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Agenda

01 Why is trust important?

02 What is trust?

03 Where does trust come from?

04 When (not) to trust?



Poll: 
At what levels do you think is trust 

particularly relevant?
[check all that apply]

1) Nations
2) Interorganizational relations
3) Teams
4) Leader-follower interactions
5) Neural processing

Why is trust important?01



Trust can create a competitive advantage

…on several levels, as empirical research shows

Hurley (2014) Why is trust important?01



Trust can create a competitive advantage

…on several levels, as empirical research shows

Hurley (2014); Zak and Knack (2001) Why is trust important?01

Nations

• Nations with higher trust have 
higher-performing economies 
oFor every 15% increase in trust, average 

economic growth rate increases by 1%

oFor every 7% increase in trust, investment 
as share of GDP increases by 1%



Trust can create a competitive advantage

…on several levels, as empirical research shows

Hurley (2014); Sako (2006) Why is trust important?01

Interorganizational relations

• Suppliers in high-trust trading 
relationships benefit 
oProfit margins of high-trust suppliers tend 

to be 1.3% higher than those of low-trust 
suppliers

oThe former spend 30% more time on joint 
problem solving



Trust can create a competitive advantage

…on several levels, as empirical research shows

De Jong and Elfring (2010) Why is trust important?01

Teams

• Trust is a key success factor of 
teams 
oTrust decreases costly monitoring of 

teammates

oTrust increases team members’ effort



Trust can create a competitive advantage

…on several levels, as empirical research shows

Hurley (2014); Simons (2008) Why is trust important?01

Leader-follower interactions

• Trust in leaders boosts 
organizational performance  
oPerceptions of senior management’s 

trustworthiness drive profitability

oA 1/8th increase in trustworthiness 
can translate to a US$ 261K increase 
in profit



Trust can create a competitive advantage

…on several levels, as empirical research shows

Krueger et al. (2007) Why is trust important?01

Neural processing

• Trust can be identified at the 
brain level 
oParacingulate cortex is critically 

involved in building a trust 
relationships

o It helps to infer another person’s 
intentions



Trust can create a competitive advantage

…on several levels, as empirical research shows

Why is trust important?01

Neural processing

Nations

Interorganizational relations

Teams

Leader-follower interactions

Focus of today’s 
session



Trust can create a competitive advantage

…on several levels, as empirical research shows

Why is trust important?01

Nations

Putnam (2000)



Trust can create a competitive advantage

…on several levels, as empirical research shows

Why is trust important?01

Neural processing

https://www.ted.com/talks/paul_zak_trust_morality_and_oxytocin



A lack of trust can be very costly

Why is trust important?01Hurley (2017); Shephardson (2020); Schubert and Miller (2008)

$180 million

fine
$33.3 billion in 

fines, penalties, 

financial settlements 

and buyback costs
$1.6 billion in 

fines



A lack of trust can be very costly

Why is trust important?01

Costs of low 
trust

• Fines and legal fees

• Loss in reputation

• Employee turnaround

• Restructuring
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01 Why is trust important?
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04

What is trust?

Where does trust come from?

When (not) to trust?



Trust—what is it?

Please take a minute and 
come up with a good 
definition of trust.

What is trust?02



Trust—what is it?

What is trust?02



Trust—what is it?

…it’s related to multiple things:

Perce
ption Intention Behavior

Trait
What is trust?02



Trust—what is it?

…it’s related to multiple things:

Mayer, David, and Schoorman (1995)

Perce
ption Intention Behavior

Trait
What is trust?02



Trust—what is it?

…it’s related to multiple things:

Perce
ption Intention Behavior

Mayer, David, and Schoorman (1995)

Trait
The willingness of a party to be 

vulnerable to the actions of another 
party

What is trust?02



How do you know if there is trust?

In other words, how can you measure it?

What is trust?02

Surveys Experiments



How do you know if there is trust?

In other words, how can you measure it?

“Generally speaking, 
would you say that most 
people can be trusted or 
that you need to be very 
careful in dealing with 
people?”

Surveys Experiments

General Social Survey, GSS

Yes-No

What is trust?02



How do you know if there is trust?

In other words, how can you measure it?

I would consider xyz’s suggestions when making important 
decisions.

