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Charis Intercultural Training

Commitment 20+ years in global training, consulting, coaching

Clients Software, semiconductor, computer, biotech

Quality 90% and higher ratings, 14,000+ trainees

Global Reach 25 Charis Associates in 7 countries

Key Competencies • Assessments + Customized Training for Global Audience
• Working with Japan, India, China, US, Germany…Series
• Trust in Teams,  Managing Global Teams
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[Build] To earn your trust, To build your trust in our competence, here’s a snapshot of Charis Intercultural Training’s 20+ year track record, the challenges we have successfully met in diverse, worldwide settings. 
[Build] We’ve worked with dozens of companies, mostly in high tech industry, training over 14,000 employees in Face-to-Face and virtual (webinar) trainings.

We have a global staff of Charis associates, in 7 countries currently. Training and coaching for teams in Face-to-Face and virtual (webinar) environments.

Key competencies that Charis brings to global teams are assessments and customized training, such as the Working with Japan, India, Malaysia, Israel, Korea, series. 

[Build] We are doing ground-breaking work in the area of Trust-building in Global Teams, and will share that with you today.  

TRANSITION:
Anjali:  How many here today are leaders?  (all show hands)

You may be asking yourself, who is following as I lead?  
Who do I want to follow me?  
What can I do to increase other’s commitment to the future I feel passionate about?

Anjali:  You can build their TRUST in you, as a lead, even in the most challenging of circumstances – virtually and across cultures. Let’s get started!

http://www.cisco.com/en/US/hmpgs/index.html�
http://www.oracle.com/index.html�
http://www.sandisk.com/Default.aspx�
http://welcome.hp.com/country/us/en/welcome.html�


Today’s Workshop

Leadership, and Challenges in Global Teams1

Trust – Impact on Business2

Building Trust in 10 Criteria3

Action Plan for Breakthroughs across Borders4
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Context

Action - Handout

“Lack of trust can undermine every other 
precaution taken to ensure successful 

virtual work arrangements.”
- Wayne Cascio, Academy of Management Executive

Charis Intercultural Training, 2011. All rights reserved.
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Today’s workshop will be very concrete, it is about ACTION.  You will leave today with specific trust-building behaviors you can implement right away.

Let’s first set the CONTEXT for our workshop.
What are LEADERSHIP behaviours we want to target, and the challenges in global teams to address.
[Build]
Mod. 2) Next, why is TRUST  a business issue? 
[Build]  We’ll show you why an Academy of Management Executive would say  “Lack of trust can undermine every other precaution taken to ensure successful virtual work arrangements.”


After a break and refreshments, you’ll have the energy for ACTION!  You will be getting a workshop handout at that point, and FYI, these slides will be available on the Charis website.

Mod. 3) Based on the research of Charis’ strategic partner, WorldWork in London, you’ll gain 10 Criteria for Trust, valid across cultures

Mod. 4) Finally, and you will leave today with an Action Plan for your Breakthroughs across Borders.



• Distinguishing Leadership

• Challenges

Leadership Challenges in Global Teams1

4Charis Intercultural Training, 2011. All rights reserved.
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Marian
What are LEADERSHIP behaviours we want to target, and 
the challenges in global teams to address.
[Build]




Management and   Leadership

Management is about:

 Planning and Budgeting
 Organizing and Staffing
 Controlling, Problem solving

Produces a degree of predictability 
and order, and has the potential of 
consistently producing key results 
expected by various stakeholders 
(e.g. for customers, always being on 
time; for stockholders always being 
on budget)

Leadership is about:

 Establishing Direction
 Aligning People
 Motivating and Inspiring

Produces change, often to a dramatic 
degree, and has the potential of 
producing extremely useful change 
(e.g. new products that customers want, 
new approaches to labour relations 
that help make the firm more 
competitive)

Charis Intercultural Training, 2011. All rights 
reserved. Adapted from Kotter and Heskett
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Let’s define Leadership, A helpful (and brief, for our workshop today) way is to draw the contrast between Management and Leadership

Tables (Left side)  What is Management About? 
Anjali: Flip Chart their answers
Tables (Right side)  What is Leadership About?  
Anjali:  Flip Chart their answers

[Build]  Here is a brief overview (see slide)  taken from The landmark study of 207 organizations, compiled by Kotter and  Heskett   [Resource "Corporate Culture and Performance" Amazon.com]

Summary:  For today, let’s consider these 3 competencies of leadership: 
Establishing Direction
Aligning People
Motivating and Inspiring

Transition:  Are these required when leading GLOBAL Teams?  




