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Vanessa Hall 

Q & A 

The Truth about Trust in Business 

 
 

1. What role does trust play in business today? 

Trust is the foundation of all the interrelationships and interactions within any 

business. The key thing to understand is what we mean when we talk about trust. 

We’re not talking about a warm, fuzzy feeling here. We are simply talking about the 

ability for one party to rely on another to deliver a specific outcome.  

 

When that happens, when one party can trust another, that’s when businesses thrive. 

That’s what produces the results that every business leader wants to see, the 
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retention levels with staff and customers is steady and increasing, and the 

relationships between all the parties are strong, creating efficiencies and less conflict. 

 

When trust breaks down, when one party cannot rely on the other to deliver the 

specific outcome, that’s when the trouble starts – it’s what we are seeing in the world 

right now. People get nervous, angry, business falls away, customers stop buying, 

staff lose their jobs, and shareholders sell out. The results of the business plummet, 

or at the very least plateau, retention levels drop off, and relationships between 

parties become tense, conflict arises, time is wasted and performance becomes 

almost non-existent. 

 

 

2. How do we know we can trust someone? 

If we are talking about an individual, there are 2 steps to the process of deciding if 

we can and should trust someone. Unfortunately, most of us do some of this 

subconsciously and miss out on some of the critical understanding. 

 

The first step is to recognize what outcome you are relying on this person for – this is 

where ENPs come into play. What am I expecting here? What do I really need? What 

is this person promising me? If you are inclined to trust this person, then those 3 

things are in alignment to a fair degree, even if you are unaware of this.  

 

The second step is to determine if this person displays the qualities of a Trustworthy 

Person, which are outlined in the book. That is, how like is it that this person will, in 

fact, keep the promises they have made to me? People who blindly trust miss this 

step completely, or a drawn to certain qualities and not others.  

 

If the ENPs work, but the person falls down on the Trustworthy Person qualities, 

you’re best off not going there. If you do, there will be pain somewhere along the line. 

If both steps work, then the relationship at the start will be great. 

 

We do need to remember though, that our expectations and needs may change, in 

fact, they probably will, so even though this person was perfect at one point, they 
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may not be able to meet your new expectations and needs. This is where the 

constant communication comes in and is critical to avoiding issues and pain as things 

change. 

 

 

3. What are the five types of trust you have identified in The Truth about 

Trust in Business? 

Blind trust – this is where we have a sense that a person is trustworthy, and the ENPs 

stack up, but we don’t get caught up in the details, so we don’t check. Trust first, ask 

questions later! 

 

Skeptical trust – this is where we know that the ENPs stack up, but we want to be 

absolutely sure that this person is who they say they are. We want all the details, we 

want the proof. Show me the money, then I’ll trust you! 

 

Situational trust – This is a concept that many of us forget. It is OK, in fact it is better, 

to recognize that you can trust someone in one situation and not another. Often we 

stretch the trust we have in someone out across multiple situations and then get 

frustrated when they let us down. The question is, should I have trusted them in all 

those situations, and why? 

 

Referred trust – the most powerful type of trust when you are building and growing a 

business. When one person refers you to another, the trust is referred, opening the 

door and taking away the need for ‘proof’. Many business people and sales people 

have not harnessed the power of this one, and when they do, results flow. 

 

 

4. How should we manage our expectations in regards to trust? 

First, recognize that we have them. We all do. And often the expectations we have of 

someone have absolutely nothing to do with that individual but everything to do with 

our own past experiences. This is a pretty unfair place to start a relationship, but it is 

the reality that we all face.  
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Second, we need to communicate them. If we have an expectation of someone, and 

that expectation is important to us, and we don’t tell them, who do we blame if it is 

not met? It works both ways, so make sure you find out what others expect of you.  

 

Third, manage the expectations of others. If someone is expecting something of you 

and you know you cannot meet that, tell them! Tell them what they CAN expect, and 

then it is up to them if they still rely on you for that. If you leave the expectation 

unmanaged, and you don’t meet it, you simply begin to break down the trust 

between you. 

 

 

5. What should you do when you find out someone lied to you? 

The thing to realize is that there is good reason why someone would lie, and it has 

everything to do with them fulfilling at least one of their own needs. If someone is 

making promises to you that meet your expectations and needs, they are also 

fulfilling their own expectations and needs, and you are promising things to them 

which makes the relationship a two way thing, a win/win. That’s what relationships 

are all about. 

 

The best thing to do if someone has lied to you is to understand for yourself why they 

did that, what need was it satisfying for them – it is through that understanding that 

you can deal with the issue rather than just getting angry and bitter. Then help them 

understand it for themselves. They are probably unaware of it, and it may be a 

pattern of behaviour that is costing them relationships in their own life. You get to be 

a part of helping them change this! 

