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How to Cultivate Trust in Your Organization 

TRUST DEFINED 

Few would question that the Christian life is built upon trust. The primary focus of over 150 references 

in the Bible related to the theme of trust can be summarized by the following phrase: 

 

We need to consider two aspects of this summary. First, the Bible regularly instructs us to place our 

trust in God since He is always reliable and His truths are worthy of our confidence. God always fulfills 

His own expectations. However, He does not always meet our expectations of Him, sometimes resulting 

in our resistance to further trust Him and His Word.  

Second, it is important to avoid substituting the word never for the word slow. Why is it that we should 

be so cautious to trust in others? A sound biblical anthropology clearly highlights that people are corrupt 

by nature and not consistently trustworthy (Genesis 3, Jeremiah 17:9). However, in spite of this truth, 

churches, businesses, governments, families, and society could not function or survive without a basic 

level of trust. Christian leaders play a strategic role in cultivating a culture where trust is corporately 

valued and intentionally pursued at home, church, and work. 

  

In today’s organizations, a variety of buzz words and themes are circulating such as: teamwork, vision 

casting, mentoring, change management, and empowerment. Each of these roles and related tasks are 

dependent upon trust. With a low trust culture, it is difficult or impossible to successfully accomplish any 

one of these, since each is heavily dependent upon trust and trustworthiness.  

BASIC ASSUMPTIONS RELATED TO TRUST 

Trust always begins with an element of faith and risk. The faith is that a person or organization will meet 

our expectations; the risk is that they will not. When people fail to meet our expectations, trust is 

Be quick to trust in God and be slow to trust in people. 

 

Trust is the reliance or confidence that a person or group will meet our expectations of them. 

 

The Center is a non-profit Christian consulting group whose highly trained team is passionate about 

advancing leadership and organizational health. We believe this article on Trust in Your 

Organization will be a helpful resource for you and your team. As an extension of our vision of 

advancing organizational health, we are providing this resource without charge.  

Copyright © 2015 by Jay Desko. The Center grants you permission to copy and distribute this 

publication within your organization. 

*All characters appearing in this work are fictitious. Any resemblance to real persons, living or dead, 
is purely coincidental. 
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broken and disappointment results, making it more difficult to trust in the future. As a result, trust is 

hard to acquire and very easy to lose. In addition, once trust is lost, it cannot be regained without once 

again manifesting trust. In other words, it takes trust to build trust. As a result, trust is fragile and never 

permanent, requiring constant attention and monitoring.  

HOW TRUST WORKS 

The 6 Trust Gauges graphically describe how trust works 

among people and in organizations. All people have 

expectations of themselves and others. The expectations 

that are held may not be understood, agreed upon, or fair. 

These expectations fall into one or more of the following 

categories: communication, character, concern, 

competence, connectedness, and consistency. Trust is built 

when we prove reliable by meeting the expectations others 

have of us in these six areas. 

 

EXPECTATIONS 

 

The more we successfully meet the expectations others have of us, the more they will perceive us 

through the filter of “this is a trustworthy person.”  Distrust develops when we fail to live up to the 

expectations others have of us in one or more of the six areas. This distrust then becomes a filter 

through which most of our other actions or behaviors are judged. 

Often, it is assumed that since this person, group, or organization claims to be following Christ, they are 

trustworthy. As a result, it is further assumed they will act in our best interest, do the right thing, and 

desire to honor God. However, there are numerous examples of the danger and destruction associated 

with presumed innocence, including people being sold products or given financial advice that ultimately 

resulted in loss for them and gain for others. Presumption of innocence must be balanced with 

accountability and due diligence in investigating the trust record or history of another person or group.   

 

 

One of the ways we practice due diligence is by seeking the endorsement of others regarding someone’s 

trustworthiness. If someone we trust endorses the trustworthiness of someone else, we are more 

inclined to trust that person as well. On the other hand, if someone we trust believes another person 

should not be trusted, we are less likely to trust that person. This initial perception formation is one way 

trust is initially acquired or lost. 

People often have differing expectations and do not know it because they 

have never honestly discussed and agreed upon the expectations. 

 

Christians sometimes operate with a presumption of innocence when 

dealing with others who profess faith in Christ. 
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PERCEPTION 

Perceptions are cognitive pictures that are stored in the brain. They develop as a result of a complex 

combination of factors including concrete experiences, cultural beliefs, and social influences. They are 

often treated as “the truth” from those who hold them, even if the perception is inaccurate. This 

therefore makes them very powerful. Perceptions can be changed, although not easily, through honest 

dialogue and through changed behaviors. 