I would be cautious with xyz (reverse).

I trust xyz.

If someone questioned xyz’s motives, I would give xyz the benefit 
of the doubt

I believe in the information that xyz provides us, even if I cannot 
double check it.

I can rely on xyz.

Surveys

Schilke et al. (2017)

Please take a minute to use 
these items to measure your 

own trust in your boss.

What is trust?02

Experiments



How do you know if there is trust?

What is trust?02Reuters (2011)

Betty White

Sandra 
Bullock

Denzel 
Washington

Paris Hilton

Charlie       
Sheen

Britney 
Spears



How do you know if there is trust?

In other words, how can you measure it?

Surveys Experiments

Scenario experiments

Behavioral experiments

What is trust?02Powell and Schilke (in progress)



Poll: 
Imagine you're sitting at your favorite 
coffee shop when a teenager pulls up 
a chair and asks you to share a bunch 
of personal information. Specifically, 
he wants to know your birthday, what 
kind of food you like, where you go 
on vacation, who you voted for, who 
you hang around with. He promises 
he won't share that information with 
anyone. 
Would you entrust him with this 
information? (Yes or No)

What is trust?02Kenny (2019)
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Imagine you're sitting at your favorite 
coffee shop when a teenager pulls up 
a chair and asks you to share a bunch 
of personal information. Specifically, 
he wants to know your birthday, what 
kind of food you like, where you go 
on vacation, who you voted for, who 
you hang around with. He promises 
he won't share that information with 
anyone. 
Would you entrust him with this 
information? (Yes or No)



Poll: 
Imagine you're sitting at your favorite 
coffee shop when a teenager pulls up 
a chair and asks you to share a bunch 
of personal information. Specifically, 
we wants to know your birthday, 
what kind of food you like, where you 
go on vacation, who you voted for, 
who you hang around with. He 
promises he won't share that 
information with anyone. 
Would you entrust him with this 
information? (Yes or No)

What is trust?02Kenny (2019)

2.3 BILLION
FACEBOOK USERS
AROUND THE WORLD
DO!



Poll: 

What is trust?02George and Migdal (2018); Raphael (2018)

“People just submitted it. I don’t 
know why. They ‘trust me.’  
Dumb fucks.”
— Mark Zuckerberg, 2004, to a friend 
regarding user data collected by Facebook



How do you know if there is trust?

In other words, how can you measure it?

Surveys Experiments

Scenario experiments

Behavioral experiments

What is trust?02Powell and Schilke (in progress)



The trust game

Berg et al. (1995); Schilke and Huang (2018)

You can choose to send $20 
to the receiver or keep the 
money to yourself. If you 
choose to send the $20, the 
money is tripled (to $60). 
However, the receiver then 
decides whether to share 
the $60 with you (so that 
both receive $30 each) or 
whether to keep the entire 
amount (so you end up with 
nothing).

What is trust?02



Poll: Do you send or keep your $20?

Berg et al. (1995); Schilke and Huang (2018) What is trust?02



The trust game

Berg et al. (1995)

Economic theory predicts:

All senders should keep their money

All receivers should keep their money

What is trust?02



The trust game

Berg et al. (1995)

Empirical data show:

Most senders send their money

Most receivers share the money

What is trust?02



The trust game

Berg et al. (1995)

Behavioral 
measure of 

trust

Behavioral 
measure of 

trustworthiness

What is trust?02



The trust game

HR
manager

Job
applicant

Doesn’t
hire

Company is where
it was before

Hires
applicant

Applicant puts
effort into job

Applicant
is lazy

Company is worse
off than before

Company is better
off than before

Dirks et al. (2011); Schilke et al. (2015) What is trust?02
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When (not) to trust?



Origins of trust

“To earn trust, money and power 
aren’t enough; you have to show 
some concern for others. You 
can’t buy trust in the 
supermarket.”
— The Dalai Lama

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2021)

Trait/
Propensity to trust

Intention/
Relational trust

Trust

Social learning 

Reinforcement 
learning

Biological basis

Shadow of the 
past

Shadow of the 
future

Broader 
network

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2021)

Trait/
Propensity to trust

Intention/
Relational trust

Trust

Social learning 

Reinforcement 
learning

Biological basis

Shadow of the 
past

Shadow of the 
future

Broader 
network

People extrapolate from early 
life experiences and ongoing 
encounters to form a general 
expectancy of others’ 
trustworthiness

Can you think of any person  
or any incisive life events that 
may have shaped your attitude

toward trust?