 

Then you need to decide if you continue the relationship or not. If you have a heavy 

reliance on this person, it may be worth trying, but you need to take time to re-

establish the ENPs between you. If there are alternatives for you and you doubt if this 

person really can meet your ENPs, then you may decide to consider it a learning 

experience and move on.  
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6. Who has the most difficulty being trustworthy today? Why? 

Politicians definitely. Why? Because they find themselves in situations where they 

must make promises to meet the expectations and needs of their constituents in 

order to be voted in. The problem is then that they don’t have absolute control over 

the delivery of those promises. It’s the one thing that we all know about politicians 

and yet we still vote for them!  

 

Second to politicians is business leaders (Directors, CEOs, and executives), especially 

in large organisations. They are making huge promises to many stakeholders and 

then must attempt to keep them all. They make promises to shareholders that 

require the staff to perform in order to deliver on them, but at the same time they 

make promises to the staff that, if not kept, and the expectations and needs of those 

staff are not met, they won’t perform, breaking down the trust of the staff as well as 

the shareholders. Customers, of course, also feel the pain of that breakdown. 

 

 

7. Are particular industries or a certain company size more likely to have 

trust issues? 

Industries that serve critical needs won’t necessarily have more trust issues, but 

when it breaks down, lives are potentially at stake, or the impact on stakeholders is 

massive. Industries such as health, food, transport, electricity, telecommunications, 

mining, financial services, for example. Any industry will have trust issues if it does 

not pay attention to the ENPs of its stakeholders.  

 

Large companies are more likely to have trust issues than smaller companies, purely 

because of the numbers of people involved that are all relying on that company to 

deliver on the ENPs. It’s easier in a smaller company to find out what staff ENPs are, 

for example, and then put processes in place to meet them than it is for a larger 

company. A smaller company may have shareholders that also work in the business, 

so easier to manage their expectations about returns, as another example. 

 

That said, it is more critical for a large company to address trust as a critical risk 

because of the number of people who will be hurt by its breakdown. Smaller 
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companies have a distinct advantage in being flexible and able to address issues 

more quickly, which makes them able to see the results in their businesses quite 

quickly, and enables them to knock their competitors out of the game if they embrace 

the concept of building trust.  

 

 

8. Trust is many things. How would you define what it is—and isn’t? 

I define trust as our ability to rely on a person, company, product or service to deliver 

an outcome. It is not a warm fuzzy feeling, it is very real and it impacts every single 

relationship and interaction on this planet. 

 

Trusting someone is different from liking someone – we can like someone but not 

trust them. Businesses often forget this as spend time and resources trying to get 

customers to like them, but don’t realize that, if the customers don’t trust them, no 

amount of liking them helps. Leaders fall into the same trap. 

 

Trust is different from rapport, but is often lumped into the same basket. Building 

rapport with someone is simply helping them understand what they can expect from 

you, but it’s only a third of the trust equation. 

 

Trust is different from apathy. I might think that I only buy this product because I’m 

too lazy to shop around. Wrong. It is delivering on your ENPs, and that is why you 

keep buying it. The minute those change, that product no longer satisfies that for you, 

and you begin to shop around for an alternative. 

 

Trust is a gift – when someone trusts you they are saying ‘I am relying on you to 

deliver an outcome to me’. They chose you over and above other alternatives. That’s 

special, and is too often ignored for the gift that it is. 

 

Trust has a duality that is fascinating – it is powerful yet fragile. When you have it, it 

binds us together, but when you lose it, it can break and be completely irreparable. 
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9. What role does trust play in sales? 

Trust is the foundation to any sale. People buy from people they trust. People buy 

products they trust. Salespeople who get that and who know how to build trust 

quickly with their potential customers or clients are the best, most effective 

salespeople you can have on your team. 

 

If conversions are low, then the sales person has simply not understood or met the 

expectations and needs of the potential customer, or has made promises to them that 

don’t connect with the expectations and needs.  

 

Understanding the dynamics of trust and how to build it increases sales results, 

absolutely. 

 

 

10.  How about in customer service? 

Customers are your best salespeople, so building trust continuously with your 

customers is critical to a successful business. Happy customers refer other people. 

The quickest way to build a business is through referred trust.  

 

If a customer complains, they are telling you that something has broken down in the 

ENP wall – they had an expectation that was not met, a need that was not met or a 

promise was made to them that was not kept, or a combination of those three things. 

Complaints are golden, and are so often underutilized in business, often just seen as 

a negative, or someone having a whine about something. If they’re complaining, you 

are breaking down their trust. 

 

Utilizing your customers to help develop your business is also something that most 

companies don’t do, but the successful ones do. This builds trust with them because 

they feel valued and appreciated, while at the same time, you get to find out what 

they actually expect of you, what they need, and what they want you to promise 

them.  
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11.  How does one work with a boss or co-worker they find to be 

untrustworthy? 