TRUST AND CREDIBILITY 

Increased trust in a leader results in increased credibility. Credibility is the currency required for a leader 

to have influence in the lives of others. When trust grows, a leader’s credibility account grows with it. 

However, when trust declines, a leader’s credibility account declines with it.  

In building and maintaining a credibility bank, we need to consider and understand seven key factors: 

1. Our credibility bank is continually active even before we establish a relationship with a person 
or group. For example, when being interviewed for a new position, our credibility bank is 
influenced by such things as our reputation, credentials, and who is recommending us. 

2. Our credibility bank belongs to us, but we don’t have complete control over it, unlike our 
financial accounts where others need our authorization to impact or even access them. Others 
can make deposits or withdrawals based on what they say to third parties about their 
relationships and interactions with us. 

3. Withdrawals (because of unfavorable behavior) are often greater in magnitude than deposits 
(for favorable behavior). Our mistakes or failures can potentially cost us more than we gain 
from successes. Research has shown that it takes five positive interactions to balance out one 
negative interaction. Our mistakes or failures can potentially cost us more than we gain from 
successes. 

4. The mere perception of how much credibility we have influences interactions we have with 
others. For instance, whether or not a proposal we’re recommending gains support may hinge 
on how credible those considering it believe we are. 

5. We can overdraw our credibility account to the point where it’s next to impossible to restore. 
Bankruptcy has occurred. It’s a situation so damaging that no amount of time or energy will 
likely restore it. 

6. Our credibility can become so inflated that we get away with inappropriate behavior or 
mediocre performance. An example is the dynamic leader who spends little time preparing for 
meetings because colleagues readily accept his ideas based upon previously earned credibility. 

7.  Some things are worth losing our credibility for. Given the influence of pragmatism and 
utilitarianism in our society, we may resist sacrificing our credibility. However, core values 
drawn from the Bible should determine what is most important and what we should stand for, 
even at the cost of our credibility. 
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A LOOK AT THE 6 TRUST GAUGES 

COMMUNICATION 

Trust is facilitated by communication between people and groups. Sending clear messages and listening 

are the two primary mechanisms for effective communication. Sending clear messages reduces the 

potential for miscommunication while listening increases the likelihood of accurately hearing the 

message as well as shows respect to the sender. 

Both the frequency and depth of conversations are important in cultivating and maintaining trust.  For 

example, proximity of offices can significantly influence how often staff members talk with one another. 

Those members who come in contact often during the day or week have greater opportunity to 

dialogue. On the other hand, office doors that are often closed may communicate that you are not 

available or are too busy to talk.   

Communication provides opportunity to: 

 Explain and clarify expectations 

 Seek feedback from others 

 Share perceptions 

 Test assumptions and ideas 

 Disclose feelings 

 Explain changes 

Research has shown it is often through casual, unplanned social interaction that issues which can lead to 

distrust are resolved and perceptions are corrected or adjusted. Such communication can take place in 

unstructured meetings such as in a hallway, over a cup of coffee, or at lunch. However, other significant 

communication can be accomplished through structured gatherings such as staff meetings. This is why 

well designed and facilitated meetings are so important.  

Additionally, self-disclosure can help to avoid misunderstandings. Self-disclosure is revealing some 

aspect of who you are, including thoughts, feelings, ideas, and fears. This practice can help prevent or 

correct others’ misinterpretations of you.  

Communication is vital to cultivating trust. When communication is limited or when leaders are not 

relational or accessible, people may begin to read into events, make assumptions, and ultimately 

distrust. 

REFLECTIVE QUESTIONS FOR COMMUNICATION 

 Do I personally seek to communicate clearly and regularly with those around me? How do I 
know? 

 Do we as an organization seek to communicate clearly and regularly with our constituents? How 
do we know? 

http://www.centerconsulting.org
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CHARACTER 

Character refers to a person’s intrinsic value system and external actions. Areas often associated with 

character are: 

 honesty 

 fairness 

 hard work 

Proverbs 12:22 states, “The LORD detests lying lips, but he delights in men who are truthful.” Trust is 

fostered when a person is perceived to be manifesting honesty in their communication and actions.  It is 

both powerful and refreshing when those in leadership roles stand in front of a person or group and 

take responsibility for their actions. The simple phrase “I [or we] have made a mistake and take full 

responsibility for it” is seldom heard. 