How can Leaders Meet these Global Team 
Challenges?

Sl # 6

• Establishing Direction

• Aligning People

• Motivating and Inspiring

Charis Intercultural Training, 2011. All rights reserved.

Presenter
Presentation Notes
Anjali  - Debrief 3 groups


Marian:  Global companies must bridge distance, language and culture with cross-border collaboration. As we move to a more transparent and interdependent global reality, trust is more essential than ever.  

Trust gives leaders a competitive advantage, because it leads to engagement,  loyalty and stability in a turbulent world. It is the foundation of empowering relationships between leaders and their employees, team leaders and team members. 

Trust takes time to build, but will produce speed in achieving results. 

Employees’ readiness to trust one another is critical to sharing information, taking calculated risks, surfacing innovative ideas or bringing problems to light as soon as they occur. 


Transition:  Let’s understand Trust, and the business impact.

{Sources: Global Leadership, The Next Generation; Marshall Goldsmith et al, 2003
The Speed of Trust, Stephen M.R. Covey, 2006}







Trust – Impact on Business2
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• How to Define Trust?

• Effect of Culture on Trust

• How High and Low Trust Impacts Business

Trust?
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Does trust impact business?  I’ll tell you about one case.

STORY:

A U.S. computer company (HP) working with Sony to produce their monitors, wanted assurance that Sony would deliver the monitors on time. In teleconferences, the Japanese consistently said “Yes.” When the US team visited the Japan factory, Sony hosts took them out to dinner and treated them well. The “Yes” and hospitality were interpreted by the Americans as “we’re on the right track” everything would be delivered as promised. In fact, Sony was having technical difficulty; they didn’t discuss this with the US customer, but rather kept trying to work harder to resolve the problems. Ultimately the deadline was not met, the US company lost trust because the Japanese were not open with information. Sony lost the contract when The U.S. company gave all future orders for computer monitors to Mitsubishi.

Transition: Let’s get a deeper understanding of Trust, the effect of culture, and the impact on business.





[Research makes it clear that trust is a pivotal value that can significantly improve a company’s performance in the global market. Higher levels of trust are linked to cooperation and collaboration, competitive performance, higher knowledge transfer, increased levels of productivity, innovative thinking, leadership effectiveness, and achieving engagement and retention of our greatest resource, human capital. ]



Definition of Trust

• Risk

• Vulnerability

• Decisions

• Smart Trust

• Cultural Factors
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“Trust is the personal risk I take in expecting the people 
I depend on will act in a positive way toward me, 
especially if I cannot control the result of their actions.”  

Charis Intercultural Training, 2011. All rights reserved.
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Definition of Trust

Let’s start with a common definition. 

“Trust is the personal risk I take in expecting the people I depend on will act in a positive way toward me, especially if I cannot control the result of their actions.”  

The elements that  require me to personally exercise trust, were in the global team challenges we saw earlier.
If the environment has Uncertainty  --   there is Risk
If the work requires Interdependence  --  there is Vulnerability

Trust doesn’t just happen, it is a decision. Sometimes it is very conscious, someone has earned our trust.
At the beginning we introduced “swift trust”. This is given, and not a conscious clear decision. 

We don’t advise blind trust.  President Reagan once summed up smart trust for international relations clearly. He said, “Trust, but verify”.

Trust is personal, therefore it can be affected by culture. Since we are focusing on global teams, the cultural element is critical to understand.



Cultural Differences

Low Context High Context

• Priority = truth • Priority = harmony

• Value independence, individuality • Value interdependence, group

• Egalitarian • Hierarchical status

• Compartmentalization: separation of 
work from personal life

• Holistic: everything, including 
work and personal life, is 
interconnected

• Results oriented • Process oriented

• Communication is explicit, direct: 
verbal or written

• Communication is implicit; often 
non-verbal 

• Time is tangible, limited • Time can be abundant, fluid

Source: Edward T. Hall

9Charis Intercultural Training, 2011. All rights reserved.