It’s tricky and can be very distressing, but the first thing is to be clear about what 

you expect and need from them, what they promised you and then to have a 

conversation with them about that, using the ENP wall as a base for the discussion. 

This takes the emotion out of the discussion and makes it a simple, factual discussion 

– this is the absolute power of the ENP model. 

 

The key, too, is to find out what their expectations and needs are of you, and what 

they believe you have promised them. If there is conflict between the two of you, 

then you have both probably played a role in breaking down the trust, and both of 

you need to come from a place of understanding in order to fix it. 

 

There may be other things going on for them that have nothing to do with you and 

nothing to do with work, but they have brought their issues to work with them. The 

biggest killer of trust is the lack of self trust. Most people actually don’t trust 

themselves, and that flows out to their relationships with others.  

 

 

12.   What challenges do leaders confront with regard to trust? 

The first thing leaders need to do is develop self trust, trust in their own ability to 

lead others. It is not something that is taught in business schools or leadership 

programs, but it should be. The extent of a leader’s success is determined by how 

much they trust themselves. 

 

They need to understand that people are relying on them to lead. Their staff, the 

customers, shareholders, board, other executives, all have outcomes they are relying 

on the leaders to deliver one. To ignore that, or to be unaware of that, is to have a 

frustrating and unfulfilling time as a leader. To understand that and to manage that 

well is the key to true, trusted leadership. 
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13.   How does one measure his or her own level of trust? 

Two things really need to be explored – one is understanding my own expectations of 

me, understanding the needs that really drive me, and recognizing what promises I 

make to myself. If I fail to deliver on those, I break down my ability to trust myself. 

(This is being explored at length in the next book ‘The truth about trust in 

relationships’).  

 

The second thing is to explore how balanced you are with the qualities of a 

trustworthy person. The questionnaire in the book is a good guide to understanding 

where your strengths and weaknesses lay, and to then begin to focus on those areas 

we need to strengthen. 

 

 

14.   What role does “ENP” play in building trust? 

ENPs are the foundation of the trust relationship. It is the combination of ENPs that 

every relationship and interaction on the planet is based, whether we are conscious of 

that or not. Our decision to trust anyone or anything is simply based on our belief 

that that person or thing will meet our expectations and needs and that the things 

they are promising, both implicitly and explicitly, will be delivered. 

 

In order to build trust with others, we need to understand what their expectations are 

of us, what they need from us, and be clear about what we are promising them, 

knowing that we can actually deliver on those promises, and meet the expectations 

and needs.  

 

It is important to also recognize that ENPs change, so the conversation is a continual 

one, or at least there needs to be some form of checking in that all is still OK, and 

that if something has changed, that is discussed and a new ENP agreement is formed. 

 

 

15.   How can we become more trustworthy to others? 

Understanding the foundation of trust and trustworthiness is critical if you want 

others to trust you. Simply asking for it does not cut it. Basically, I tell people, if 
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someone says to you ‘Just trust me’, that’s a pretty sure sign that you should turn 

and run!  

 

Many people say ‘trust is something that you earn’, and whilst I would say that is true, 

it’s how you earn it, and not break it down that most people don’t understand. 

 

Many others say ‘trust takes time to build’, and yes, that’s true, but can be sped up 

when you know what you are doing. If you’re guessing about how to be trustworthy 

and have others trust you, then yes, trust will take you a long time to build! 

 

2 critical things to know: 

1. Understand and deliver on the ENPs of others, and  

2. Display the qualities of a Trustworthy Person. 

 

 

16.   Vanessa, how do you find the business world, with regard to trust, 

differs between your homeland of Australia and America? 

Australian’s don’t trust Australians, which is really sad. We suffer greatly from Tall 

Poppy syndrome, so we like to cut down those who succeed. It’s our way of feeling 

better about the fact that we haven’t gotten off our own backsides to achieve 

something for ourselves. I’m generalizing, of course, but it is true to a large extent. 

 

We have a huge sporting culture which I think breeds the win/lose mentality. That is, 

if you are winning, then that must mean I’m losing, because you can’t have 2 winners. 

 

What does this have to do with trust? We have a great need for safety and security 

here. We don’t take huge risks and we’re pretty conservative. We like others to 

validate things for us first, so we don’t make a mistake in choosing something that 

might not work. There is also a huge element of esteem there as well. We don’t like 

to look bad. We care about what others think of us, so we don’t go out on a limb and 

support something until we know that everyone else is.  
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To do business successfully in Australia, you have to validate everything in a big way. 

‘You can trust this because all these other people do’ ‘Here’s what others have 

said…..’ If you can validate your business or products by how well they’ve done 

overseas, that’s even better! 

