competence is a failure of 

character (many mistakes are not intentional). 

4. Be straight – be kind.  Discuss the specific violation of trust. (Which of 

the 13 was broken?) 

5. Both individuals – be quick to apologize – be quick to forgive. 

6. Forgive and Accept!  You can’t really forget, but accepting is healthy. 

7. Watch actions – trust but verify. 