When people within a team or organization are not spending regular time together in communication, 

they may discover a decision has been made without their involvement. This may cause certain 

members to privately or publicly question the character of other members, even though those 

individuals may not have committed any unethical behavior. In addition, when people say one thing and 

do another, or promise to do something but fail to follow through, their character can be called into 

question, ultimately resulting in an erosion of trust.   

 

 

 

 

Since perceptions are held as truth, someone’s character may be called into question even though they 

may not have committed any unethical act. Leaders must monitor the perceptions of others by regularly 

testing proposed actions before implementing them and by seeking honest feedback from others.  

REFLECTIVE QUESTIONS FOR CHARACTER 

 Do I personally manifest honesty and integrity with those around me? How do I know? 

   Do we as an organization manifest honesty and integrity with our constituents? How do we know? 

 

 

 

“Credibility is established very simply. Tell people who you are or what you do. 

 Then be that person and do what you have said you would do . . . In a simple 

sentence: Say what you mean and mean what you say.” 

-Dr. Frank Luntz, Words That Work 
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CONCERN 

People tend to have confidence and trust in those who they perceive show authentic concern for them. 

In Philippians 2, Paul explains how we should imitate Christ in our actions and attitudes, including 

demonstrating concern for others. 

Do nothing out of selfish ambition or vain conceit, but in humility consider others better than 

yourselves. Each of you should look not only to your own interests, but also to the interests of others. 

Philippians 2:3-4 

Christian leaders have the task to manifest concern in three primary places: concern for self, concern for 

other members of the organization, and concern for the overall health and effectiveness of the 

organization. It is difficult to balance these three concerns. For example, executive compensation in 

many organizations has resulted in the employee perception that leadership is self-serving and not 

concerned about them and their needs. Also, the dismissal of someone may be interpreted as a lack of 

concern for that person even though it was actually important for the health of the organization.  

In an attempt to either avoid giving negative feedback or to be merciful, Christian organizations 

sometimes either defer addressing performance problems with their personnel or provide mixed 

messages regarding their performance. However, when the problems become unbearable or begin to 

create unacceptable results, leadership sometimes attempts to intervene by either informing the person 

they will not advance any further in the organization or by dismissing them. By not addressing the issues 

early on, when the leadership “suddenly” takes action, it can be seen as harsh and unfeeling. 

In cases like the one mentioned above, truth is necessary in order to help another person understand 

that his or her performance is not acceptable. However, the message needs to be delivered with a spirit 

of love and concern. Christians sometimes think they are manifesting love by not sharing the truth, 

when, in reality, they are only manifesting self-interest by avoiding the hard work of providing truthful 

feedback to someone.  

Ephesians 4:15 instructs Christians to “speak the truth in love,” defining this as a sign of Christian 

maturity. To bypass truth in the name of love, or to bypass love in the name of truth, falls short of this 

instruction and ultimately results in hurt. 

Depending on how truth is communicated, the intervention may be perceived by the individual and 

others as uncaring due to limited previous feedback, hurt feelings, and even the loss of employment. 

Seldom do people initially view discipline or constructive feedback as a demonstration of genuine 

concern. However, people are more likely to accept our feedback if they know we care about them. 

REFLECTIVE QUESTIONS FOR CONCERN 

 Do I personally demonstrate concern and care for those around me? How do I know? 

 Do we as an organization demonstrate concern and care with our constituents? How do we know? 
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COMPETENCE 

Competence is primarily concerned with an individual’s or organization’s capacity to perform a task or 

role with an acceptable level of proficiency. Sometimes people start in a position or role where they 

initially have the necessary competence to succeed. However, influences such as organizational growth, 

reduced personal energy level, personal problems, or cultural shifts can ultimately result in a decline in 

proficiency. When people’s expectations regarding an organization’s or individual’s performance are not 

met, trust or confidence in that individual or organization can decline. 

 

 

However, many people are not aware of how others perceive them. If someone does not know how 

they are perceived, they will have no idea if their performance is poor, sufficient, or even exceptional. In 

cases of poor competence, the individual may not realize that he or she is not measuring up. 

Reasons why people may not be aware of how others perceive them include: 

• The individual does not solicit feedback from others. 
• The individual does not understand the messages that are being sent. 
• The individual will not accept the feedback they are given. 
• The leader does not provide clear feedback. 
• The leader does not have or use clearly defined performance standards . 

