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Trust has always been an important 
part of the relationship between 
employers and employees. 

However, as working environments 
and expectations rapidly evolve, it’s 
perhaps becoming more critical than 
ever. Joint research by the Harvard 
Business School and the Edelman 
Trust Institute has found that 
employers are now considered 
more relevant sources of truth than 
government bodies and officials.

The importance of trust stretches far 
beyond interpersonal relationships into 
almost every area of modern business. 
Our own research has indicated that 
89% of board leaders consider trust to 
be a critical factor in talent attraction 
and retention, and 91% say it’s essential 
to maintaining customer loyalty. 

However, despite all this, most 
leadership teams still don’t have the 
mechanisms in place to gauge levels of 
trust within their organisations, which 
makes it far more difficult for them to 
measure their business success, and 
make the right decisions in the future.

This guide explores the reasons why 
trust has become so important, and 
how trust levels can be measured, 
improved and leveraged for stronger 
cultures and healthier bottom lines.

Introduction
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Our own research has indicated that 
89% of board leaders consider trust to be 
a critical factor in talent attraction and 
retention, and 91% say it’s essential to 
maintaining customer loyalty.”

“

https://www.harvardbusiness.org/good-leadership-it-all-starts-with-trust/
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For as long as there has been 
organised employment, there 
has also been mistrust between 
employees and the people they 
work for. 

But things at the moment are 
perhaps as strained as they’ve ever 
been. A survey conducted by the 
Harvard Business Review has found 
that 58% of employees would trust 
a complete stranger before they 
would trust their own manager.

This demonstrates that changes 
need to be made in all organisations, 
because it’s highly unlikely that trust 
levels will improve in businesses that 
‘carry on as normal’. It’s vital to take a 
more positive, proactive attitude 
that inspires trust at all levels of a 
workforce, so that everyone is 
pulling in the same direction for the 
business, and everyone feels that 
everyone else is making the same 
commitment. Ultimately, you can 
no longer trust in power - you have 
to rely on the power of trust.

When this state is achieved, the 
difference it can make to a business 
can be transformative. Further HBR 
research has suggested that when 
trust levels across a workforce are 
high, energy levels increase by 106%, 
productivity increases by 50%, stress 
levels reduce by 74% and engagement 
increases. These margins are so 
substantial that businesses who 
are ahead of the curve in improving 
trust levels can drive significant 
competitive advantage, from 
greater profitability to improved 
talent retention and acquisition.

Understanding the 
importance of trust

Energy levels increase by 106%

Productivity increases by 50%

Stress levels reduce by 74% 

https://www.forbes.com/sites/johnhall/2020/03/13/company-culture-doesnt-just-impact-well-being---it-also-impacts-productivity/?sh=57ac651f4197
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Because trust is an emotional, 
intangible concept, it can be hard 
to accurately pinpoint areas where 
- or reasons why - trust is lacking 
among employees and customers. 

In our experience, these are some 
of the repercussions that often 
accompany mistrust:

Brand scrutiny and reputation: 
When businesses have a high public 
profile, their leaders and decisions 
naturally come under intense 
scrutiny by the media and the 
public. This can make their trust 
especially fragile, and prone to major 
fluctuations in either direction, if 
decisions aren’t communicated 
confidently and clearly.

Breakdown in communication: 
Keeping employees and teams 
connected has become more 
complex in the era of hybrid and 
flexible work. A lack of trust can 
often result in poor communication 
and transparency, with knock-on 
effects on productivity and 
performance. Ensuring every 
employee is fully connected, 
wherever they’re working, is 
therefore a must.

Outdated culture: 
Fostering a positive workplace becomes 
increasingly challenging when fear 
and mistrust are ingrained into 
organisational culture. This can have 
a serious impact on team morale, 
cohesion, collaboration and ultimately 
employee wellbeing. A good culture 
absolutely has to make employees feel 
that they’re happy and secure in their 
work environment and relationships.

Low productivity or engagement: 
While employees will generally do 
what they’ve been contracted to do, 
they won’t feel the need to put any 
extra effort in if they don’t feel trusted. 
This is how a feeling of inertia can 
set into an organisation, which can 
quickly be picked up on by customers 
and clients if the service they receive 
is mediocre.

How to recognise 
a lack of trust
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You may think that it’s impossible 
to measure something as 
intangible as trust with any sort 
of accuracy and gain meaningful 
business insight from it.

However, the Leadership Trust Index 
(LTI) can give you those vital insights.

The LTI is a unique, academically-
verified trust metric that is based 
on strong background research and 
a wealth of data. This allows 
organisations like yours to assess 
and benchmark their current LTI 
levels through an online tool, filled 
out by senior leaders and employees, 
identifying clear areas where 
improvements can be made. 
The overall result of an LTI 
assessment is graded out of seven: 
any score higher than six is 
considered ‘high trust’, and any 
score lower than five is considered 
‘low trust’.

