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Structure of Session
Part 1 – What do we need to know about trust and trustworthiness?
Part 2 – Personal reflections on how to be a trustworthy leader.
Discussion groups of 3 plus feedback.

Part 3 – The impact of COVID on trust and senior leadership in 2020 and 2021

Part 4 - How to build a trustworthy led organization in 2021 and beyond?
Discussion groups of 6 plus feedback.

Practitioner
Trust
Reports
2020 in
chronologica
l order.

•

1. Trustworthiness – a necessity for resilience? A pre COVID perspective.

•

Veronica Hope Hailey and Imogen Cleaver with the Forward Institute

•

December 2019 - January 2020.

•

2. Preserving employee trust during crisis. Behavioural Policy and Science Association . Summer 2020.

•

Nicole Gillespie, Rosalind Searle, Stefanie Gustafsson, & Veronica Hope Hailey - takes data from research project
which I directed in 2012/13/2014 with CIPD and applies to this crisis.

•

3. Responsible Business through Crisis: Senior Leaders on Trust and Resilience through COVID.

•

Veronica Hope Hailey with the Chartered Institute of Personnel and Development –

•

44 interviews with Senior Leaders from 20 Organisations

•

June – August 2020. Published November 2020.

•

https://cipd.co.uk/knowledge/strategy/corporate-responsibility/responsible-business-through-crisis

Practitioner
Trust
Reports
2020 in
chronologica
l order.

•

5. Trust is the New Leadership Test. People and Strategy. Winter 2021.

•

6. Blog – drawing on the CIPD research, Unlocking Empathetic Leadership https://jerichochambers.com/the-healthy-work-project-unlocking-empathetic-emotional-leadership/
December 2020

•

7. Blog – 10 future People Management Challenges for 2021. CIPD – forthcoming.

* 8. Veronica Hope Hailey – various “trust” reports with the CIPD 2012, 2014, 2014, with NHS 2017.

What do we need to
know about trust
and trustworthiness?

PART ONE

What are the basic
building blocks?

Being Trusted is vital in a
crisis…Being Responsible to
others builds that Trust…
A willingness to take a risk and
feel vulnerable but still step
forward with confidence
because you believe your leader
has your well being as one of
their primary responsibilities.

Definitions of Trust?

• A psychological state comprising the intention to
accept vulnerability based upon positive
expectations of the intentions or behaviour of
another” (Rousseau, et al., 1998: 395)
• “An individual's expectation that some organized
system will act with predictability and goodwill"
(Maguire and Phillips 2008).
• Trust resides within an individual as a
psychological phenomenon.

Ability
Benevolence
Antecedents or
Drivers of Trust
in Leaders
(Mayer et al,
1995; Dietz and
Den Hartog 2005)

Integrity
Predictability

An Individual PROPENSITY TO TRUST?
Dispositional trust (Kramer,
1999) or Trust Propensity
(Mayer et al, 1995).

How much are particular teams
or individuals likely to trust?

This can be a key trust
antecedent in unfamiliar
contexts with unfamiliar actors.

Creates a filter in the mind’s eye
which affects an individual’s
willingness to take a leap of
faith and trust
another….(Colquit et al, 2007).

Different organisational trust dynamics

Hierarchical

Building trust – new
jobs, new businesses,
new teams

Maintaining trust in
the threat of crisis.

Repairing trust after a
breach of trust.

Horizontally across
teams

Building trust across
partners and
stakeholders.

The
“shadow” of
the past and
the
“shadow” of
the future

How safe does the individual feel in
trusting?
Have there been violations of trust
in the past?

Is trust repair necessary because of
something that happened in the
past?
(Gillespie and Dietz, 2009.)

What are they being promised
about the future?

How much continuity will they
perceive?

Can they still see elements of the
past and does the future offer hope
as well as change?

A golden thread is key to
maintaining trust? (Hope Hailey et
al, 2020 a and b.)

Trust = Resilience (Dietz and Gillespie, 2011)
•
•
•
•
•
•

Faster decision making
More information sharing
More problem solving
Greater commitment to change
Higher levels of engagement
Greater innovation

• “Everything is easier with trust and its absence
makes everything harder.” Margaret Heffernan.
2020

Old Dutch
Proverb:
Trust comes on
foot and leaves on
horseback.

So what was
in the grab
bag of trust
pre COVID?

• What levels of trust did we record pre COVID?