 

My understanding of the American culture is that you do support success. You thrive 

on it. You recognize that if you support one another, then you all succeed. That 

teamwork mentality, working together for the common good is something I love 

about America.  

 

From a trust point of view, that means you all have to be able to trust one another, 

and if you let one person down, it’s like a domino effect and the whole thing comes 

crashing down. I believe that’s why America is suffering far worse in this current 

economic climate than we are here in Australia. Australian’s support Australian’s in a 

crisis, but rarely generally. We’ve become a large society of individuals all in it for 

ourselves. We’ve forgotten how to trust and why it is so important. Americans have 

forgotten just how many people are relying on each person and the massive effect of 

a breakdown of trust on each person, each team, business, industry and community. 

 

 

17.   How can a CEO implement a plan to bring trust to the workplace so 

that retention and productivity increase? 

CEOs need to recognize that it first starts from the top. Gaining an understanding of 

trust and its role in their business at a board and/or executive level is the first part of 

the process.  

 

From there, they need to assess where the biggest holes are, where the walls are 

crumbling, so they can work on those areas first. That might be in the Leadership 

itself (how strategy and business plans are made, involvement of others in the 

process, leadership behaviours), in People Management (hiring and firing, 

performance management, communication, training), Marketing and Branding 

(positioning, marketing messages vs. delivery, trusted brands), Sales (trusted sales 

force, sales process), Customer Service (customer involvement, complaints process), 
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or Compliance and Governance (trust as a critical risk, shareholder expectations, 

compliance to build trust). 

Assessing which of the 3 R’s of trust require the biggest focus (Results, Retention or 

Relationships), setting specific goals to achieve over a 6 – 12 month period and then 

addressing ENPs and trustworthy behaviours in the identified areas above becomes 

the Building Trust Plan for the business.  

 

Implementation is the area where most companies fail, so there needs to be an 

absolute promise and commitment to delivering on that promise in order to achieve 

the retention and productivity gains desired. Involvement from all concerned to 

deliver on that promise is critical to its success. There has to be buy-in. 

 

 

18.   What is your 10-step process to build trust with stakeholders? 

1. Workshop with Executives – Understanding trust in your business 

2. Workshop with Executives to set your 3R’s goals (Results, Retention and 

Relationships) 

3. Communication with all staff involved – gaining buy-in 

4. Survey across business/key division – Where are you breaking down trust and 

where are you building it? 

5. Discussion and debrief with executives on survey results 

6. Action Planning Sessions – what does everyone think needs to be done, and 

what are they prepared to promise to do? 

7. Building Trust Plan development – the implementation plan with critical goals 

and milestones 

8. Implementation in key areas where trust is breaking down first 

9. Progress Check in points, milestones and communication 

10. Re-survey to test results against 3 Rs goals 

 

When properly implemented, the results are quick and significant (one client has 

achieved 20% increase in sales in less than 5 months, and staff turnover reduced 

from 15% to 2% in the same timeframe) 
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19.   What are some of the promises many managers make, but often fail 

to keep? 

We care about our people 

We will grow and develop you 

We will be fair and just and not let office politics get in the way of what is right 

We value your opinion 

We are consistent and treat everyone fairly and consistently 

We will lead by example 

We are open and honest 

We have an open door policy 

 

 

20.   What connection is there between setting one’s expectations and 

trust? 

If I have expectations about how someone will behave, or what a product is going to 

be like, and that expectation is not met, my ability to trust in that person or product 

is damaged.  

 

I may or may not be aware of my expectations, and they may have nothing to do 

with that person or product, and everything to do with my previous experiences 

elsewhere, with other people or other products. 

 

I also seek out people, companies and things that will meet my expectations. It’s safe 

and it validates the way I feel. The interesting thing is that is true even if my 

expectations are negative. For example, if I expect that all managers are mean and 

treat me unfairly, I’ll be drawn to someone who actually behaves that way. I’ll trust 

them over and above someone who seems to treat me nicely. But in the long term 

that is damaging to my core needs for respect, so the whole thing is still shaky and 

unstable. 
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21.   Why do we come to trust in the brands that we like? 

Brands that deliver consistently tell us we can trust them. We know what to expect 

and, if they meet our needs and keep their promises to us, we simply keep buying 

them.  

 

We do have brands that we trust but don’t necessarily like. I use McDonalds as an 

example myself. I don’t really like McDonalds. I think they are changing and that’s 

good, but I don’t chose to eat there very often. But, if I’m travelling and I’m in a 

country where I can’t read the language, I can’t figure out what is on the menu in a 

local café or restaurant and then I see a McDonalds down the street, I absolutely 

trust McDonalds. Why? They are consistent. I know what I’m getting, it tastes pretty 

much the same, so it meets my expectations, it meets my needs (basic needs for 

food, but also for safety as I don’t want to eat something and get sick), and they 

deliver on their promises.  

 
 
 