Establishing Trust Across Cultures

Low Context High Context

• Thorough credentials, track record of 
successful achievements (individual)

• Introductions from insiders
• Reputation, status, and achievements

• Follow the rules (procedure, policy, 
deadlines)

• Mix social with work (gifts, dining, 
excursions, calls); build relationship

• Provide data, ROI, results, impact • Be enjoyable, offer network of 
contacts, build compatibility for long 
term 

• Manage by empowering (goals + resources, 
but not step by step process)

• Supervise each step closely, lead by 
example

Sl # 10Charis Intercultural Training, 2011. All rights reserved.



The Cultural Spectrum

Swiss Finland Australia Kenya India

Germany USA Venezuela Italy Japan

Low High
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Think about the people on your team – who is Low Context?  High Context?

Remember this, we’re going to use it later today.



Business Impact – Global Project Teams 

• Speed

• Knowledge transfer

• Attract and retain talent with high morale

• Initiative, risk-taking

• Collaboration vs. adversity

• Influence vs. command + control

Sl # 12

The Economist Intelligence Unit,  2008

Charis Intercultural Training, 2011. All rights reserved.
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Does Trust contribute to the Bottom Line? In fact, Yes! 

The Economist Intelligence Unit, [in The Role of Trust in Business Collaboration]conducted a study of global teams and project effectiveness. They found that teams with High Trust were more that TWICE as likely to meet their project goals.  

What are the Trust factors?  [Build]
 Speed of transactions, faster communication
 Knowledge or information shared because I don’t fear it will be used against me
 Attract talent, increase your membership because people feel the high morale where there’s trust
 If you want calculated risk-taking, you need the support of trust
People collaborate and discuss conflicts when there’s trust, vs taking the adversarial or legal approach

 Finally, in today’s complex organizations, global – matrixed – virtual, many must manage by influence instead of command and control Build Trust to influence successfully, without solid-line reporting relationships.

These results show individuals are in a strong position to imbue confidence and trust in a collaborative effort. This suggests companies should invest in building a cadre of strongly trusted people to lead and enable their collaboration efforts

{The study sponsored by Cisco Systems in 2008, surveyed 453 business executives from around the world. Among the findings, those who had complete trust in a key individual with whom they had recently collaborated, 92% reported success in meeting the goals of their collaborative venture, compared to only 45% among those who reported little trust. In fact, among those who had little trust in the person with whom they worked, more than half said their collaborations had not been very successful, or were going poorly.}
 



Trust  and  ROI

Total Return to 
Shareholders (TRS) in high 
trust organizations is 
almost three times higher 
than the return in low trust 
organizations. 

That's a 
difference of 
nearly 300%!
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and Opinions  by Watson Wyatt 
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Trust and ROI

A recent global study by consulting firm Watson Wyatt focused on what contributed to increased shareholder value (stock price + dividends) over a 3-year period.  The results are astounding!

[Build]  Trust was the key factor. Companies with High Trust experienced  an increase of almost 300% of shareholder value  than for companies that reported low levels of trust. 





Trust and the Bottom Line

Low Trust – COST  $64 Billion annually

 Turnover, due to Unfairness
Corporate Leavers Study, 2007

High Trust = Top Financial Performers

 Great Corporate Cultures, including Trust
McKinsey Study - 230 global companies, 2007

14Charis Intercultural Training, 2011. All rights reserved.
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Two studies done the same year, 2007, found Trust impacted the bottom line.
Postive – 260 Top Performing global companies, those most successful (increased company value) had corporate culture that fostered openness, accountability, compelling vision, challenge, and TRUST!

Negative  - impact of Low Trust costs $64Billion annually in the U.S.  = Google, Amazon, Starbucks combined!   due to the loss of professional and managerial employees who leave their companies because of unfairness, cumulative comments and jokes that undermine them.



The Corporate Leavers Survey, a groundbreaking study conducted by the Level Playing Field Institute in January 2007, shows that each year in this country, more than 2 million professionals and managers in today’s increasingly diverse workforce leave their jobs, pushed out by cumulative small comments, whispered jokes and not-so-funny emails. This rigorous study, the first large scale review of this issue, shows that unfairness costs U.S. employers $64 billion on an annual basis–a price tag nearly equivalent to the 2006 combined revenues of Google, Goldman Sachs, Starbucks and Amazon.com or the gross domestic product of the 55th wealthiest country in the world. This estimate represents the cost of losing and replacing professionals and managers who leave their employers solely due to workplace unfairness. 
 
By adding in those for whom unfairness was a major contributor to their decision to leave, the figure is substantially greater. This study also shows how often employees who left jobs due to unfairness later discouraged potential customers and job applicants from working with their former employer.