VHH & Forward Institute
Data collected Dec 2019
Trust in senior teams had not altered significantly between
2012 and 2020
Across all sectors, employees believed their organisations
have good motives and behaved with integrity
Employees did not believe their organizations to be open
and upfront
Employees gave low scores for the consistency with which
top team behaviours matched their words but gave strong
scores for sincerity.
Employees felt supported to do their jobs better but rated
organisations poorly for knowledge and information
sharing.
Local line managers continued to enjoy higher levels of trust
compared with their top teams.

TRUST IN TOP MANAGEMENT
VHH with Forward Institute - Dec 2019.
Cohort

Sector

Seniority

Mean

Private

Public

Social

Director

Middle management

Lower management

Non- management

Other

3156

1532

1500

124

569

1321

558

636

69

3.74

3.9

3.56

3.9

3.89

3.71

3.67

3.75

3.65

Top management is known to be successful at the things it
3.5
tries to do

3.68

3.29

3.74

3.66

3.44

3.44

3.51

3.6

My needs and desires are very important to top
management

2.89

3.01

2.73

3.28

3.18

2.85

2.69

2.88

2.94

I like top management’s values

3.71

3.84

3.56

3.87

3.88

3.69

3.63

3.66

3.56

Top management is sincere in its efforts to communicate
with employees

3.73

3.84

3.61

3.88

4

3.71

3.59

3.66

3.66

Top management’s behaviours are consistent with its
words

3.35

3.52

3.18

3.43

3.44

3.3

3.28

3.43

3.4

Top management honours its commitments to employees 3.54

3.69

3.37

3.76

3.73

3.54

3.42

3.5

3.49

Top management trusts the workforce to make good
decisions

3.51

3.26

3.57

3.38

3.32

3.38

3.55

3.51

Trust in Top Management

Top management is very capable of performing its job

3.39

PART TWO
PERSONAL
PERCEPTIONS OF
TRUSTWORTHINESS

HOW WOULD YOU RATE YOURSELF
ON ABILITY, BENEVOLENCE,
INTEGRITY AND PREDICTABILITY?

HOW WOULD OTHERS RATE YOU?

DISCUSS
IN GROUPS OF 3

IF THERE ARE DIFFERENCES, WHY?

PART
THREE

What has been the impact of
the COVID pandemic on the
trustworthiness of senior
leadership – 2020 and 2021?
LESSONS FROM ACROSS THE
PRIVATE, PUBLIC AND THIRD
SECTOR.

Trust in Leaders in
a Time of COVID?

Authored by Veronica Hope Hailey
with Katie Jacobs and Mel Green of
the CIPD

•44 interviews with Senior Leaders from 20 Employers.
•Plus 2 focus groups x 16 HRDs.
•Research timeframe: June – August 2020.
•Published: November 2020.
*
https://cipd.co.uk/knowledge/strategy/corporate-responsibility
/responsible-business-through-crisis

The LEADERSHIP Challenges COVID – 2020 or
“Can we uninstall 2020 and install it again? This version has a virus.” .

•

No data but decisions were needing to be taken fast. “Like leading in a fog…..”

•

Shock, then uncertainty whilst needing to respond to high anxiety and fear.

•

Realising the depth of interdependency of the whole eco-system

•

Multiple stakeholders needing protection – employees, suppliers, customers, health
services, communities, shareholders, government, education.

•

Needing to empower the local to take decisions.

•

Maintaining financial sustainability of business.

•

Inequality of risk – hybrid workforces; differences between business sectors and generations.
“We are not all in this together.” Frontline staff remained in many workplaces.

•

Different ways of working – rapid technological transition.

•

Social inequalities – BLM “It caught me unawares. I hadn’t appreciated the emotions it had
stirred up…I was out of my depth…It has opened my eyes and changed my thinking.” CEO.

Ability

Which senior
leadership actions
delivered a sense of
Responsibility and
Trustworthiness?

Benevolence

Integrity

Predictability

Stage One: How ability was
demonstrated by Senior Leaders
through Decision Making and
Learning.

ABILITY
Good judgement calls in the absence of data.

•“You need judgement as well as data. You’ll
get things wrong. You have to decide to
move on rather than wait for the perfect set
of data. There’s no data where we are
going.” CEO
•“This can’t be about lone leadership. “ CEO
•“It was clear that people could be trusted to
do the right things. People do the right thing
if you do the right thing by them.” HRD
•“You can’t just shut the business to protect
employees – you still need to serve
customers…you just choose what services
you can or cannot do.” HRD

The senior team needed to to trust each other and learn fast.
They needed to support and learn from the whole of their
eco-system
They instigated two-way communication channels across the
organisation and also learnt how to trust downwards.