 

To increase our self-awareness and make sure that we are performing proficiently: 

1. We need to continually seek feedback on how others perceive we are performing. 
2. We must always be sharpening our professional skills and learning new ones. 
3. We need to be honest with ourselves and acknowledge when we are no longer adequately 

gifted for a particular position or role. 
 

Displaying such honesty and actions may encourage others to do the same and can lead to new levels of 

trust. 

REFLECTIVE QUESTIONS FOR COMPETENCY 

 Do I personally demonstrate follow through and produce positive results? How do I know? 

 Do we as an organization demonstrate follow through and produce positive results? How do we 
know? 

 

 

When people are perceived to be acting competently within their role, they are 

more likely to be viewed as trustworthy and are often granted greater 

credibility and opportunities to acquire positions of influence. 
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CONNECTEDNESS 

“Americans are spending a lot less time breaking bread with friends than we did twenty or thirty years 

ago.” Robert Putnam, Bowling Alone 

Relationships play a vital role in building and maintaining trust. When people are relationally connected 

to one another, they have a greater opportunity to know what is happening in the lives of others, to 

manifest care and concern when needs are discovered, and to keep potential for conflict and 

misunderstanding to a minimum.   

An overarching theme in the Bible, explicitly stated in the book of Ecclesiastes, is that two are better 

than one. Confirming this, research conducted by the Gallup Organization, whose findings are presented 

in the book Vital Friends, showed that people who have a best friend at work are more likely to engage 

customers more effectively, get more done, have greater satisfaction with their job and pay, and be less 

likely to leave the company. Yet, relational connection in the U.S. has been on a 35 year decline. 

Research shows that we entertain fewer people in our homes and connect much less with neighbors 

than we did in the 50’s-60’s. A growing concern is that just when we are realizing the need for greater 

relational connection from leaders and employees, they may have fewer skills to even know how to 

form and sustain such relationships. 

“As we approach the new millennium, many of us modern crave men have acquired the things we 
need and are now burrowed into a socially detached style of unassisted living. Indeed, where our 
ancestors enjoyed the company of small groups, members of progressive societies are becoming 
monadic, foraging in the vicinity of other people but feeding mainly on themselves.”  
John Locke, The Devoicing of Society 
 
We sometimes have a propensity to use the way we “do relationships” with others as a standard of how 
others should “do relationships.”  However, we are all unique.  Although not everyone has the exact 
same relational needs or relational resources, the following are universal principles essential for 
enhancing relational connection.  
 
 Heart.  The “one another” commands found throughout the New Testament have, at their core, the 

assumption that we must first care enough about obeying God and building relational connections 
with others in order to risk even trying to build them.  In addition, when people treat relationships in 
a utilitarian fashion, people get hurt.  

 “Friendships patterned on commodities, consumerism, mass production, and collectibles are 
friendships without heart. People were not designed to be treated as commodities, to be 
consumed, to be collected, or to have their relationships mass produced like assembly line goods. 
Such is a breeding ground for broken hearts.”  -Len Davis, Christ Centered Friendships 

 
 Reciprocity.  Reciprocity is an essential function of healthy relational connection.  The basic tenant 

of this principle is: I will do something for you with the hope that you or someone else will do 
something for me when I need it. While this reciprocity should never be the heart motive for 
reaching out to others, it is a foundational aspect of most social relationships. 
“If you don’t go to somebody’s funeral, they won’t come to yours.” -Yogi Berra 
“Come to our breakfast, we’ll come to your fire.”  -Fire Department slogan 
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 Vulnerability. Vulnerability is sometimes confused with softness, especially by men. However, 

vulnerability is little more than sharing the truth about oneself at the appropriate time and with 
appropriate people.  Vulnerability does require discernment, but it is not optional for building 
authentic relationships. 
“As leaders increase in stature, a significant temptation draws them like a magnet. They are 
seduced into hiding the truth about themselves in order to create or maintain an image that they 
believe will maintain their influence. To maintain their position of leadership, people at the top 
may live lives of pretense and disguise, especially when faced with potential failure, which must 
be covered up at all costs in order to protect their authority and power. But it does not have to be 
this way.”  -Thrall, McNicol, McElrath, The Ascent of a Leader 

 
 Proximity.  Proximity is the physical location of one person or group to another person or group.  

