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Trust Is an Operating Asset
Trust helps teams make decisions quickly and deliver consistently. Examining how it is
built reveals an operating advantage leaders can actively strengthen.

By Lara Blackert

Organizations often describe trust as a value: important, desirable, and difficult to measure. That
framing understates its operational significance. Trust functions as infrastructure.

It shapes whether people surface problems early, challenge assumptions honestly, make
decisions with incomplete information, and act without waiting for unnecessary reassurance. It
determines how much friction enters the system every time work crosses a boundary.

When trust is strong, information moves faster. Disagreement becomes useful. Decisions hold.
Teams recover from mistakes without turning every failure into a search for blame.

When trust is weak, every interaction acquires an operating cost.

The cost appears in the work
Low trust rarely announces itself as a line item. Its cost appears in decisions revisited after the
meeting, information softened or shared selectively, and parallel channels created to verify what
leaders have already heard. Teams wait for alignment when authority should be clear. People
protect themselves from consequences rather than protecting the outcome. More meetings,
approvals, and documentation are added to compensate for uncertainty.

The organization may still perform, but execution becomes heavier.

Energy that should be directed toward customers, strategy, and improvement is redirected
toward interpreting motives, managing exposure, and navigating around people or processes that
no longer feel dependable.

That is why trust is not simply a cultural aspiration. It is an operating asset with a direct
relationship to speed, risk, and performance.

Trust determines how quickly truth moves
Every organization depends on the movement of truth.

Leaders need to know when a strategy is not translating, when a customer problem is growing,
when a decision is creating unintended consequences, or when a team lacks the capacity to
deliver. The value of that information depends on how quickly and accurately it reaches the
people who can act.

https://larablackert.com


LARA BLACKERT  |  THE DISCIPLINE OF BETTER

larablackert.com 2

In high-trust systems, people do not have to calculate the personal cost of telling the truth. They
can raise a concern before it becomes a crisis. They can disagree with a senior leader without
being interpreted as disloyal. They can acknowledge uncertainty without losing credibility.

In low-trust systems, information becomes political. People learn what can be said, to whom, and
in what form. The message changes as it moves upward. Problems arrive late, after the
organization has lost options.

Leaders can mistake caution for alignment, leaving material risks hidden until the organization
has fewer options.

The enterprise cannot adapt faster than truth can move through it.

Trust and decision velocity
Trust also determines whether decisions hold.

A decision is not complete because it was announced. It is complete when the organization
understands who decided, what the decision means, what will change, and who owns the
outcome.

Where trust is strong, people can commit even when they did not get their preferred answer.
They believe the process was credible, the relevant input was considered, and the decision will
not be quietly reversed through informal channels.

Where trust is weak, decisions linger. Stakeholders continue lobbying after the meeting. Teams
delay action because they expect the direction to change. Leaders rely on side conversations to
build the support the formal process failed to create.

The result is not merely emotional frustration. It is slower execution.

Decision velocity depends on more than decisiveness. It depends on the trustworthiness of the
architecture through which decisions are made and sustained.

Trust is designed through the operating system
Organizations cannot communicate their way into trust while operating in ways that undermine it.

Trust is shaped by the repeated experience of the system. Decision rights must be clear and
consistently honored. Accountability must remain stable when outcomes are at risk. Leaders must
say the same thing after the meeting that they said inside it. Incentives must support the
behavior the organization claims to value, difficult information must be welcomed early, and
breaches of trust must be acknowledged and repaired.

These conditions sit inside the Enterprise Performance Architecture of the organization. They are
created through leadership behavior, but also through governance, operating models, incentives,
and the design of work.

If the formal structure says one thing and the informal system rewards another, people learn to
trust the informal system.
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That is why declarations about transparency or psychological safety have limited value when the
surrounding architecture produces inconsistency.

People ultimately trust what the system repeatedly proves.

How leaders build trust
Trust grows when leaders create clarity and behave consistently inside it.

Make authority visible
People should know who decides, whose input is required, and when a decision is final. Ambiguity
invites politics because influence fills the space clarity leaves open.

Reward truth before certainty
Leaders should recognize the person who surfaces a risk early, even when the information is
incomplete or inconvenient. If bad news is punished, the organization will receive it late.

Keep ownership intact
Accountability should not migrate when pressure rises. Leaders build trust when responsibility,
authority, and consequences remain connected.

Close the loop
Unexplained silence erodes trust. When people contribute information, challenge an assumption,
or raise a concern, they need to understand what happened next, even when the answer is no.

Repair visibly
Trust does not require perfection. It requires credible repair. Leaders who acknowledge a breach,
take responsibility, and change the conditions that allowed it can strengthen trust more than
leaders who protect the appearance of consistency.

Trust strengthens accountability
High trust is sometimes confused with comfort, harmony, or lowered standards. In practice, it
allows accountability to become more direct.

People do not have to interpret every challenge as a threat. It allows conflict to stay focused on
the work. It creates the conditions for leaders to name what is not working without destabilizing
the relationship around it.

Low-trust organizations often appear polite while difficult conversations move underground.
High-trust organizations can be candid because the system can hold the truth.
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Trust is the confidence that clarity will be honored, truth can be spoken, and accountability will be
applied with integrity.

The performance effect
Organizations cannot eliminate uncertainty, complexity, or disagreement. But they can reduce
the friction created by navigating those conditions.

Trust reduces that friction.

It reduces the need for protective process. It increases the speed of learning. It allows decisions
to settle and ownership to hold. It gives people more capacity to focus on the work instead of the
system around the work.

In that sense, trust is both human and structural. People feel its presence, but the enterprise
performs differently because of it.

The pursuit of better depends on the ability to see what is true, decide what must change, and act
together with integrity.

Trust is what makes that movement possible.
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