Public’s Trust in Business – Your Brand
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In the United States, home to some of the largest corporate collapses, trust in business collapsed as well,
dropping 20 percentage points in 2009. Only 38% of informed publics in the U.S. trusted business, the year of: the housing bubble bursting and mortgages defaulting; billions lost in Madoff, Sanford and other ponzi scheme frauds; Wall Street investment companies and bank failures; and massive corporate layoffs; and leaders talking about global economic collapse. Trust levels reached the lowest they have been in the Edelman Trust Barometer’s tracking history—even lower than in the wake of Enron and the dot-com bust. The 2010 rise is tentatively being called “the Obama effect” as hope in the new administration and economic stimulus packages reflect an optimistic uptick in trust in the U.S.




Industries  – Your Brand
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Tech 
76%

Charis Intercultural Training, 2011. All rights reserved.

Edelman Trust Barometer, 2008-2010 
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Industries – How is your brand?

It is not good news for Banks (with many failing in Q4 08 and 2009) or [Build] for Automotive, with recalls.

One thing these reports show us is that Trust can be measured.

This survey asked “do you trust businesses to do what is right?” 


 Around the world, technology remains the single most trusted industry sector, with 76% of respondents indicating that they trust this sector to do what is right, followed by biotechnology and life sciences. In the U.S. (figure below) the least trusted industries are media and insurance companies. Not surprisingly, the two industries seeking government bailouts— banking and automotive—suffered the greatest declines.

Audience:  If trust is relatively high in technology environments, How many of you feel there is still room for improvement, with raising levels of trust higher at the org’s you work with? [Hands?]





Trust links to Higher Thinking
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oxytocin

Higher Thinking

critical analysis

logic

creative thinking

verbal ability

Source: Ernst Fehr, University of Zurich, 2005

Charis Intercultural Training, 2011. All rights reserved.
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Trust and the Brain 
What can neuroscience tell us about trust? The emotions, thoughts and actions of trust originate in our brains, and there is a strong correlation between trust and the level of oxytocin, a hormone and neurotransmitter. A team of researchers led by Ernst Fehr of the University of Zurich (2005) showed that increased oxytocin levels in people correlated to a greater willingness to accept risks in interpersonal interactions, and were associated with human attachment, social recognition, and trust. Oxytocin modulates the fight/flight response of the amygdala, making the experience of trusting another person less threatening. 
 
Could team members be biologically higher performing when they trust? Oxytocin also appears to support higher-level cognitive functioning. When one trusts, the higher order functions of the neocortex, such as critical analysis, logic, creative thinking and verbal ability, are ready to go! 




Rate the Business Case for Trust
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Why should your organization invest in trust-building?

1. Project Effectiveness, Virtual Team Performance (results)

2. Adding Value, Avoiding Costs ($$$)

3. Public’s Trust in our Company (brand)

4. Higher Thinking (creativity, complexity, risk-taking)

5. Increased Hiring, Retention (talent, morale)

6. ALL OF THE ABOVE

Charis Intercultural Training, 2011. All rights reserved.
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We’ve shared with you several studies that show trust impacts business success. 

Of these data, which would be most persuasive for your team or organization to invest in trust-building?  Please vote with a raised hand,  (Anjali count)
Project Effectiveness, Virtual Team Performance (results)
Adding Value, Avoiding Costs ($$$)
Public’s Trust in our Company (brand)
Higher Thinking (creativity, complexity)
STORY:  Kumar was a high potential engineer in India, interviewing with eBay, but he failed the background check when dates on his resume did not match his past employer’s relieving letter. His resume indicated he had two months more experience at a company than he had worked. Lisa, an American manager who valued integrity highly, saw this as perjury (lying) and wanted to let him go.         Meanwhile, Priya talked with Kumar and learned in informal chats that he had had a common “leaving period” of two months since his job ended, which explained the discrepancy.  Kumar had been forthcoming, open with information, had high levels of competence in his field, and a trustworthy track record. Priya persuaded Lisa to hire him. By  having sensitivity to the multiple cultures involved, they avoided alienating members from teams in the US and India.  Best of all, Kumar is still employed with eBay and is a high achiever in good standing. 
Increased Hiring, Retention (talent, morale)
ALL OF THE ABOVE




Building Trust in 10 Criteria3
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• Meet the 10 Trust Criteria

• Measuring Trust in the Team

Charis Intercultural Training, 2011. All rights reserved.
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Module 3  Building Trust in 10 Criteria

How many kinds of trust are there?