We have developed the LTI over 
several years to help public, private and 
third-sector organisations alike quantify 
internal trust levels; we believe that it 
can deliver the same level of insight on 
trust that Net Promoter Score does on 
customer experience. Furthermore, we 
have overlaid our LTI findings against 
the work of the neuroeconomist Dr. 
Paul Zak, and we estimate that a 20% 
increase in an organisation’s LIT score 
can ultimately generate:

A 15% reduction in stress levels
A 3% decrease in sick days  

    across the workforce
A 10% increase in productivity
A 15% increase in employee  

    engagement

Measuring organisational 
and leadership trust

https://hbr.org/2017/01/the-neuroscience-of-trust
https://hbr.org/2017/01/the-neuroscience-of-trust
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Creating an 
action plan

Finding out your LTI score is just 
the start of the journey towards 
greater trust within your 
organisation. 

From the details of your LTI 
assessment, we can develop an 
action plan to make improvements, 
based on our ‘Nine Habits of Trust’ 

model. The nine habits are divided
into three pillars of three habits each:

Ability: delivery, coaching, 
    consistency

Integrity: honesty, openness, humility
Benevolence: evangelising, 

    bravery, kindness

https://trustedexecutive.com/nine-habits-of-trust/resources-overview/
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The LTI assessment will uncover 
which of these areas require your 
attention, which we will present in a 
slide deck as part of a workshop 
with your senior leaders. Within 
this workshop, we can collectively 
determine practical actions you can 
take to remediate any issues, and
improve your LTI score as a result.

We then move onto the 
‘commitment stage’ to enact the 
processes and changes set out in 
the action plan. For example, if there 
are certain senior leaders who have 
particular habits that need to be 
ironed out, then we can assign 
individual coaches to observe their 
behaviour and deliver feedback on 
their progress and performance. 
If more focused training is needed, 
or coaching is required across a 
group of employees or leaders 
simultaneously, then we can also 
provide one-day workshops that 
focus on particular skills.

In our experience of helping 
countless organisations improve 
their trust, we have identified a 
few common practices, aligned 

with our Nine Habits model, which 
generally have a positive and 
immediate impact:

Coaching: Leaders who adopt a 
coaching approach to staff 
development, rather than resorting 
to giving orders, discover that they 
can enhance performance while 
preserving trust.

Openness: Leaders who share their 
feelings and experiences can build 
empathy and human bonds with 
their employees, which improves their 
understanding and engagement.

Evangelising: An inspiring vision, 
communicated passionately can foster 
a positive, ‘can-do’ culture throughout 
a workforce, which helps them trust 
each other more and bounce back 
from disappointments more quickly.

Kindness: The simplest act of kindness 
can go a long way to making people 
feel trust and positivity towards their 
place of work. At a time when busy 
senior leaders often neglect kindness, 
making the effort in this area can 
make a particularly big difference.
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We were contacted by a leading 
Premier League football team to
 help them measure and improve 
the levels of trust within their 
organisation. 

The entire workforce was invited to 
survey, and around 65% responded. 
The results were divided across the 
different sites where groups of 
employees worked, so that we 
could pinpoint potential areas of 
improvement within specific 
locations, departments and 
senior leaders.

The LTI score for organisational trust 
was 4.8, which indicates a low level 
of trust as our benchmark across all 
types of business is 5.6. Similarly, the 
senior leadership team scored 5.2 
against a benchmark of 5.5. 

From this, we were able to work closely 
with senior leaders in focused areas to 
make improvements and foster greater 
trust across the workforce. Additionally, 
more than half of the employees who 
responded provided their own feedback 
on how things could be improved, 
and we were able to analyse this 
information and work this feedback 
into our workshops and trust-building 
programmes.

Team spirit: Improving 
trust at a Premier 
League football club

1 2 3 4 5 6 7

Score 
of 4.8

Benchmark 
of 5.5

LTI score

1 2 3 4 5 6 7

Score 
of 5.2

Benchmark 
of 5.5

Senior Leadership Team Score
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Now more than ever, employees 
of all types of organisations want 
to feel that their employers share 
their values. 

That can range from a commitment 
to hard work or a common passion 
for your industry, through to social 
and ethical considerations or an 
emphasis on wellbeing. 

In any case, trust is a vital part of 
building that positive, value-driven 
culture at all levels of a workforce. 
Understanding how well your senior 
leaders are trusted at the moment, 

and where you can make improvements, 
is therefore the first step on a very 
important journey

To find out more on how we can 
help your organisation or business 
improve trust levels across your 
workforce, visit our website here 
or get in touch with our team.

In summary
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