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2021)

Trait/
Propensity to trust

Intention/
Relational trust

Trust

Social learning 

Reinforcement 
learning

Biological basis

Shadow of the 
past

Shadow of the 
future

Broader 
network

People learn about their own 
comfort levels of trust and 
categorize themselves as low or 
high trustors

Do you feel more comfortable 
in the low or high trust zone?

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2021)

Trait/
Propensity to trust

Intention/
Relational trust

Trust

Social learning 

Reinforcement 
learning

Biological basis

Shadow of the 
past

Shadow of the 
future

Broader 
network

Biological factors determine 
people’s propensity to trust

Where does trust come from?03



Origins of trust

Reimann, Schilke, and Cook (2017)

Biological factors determine 
people’s propensity to trust

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2021)

Trait/
Propensity to trust

Intention/
Relational trust

Trust

Social learning 

Reinforcement 
learning

Biological basis

Shadow of the 
past

Shadow of the 
future

Broader 
network

A partner’s trustworthiness can 
be inferred from past 
interactions

Would you trust someone who 
has not been trustworthy in 

prior interactions?

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2013)

A partner’s trustworthiness can 
be inferred from past 
interactions

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2021)

Trait/
Propensity to trust

Intention/
Relational trust

Trust

Social learning 

Reinforcement 
learning

Biological basis

Shadow of the 
past

Shadow of the 
future

Broader 
network

A partner’s trustworthiness can 
be inferred from how much the 
partner is likely to value the 
relationship and to want to 
maintain it

Think of someone who 
places great value in having a 

relation with you. How likely is 
this person to betray you?   .

Where does trust come from?03



Origins of trust

Agius (n.d.)

A partner’s trustworthiness can 
be inferred from how much the 
partner is likely to value the 
relationship and to want to 
maintain it

Where does trust come from?03



Origins of trust

Schilke, Reimann, and Cook (2021)

Trait/
Propensity to trust

Intention/
Relational trust

Trust

Social learning 

Reinforcement 
learning

Biological basis

Shadow of the 
past

Shadow of the 
future

Broader 
network

A partner’s trustworthiness can 
be inferred from the broader 
network in which this person is 
embedded

Where does trust come from?03



Origins of trust

Schilke et al. (2017)

A partner’s trustworthiness can 
be inferred from the broader 
network in which this person is 
embedded

Trust

Reputa-
tion

Refer-
ences

+

+

Where does trust come from?03
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Should you always place trust in others?

(0:46 video clip)

When (not) to trust?04



Should you always place trust in others?

When (not) to trust?04



Should you always place trust in others?

When (not) to trust?04Baer et al. (2021)

Your trust may not be 
wanted

Trust 
wanted

Trust 
received



Should you always place trust in others?

When (not) to trust?04Schilke and Huang (2018)

Your trust may get 
exploited

Trust

Trust-

worthiness

TRUST ACCURACY



Should you always place trust in others?

When (not) to trust?04Schilke and Huang (2018)

TRUST ACCURACY

Interpersonal contact

No contact Picture Telephone
Face-to-

face

Trust accuracy



Should you always place trust in others?

When (not) to trust?04Schilke and Huang (2018)

TRUST ACCURACY

Interpersonal contact

No contact Picture Telephone
Face-to-

face

Trust accuracy 0.48 0.58 0.80 0.78



Should you always place trust in others?

When (not) to trust?04Schilke and Huang (2018)

TRUST ACCURACY



When to trust?

When (not) to trust?04

Trust 
wanted

Trust 
received

When counterpart likely 
wants your trust

01

Trust

Trust-

worthiness

When counterpart likely 
reciprocates your trust

02



Key takeaways

01 Trust can be a source of competitive advantage

02
03
04

Trust can be defined as the willingness of a party 
to be vulnerable to the actions of another party

Trust in relationships is a function of the shadow 
of the past and the future and social networks

Trust needs to be placed wisely
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