For example, you are more likely to have a closer relationship with someone you have regular 
contact with than with someone you do not. The person who works in your department, the 
neighbor who lives next door, and the friend you see regularly at church would all be examples. 
Proximity increases the amount of contact two individuals may have with one another. 
“I have found over and over again how hard it is to be truly faithful to Jesus when I am alone. I 
need my brothers or sisters to pray with me, to speak with me about the spiritual task at hand, 
and to challenge me to stay pure in mind, heart, and body.” -Henri Nouwen, In the Name of Jesus 

 
 Time.  Time is related to how long you have known another person or group and how often you are 

with them. The longer you know someone, the more opportunities you have to interact, observe 
behavior, and express interest and concern about him or her. 
 

 Risk.  “To involve oneself with another person for the purpose of ministry is risky. It requires that 
we concern ourselves with another’s welfare rather than our own. Easy words. But vulnerable 
ministry offered to people who cannot be trusted to respond appreciatively is frightening, and 
when their response is neglect or rejection, the pain can be unbearable. Continued involvement at 
that point is the ultimate measure of love. Our Lord died for friends who rejected Him and for 
soldiers who beat Him.” -Larry Crabb, Understanding People. 

 

There is something powerful about relational connection. Without it, you will find increased conflict, 

misunderstanding, and distrust. With it, you will find greater joy, emotional health, and trust. 

 

REFLECTIVE QUESTIONS FOR CONNECTEDNESS 

 Do I personally seek to foster healthy relational connections with those around me? How do I know? 

 Do we as an organization foster an environment that values relational connection? How do we 
know? 
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CONSISTENCY 

People tend to trust others that show predictability or consistency. When someone is erratic or 

unpredictable, we are less likely to trust him or her. For example, if a supervisor is friendly and joking 

around one day and then the next day is angry and withdrawn, and another day is serious and reserved, 

people will develop a sense of uncertainty and begin to question the consistency of this leader. 

Consistency is also important in performance. How would you feel if, over the past year the person 

responsible for producing financial reports for an organization provided some that were accurate and 

others that had errors? Such inconsistency would result in you second guessing his or her work, 

ultimately eroding the trust you have in him. 

While none of us are 100% consistent, we must regularly assess if we are consistent enough in our 

words, actions, and performance to ensure a reasonable level of trust. 

 Do I personally demonstrate consistency in my words, demeanor, and deeds? How do I know? 

 Do we as an organization demonstrate consistency with our customers? How do we know? 

 

BALANCING THE 6 TRUST GAUGES 

We can manage trust when we continually monitor communication, character, concern, connectedness, 

consistency, and competency. If distrust is detected between people or within the overall organization, 

it can most often be traced to the perceptions and expectations related to one or more of these six 

elements. Leaders face the daunting challenge of constantly balancing all six of the elements, even 

though attending to one may result in the perception that the others are being neglected. It’s no 

wonder that cultivating and maintaining trust is such a challenge! 

POSSIBLE SIGNS OF TRUST 

 Regular time together as a team and with team members 

 Problems addressed quickly and constructively 

 Positive and enjoyable work environment 

 Freedom and encouragement to question authority 

 Mutual support for most significant decisions 

 Atmosphere of care and concern for one another 

 Information freely shared between people and groups 

 Minimal suspicion regarding motives and decisions 

 Deepening level of dialogue over time 

 Long-term retention of employees and other constituents 

 Regular, unscheduled opportunities for dialogue  
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POSSIBLE SIGNS OF BROKEN TRUST 

 Excessive reliance on policies 

 Fear of challenging authority 

 Avoidance of difficult subjects 

 Increased cliques 

 Decreased social interaction 

 Reduced enjoyment 

 Second-guessing most decisions 

 Increase of critical discussions behind closed doors 

 Heavy dependence on hierarchal structures 

 Atmosphere of suspicion and tension 

 Intentionally withholding information 

 Significant turnover of employees and other constituents 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

Each case of broken trust is influenced by perceptions and expectations held by the parties involved. 

Ultimately however, confidence is shaken resulting in an atmosphere of distrust, disappointment, and 

cynicism as well as difficulty trusting again. 

 

 

 

There is no shortage of examples of broken trust in society, including many churches and organizations. Below 

is a list of examples of where trust has been broken, each with a different set of circumstances and magnitude 

of impact. The common elements for each example are broken expectations and disappointed people. 