Anjali:  [Read]  Let’s look at a few situations.
1. You have just fallen and broken your arm. I’m a global business consultant. I offer to set your bones back in place.  Do you trust me to do it?

2. You are going to bring $20,000 to the bank to get a cashier’s check. I offer to do it for you. Do you trust me?

3. They’re going to layoff  50% of the workforce on Monday.  Either You or I  will lose a job. I offer to call the manager this weekend for both of us. Do you trust me?


Meet the 10 Trust Criteria 



10 Trust Criteria

1.  Competence - will not let 
me down

2. Compatibility – share in 
common

3.  Goodwill– care or concern

4. Integrity – do what you say

5. Predictability – consistent

6. Well-being– nothing to fear

7. Inclusion – included work 
and social

8. Open with information

9. Accessibility – emotions

10. Reciprocal – trust me

Sl # 20Charis Intercultural Training, 2011. All rights reserved.
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What is Trust? And How do we measure it?

We’re sharing with you the synthesis of many years and sources of research on the topic of trust, validated across cultures.

Research shows that 'trust' can be measured and managed in order to promote appropriate trust building systems, behaviors and culture. The International Team Trust Indicator is a tool for measuring and building trust within teams generally, but particularly in international and virtual teams. 

Here are the 10 criteria that you can use as tools to increase trust in your teams. [Page 2 of Handout]


ACTIVITY – looking at your Name Badge, you wrote a Trust quality.  Which Trust Criteria is it most closely linked to?



Measuring Trust:  “Want” - “Get” = Gap
International Team Trust Inventory 

Sl # 21

3.0

3.5

4.0

4.5

5.0
Integrity

Well-being

Inclusion

Openness with 
Information

Predictability

Goodwill

Reciprocity

Competence

Compatibility

Accessibility

Team Alpha - Trust Criteria (Want and Get)

Average Want

Average Get
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It is possible to Measure Team Trust, and Focus where it is most important.

 Results: “Want”  , Get , GAP

 What are the Largest Trust Gaps? – 
[Build]Openness w. Info
Competence
 Integrity



Leadership

Sl # 22

How will TRUST GAPS affect these areas of Leadership?

 Establishing Direction

 Aligning People

 Motivating and Inspiring

“Lack of trust can undermine every other precaution taken to 
ensure successful virtual work arrangements.”

- Wayne Cascio,  Academy of Management Executive

Charis Intercultural Training, 2011. All rights reserved.
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Action Plan for Breakthroughs across Borders3

Sl # 23Charis Intercultural Training, 2011. All rights reserved.



Sample  Action Plan
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Trust Criteria My Trust-building Actions to lead my 
global team

Change I expect to see in my 
team

1  Competence [Israelis]
Be direct, prepare to debate, 
give lots of data, challenge 
them back

They will challenge me 
2 – 3 times, then accept 
my position.

2  Integrity [Chinese]
Build my reputation, get an 
intro of my team role from my 
manager, and fulfill my goal 
100%. 

Chinese will request to 
work with me, want me 
on their team, ask me to 
represent them in US 
meetings.

3 Open w. Info [U.S.]
After asking for input to a 
decision, let them know what 
will be done with their 
suggestion.

Good buy-in to my 
decisions, less 
resistance, and quick 
implementation.

Charis Intercultural Training, 2011. All rights reserved.
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Here is a sample, completed.



Action Plan

Sl # 25

Trust Criteria My Trust-building Actions to 
lead my global team

Change I expect to see in my 
team

1 Competence

2 Integrity

3 Openness with Info

Charis Intercultural Training, 2011. All rights reserved.
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You have 15 minutes.



What We Learn when Measuring Trust

Sl # 26

• Most “Want” are higher than “Get”

• “Get” (experiences of trust) had bigger variation (SD) than “Want”

• Top 3 Gaps we need to address!

• Bottom Gaps show common ground (strength)

• Benchmark: Compare our team to others

Charis Intercultural Training, 2011. All rights reserved.
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Team Trust Results: “Want”

Sample report, for the 10 Trust Criteria. 

A similar report will be generated for “Get”




Trust can Lead to Breakthroughs 
across Borders

www.chariscorp.com
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