They implemented rapid technological transitions
They took tough decisions

Stage One: How benevolence
was demonstrated by Senior
Leaders by Protecting and
Supporting.
•"You absolutely have to put first
and foremost the employees,
number one. ..that starts to build a
whole new level of trust. But you’ve
got customers, the supply chain, the
community and, I would add, the
shareholders as well. it is a broad
spectrum of responsibility.” MD.
•“ By the end of March we knew we
needed to get ready. Our priority was
to save as many jobs as possible and
protect families and livelihoods.” CEO

BENEVOLENCE
Ensuring the safety and sustainability of the whole
eco-system employees and customers through to suppliers, education and government.

Pre-existing high trust relationships across the eco-system
meant some had goodwill in the bank that they could draw down – the shadow
of the past…

Humane, concerned and empathetic senior
leadership amplified by democratic nature of Zoom/Teams.
Balancing out levels of sacrifice and risk –
pay cuts, frozen bonuses, suppliers paid early, shareholder dividends deferred
alongside
hero bonuses on frontline and sick pay extended.

Stage One: How integrity was demonstrated by Senior Leaders
through using Core Values as the framework for decisions.

•“The culture is strong. It is just about
feeling what the right thing to do is” CEO
•“I want to say that “That’s actually quite
easy” because you let your values guide
your actions” HRD.

INTEGRITY
An established approach to Responsible

Business provided a

“NORTH STAR” by which they could both guide and explain their decision
making to the whole eco-system – the golden thread through the crisis.

Business into society as a force for good

•“It felt like the right thing to do” CFO

= resources for health services, education, food producers and retailers.
Not trivializing serious social injustice issues (such as BLM) with instant “knee
jerk” responses.

•“(RE: Diversity)There are a lot of people in
other businesses doing trivial things with
good motives.” CEO

Understand, listen and reflect before taking action to make systems change to
address social inequalities.

Stage One: How predictability was demonstrated to others by Senior
Leaders through the consistent use of Values as a “North Star”.

•“We used the employee feedback to
make sure we were living to our
values.” HRD
•“What makes the difference is the
fact that I trust my colleagues. I trust
my peers. I know they’ve got my
back. I know they’ve got my back.
We’ve pulled each other through.”
HRD.

PREDICTABILITY
While leaders could not predict what was going to happen, by using
the moral compass of Responsible Business, stakeholders were
assured of a consistency in how the leaders would respond.

The quality and cohesion of the senior team going into the crisis
created reliability and consistency.
Increased communication and access to senior team gave sense of
continuity to rest of workforce.

What came next?

The LEADERSHIP Challenges COVID – predictions
made by senior leaders in 2020 for 2021.
• Crisis will persist= Health - Economic - Social crisis.
• Choosing winners and losers in eco-system – who loses?
• Structural inequalities in society become more apparent.
• ”A lot of things have been hidden, bubbling under and
getting worse.” HRD.
• Traumatised workforces – mental and physical health.
• Ongoing hybrid working – trading off historic trust?
• “We have been borrowing from employees – trading on the
equity we have in hearts and goodwill.” MD.
• Can the new “humanity” of leaders persist in recession?
• Burn out of senior teams and others : ”Personally I am
very, very tired.”

An HRD view of
the future?

“Our experiences of this are going to be so
different ….combine that with the mental
health impact of people facing a global
pandemic who have been essentially
separated from community for such a
prolonged period, coupled with the economic
pressures . Yes it’s tough times ahead.” HRD.

PART FOUR.
DISCUSSION
GROUPS OF
SIX

1. What new leadership behaviours need
to be demonstrated in 2021 to maintain
the trust levels across the organisation?
2. What might block you achieving those
changes in style going forwards?
3. Where can you find support?
4. How can you maintain the horizontal
trust that has been created across the
eco –systems of the public sector?

Professor Veronica Hope
Hailey, BA hons, MSc, PhD,
FAcSS, CCMI, MCIPD.
Responsible Business through Crisis Report.

Thanks to all participating leaders.
The research is continuing through 2021.
vhh20@bath.ac.uk
0r
veronica.hopehailey@forward.institute
https://cipd.co.uk/knowledge/strategy/corporateresponsibility/responsible-business-through-crisis