 

 A pastor who preaches on marital fidelity, while at the same time is having an affair 
 A CEO who lays off employees, while accepting a lucrative salary and bonuses 
 A politician who promises to reduce corruption is caught accepting bribes 
 A denominational leader who challenges churches to follow Christ is convicted of stealing church funds 
 A fundraiser who promises great returns to charitable organizations is arrested and bankrupt 
 A manager who dismisses an employee without providing adequate feedback 
 An employee who engages in political behavior and manipulation to accomplish their goals 
 An employee who accepts a position at another organization without any discussion with current 

associates 
 A person who fails to show up for a scheduled meeting 
 A person who promises they will complete a task but never follows through 
 

EXAMPLES OF BROKEN TRUST 
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REBUILDING BROKEN TRUST 

When trust is broken, either for reasons of unethical behavior or due to differing expectations, the 

results are disappointment, hurt, and anger. It is very easy to respond by not wanting to trust again or 

invest the time and energy necessary to rebuild the lost trust. However, this only results in embedding 

unhealthy feelings and behaviors into the organization’s culture.  

 

 

 

There are a variety of actions that need to be taken when attempting to rebuild broken trust:   

1. Learn.  Have each member of your leadership team read this article on trust. This will create a common 
working knowledge and language related to the theme of trust. 

2. Reflect.  As a leader, reflect upon your own willingness to learn about how your actions may contribute 
to a culture of distrust. Questions could include: 

 How did the trust get broken? 

 What assumptions was I making? 

 What were my expectations? 

 Were my expectations understood? 

 Were my expectations realistic? 

 What would Jesus do at this point? 

3. Conduct a trust audit. Identify the primary sources that have contributed to the distrust. The 6 Trust 
Gauges can be a helpful tool to accomplish this.  During this time, it is vital to suspend fault-finding. Be 
solution focused, not fault focused. The goal is mutual understanding where all parties need to agree to 
what has contributed to the distrust. But this does not necessarily require agreement. Even if another 
person or group was the primary contributor to the broken trust, energy must be targeted towards 
answering the question: “What is the appropriate action that will lead to rebuilding trust?” 

4. Forgive often. Without forgiveness, it is unlikely that trust will be rebuilt since previous failures to live 
up to your expectations will cloud the rebuilding process. Without forgiveness, the breach of trust can 
consume enormous amounts of emotional energy and lead to a cynical spirit. 

 

 

 

Forgiving does not necessarily mean forgetting but rather putting the offense behind you and moving 

on with a positive attitude.  

Christian leaders must make trust a priority topic in their teams and 

organizations. The mission and performance of the organization will ultimately 

be limited or sacrificed without a culture of trust. 

Bear with each other and forgive whatever grievance you may have against one 

another. Forgive as the Lord forgave you. 

Colossians 3:13 
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5. Model confidentiality. When trust is broken, fear and anxiety levels are usually raised between the 
parties involved. It is of utmost importance to create an environment where participants know that 
what is said will not leave the room. For this to happen, the smaller the group, the better. 

6. Create safety. When people feel threatened, they are not likely to be receptive to feedback or to 
sharing honestly about their own perceptions and what contributed to them. Safety is produced by 
confidentiality, non-attacking communication, and demonstrating genuine concern. 

7. Develop expectations. For distrust to change to trust, people must work towards agreed upon 
expectations and seek to live up to them. This should result in a plan of action to address any concrete 
factors that contributed to the distrust. For example, if lack of communication is a factor, create new 
communication opportunities and channels. If competency is a factor, determine how skills can be 
sharpened. 

8. Seek assistance.  When necessary, bring in an outside facilitator to assist you with identifying and 
solving trust issues. Sometimes, an outside voice or neutral party can see processes that those closest to 
the issues cannot see. 

9. Plan for disappointment. It is important to understand there will be many more disappointments 
ahead. Using a sound biblical anthropology, accept the fact that disappointment is a normal part of life. 
You will let others down, and others will let you down. God uses disappointment to teach us, discipline 
us, and to point us to heaven – a place where there will be no more disappointments! 

10. Healthy departure.  Sometimes it is necessary for a person to leave a team or organization because the 
level of distrust has resulted in complete destruction of credibility. However, such cases should never be 
the norm since they cause repercussions to the organization and its members. In such cases, all parties 
should invest the time necessary to learn from the situation, and the organization must strive to 
demonstrate love and concern towards the individual who needs to leave. When handled appropriately, 
this can ultimately result in a fresh start for all parties involved. 
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SUMMARY 

Christian leaders must make culture management a part of their primary role. Remember, it is much 

easier to work towards retaining trust than to rebuild it.  A trust-friendly culture will make the work 

environment more healthy and effective for everyone involved. 

 

 

 

 

 

 

 

 

 

As a group, discuss the following questions related to this case: 

1.  How many of the “Possible Signs of Broken Trust” are present in this case? 

 Excessive reliance on policies 
 Fear of challenging authority 
 Avoidance of difficult subjects 
 Increased cliques 
 Decreased social interaction 
 Reduced enjoyment 
 Second-guessing most decisions 

 Increase of critical discussions behind closed doors 
 Heavy dependence on hierarchal structures 
 Atmosphere of suspicion and tension 
 Intentionally withholding information 
 Significant turnover of employees and other 

constituents 

 

2.  Using the 6 Trust Gauges, discuss what may have contributed to the distrust of this team. 

Communication | Character | Concern | Competence | Connectedness | Consistency 

 

3.  What questions would you ask the group and individuals? 

4. What are possible outcomes if this team does not address issues related to distrust? 

5. What could this team do to rebuild trust? 

 

NOTE: The following case study is designed to serve as a tool for a group or team to discuss the dynamics 

of trust in an organization.  

John, Sue, Ron, and Steve work together as a church staff at First Church, a ministry of 400.  John is the 

founder of the 15 year old church and serves as senior pastor while Sue, Ron, and Steve serve in a 

variety of associate staff roles. Ron and Sue have a growing frustration with John’s leadership, including 

the amount of time he spends with Steve and the amount of time he is away from the church. They also 

have a growing concern over the quality of his preaching and his desire to be involved in all of the church 

decisions, even related to their areas of responsibility. John likes Ron and Sue but feels like they are not 

following through on what he believes needs to happen in the church. He sometimes feels they 

continually challenge his authority by the questions they ask. John sometimes feels that Ron would like 

to take his place as the senior pastor and also questions Ron’s allegiance to him and to the church. John 

dreads holding staff meetings because of the discomfort he feels related to these issues.  
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TRUST AUDIT QUESTIONNAIRE 

Make a copy of this Audit Questionnaire. Then complete one audit on yourself and ask another 

individual or team member to complete one on you.  

 Individually, reflect upon what, if any, discrepancies exist between your assessment of yourself and 
how others see you. Why may these exist? 
 

 As a pair or group, spend time reviewing your audits. Are there discrepancies between how the 
members of the group view the trust/distrust level? If so, why might this difference exist? 

  
  

Poor Excellent 
Character . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 2  3  4  5 
Why this rating? 
 
 

  speaking truthfully and acting with integrity 
 

Communication . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 2  3  4  5 
Why this rating? 
 
 

sharing information regularly with others 

Connectedness . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2  3  4  5 
Why this rating? 
 
 

Why this rating? spending time with others 
 

Concern . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 2  3  4  5 
Why this rating? 
 
 

showing genuine love for and interest in others 

Competence . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 1 2  3  4  5 
Why this rating? 
 
 

demonstrating skill in what you do 

Consistency . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 2  3  4  5 
Why this rating? Why this rating? manifesting predictability and reliability 

 
 

What signs of trust and distrust do you believe are present in the relationship or organization at this 

time? 

 

What can be done to cultivate a culture of trust in your organization? 
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Jay Desko is the Executive Director of The Center and serves on the Senior 
Leadership Team at Calvary Church in Souderton, Pennsylvania. Jay brings 
experience in the areas of ministry assessment, leadership coaching, decision-
making, and strategic questioning. Jay’s degrees include a B.S. in Bible, an M.Ed in 
Instructional Systems Design and a Ph.D. in Organizational Behavior and Leadership.  
 
If you would ever like to contact Jay, he can be reached at 
jdesko@centerconsulting.org.  

 

 

 

 

 

 

 

 

 

 

 

  

If you are a Christian leader of a church, non-profit or business 

and would like to further advance the effectiveness and health of 

yourself or your organization, we can assist you through our 

proven guidance and relational approach. The Center’s services 

include organizational assessment and planning, leadership 

assessment and coaching, financial feasibility services, custom-

designed training, and staffing services. For more information, 

visit our website centerconsulting.org or call our office at 215-

723-2325. 

http://www.centerconsulting.org
mailto:jdesko@centerconsulting.org
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