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Hiring for trust might be                                       
the most important 

character trait 
for which you will ever hire.

Hiring for trust
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1. Are you positioned to hire for trust?  
2. Is trust part of your core values?
3. Is your leadership team around the long-term             

value of trust?
4. Do employees perceive each other as trusted partners?
5. Is an atmosphere of trust present in your workplace?
6. Do you trust your leadership?
7. Does leadership trust you?
Adapted from https://blog.shrm.org/executive/blogpost/Hiring-for-Trust

Questions you must ask YOURSELF
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Your organization                
must be grounded                    

in values that support                                 
and celebrate trust.

https://blog.shrm.org/executive/blogpost/Hiring-for-Trust

Hiring for trust
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The Most Common Hire!
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Performance or Trust?

Source:  Simon Sinek, & Harvard Business Review

How do you assess 

trustworthiness?
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It’s better to avoid 
a toxic employee 
than hire a 
superstar.    
Harvard Business Review

https://hbr.org/2015/12/its-better-to-avoid-a-toxic-employee-than-hire-a-superstar

Performance or Trust?
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Good Performance & High Trust 
is better than

High Performance & Low Trust

Performance or Trust?
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“…avoiding a toxic employee can save a 
company more than twice as much as 
bringing on a star performer.”   
- Harvard Business Review

https://hbr.org/2015/12/its-better-to-avoid-a-toxic-employee-than-hire-a-
superstar

The Cost of a Low Trust Employee
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“…avoiding a toxic worker was worth 
about $12,500 in turnover costs, but even 
the top 1% of superstar employees only 
added about $5,300 to the bottom line.”

- Harvard Business Review

https://hbr.org/2015/12/its-better-to-avoid-a-toxic-employee-than-hire-a-superstar

The Cost of a Low Trust Employee
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Hiring for trust 
might be the                                                  

most important    
character trait
for which you                      
will ever hire.

Hiring for trust

Photo credit:  https://blog.shrm.org/executive/blogpost/Hiring-for-Trust
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$7 billion+ in total losses due to occupational 
fraud in 2018. Companies that hire for trust go 
way beyond third-party background checks         
and urine samples.         

Hiring for trust is an intentional strategy 
with positive and lasting impact.
https://blog.shrm.org/executive/blogpost/Hiring-for-Trust

Certified Fraud Examiners
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• Do the core values of your organization include trust? 
(If the answer is “No” there is little reason to continue.)

• Is your leadership team aligned around the long-term 
value of trust, or is trust ignored and taken for granted?

• Do your leaders believe that trust is something 
automatically bestowed upon them by virtue of their job 
title, or do they model ethical and principled behavior? 
An easy test is whether they refer to employees as staff 
or colleagues.

How do I know if my company is ready to hire for trust?
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• Do employees perceive HR as a trusted partner? Is your 
HR team a strategic component of leadership, or is it 
merely a conduit of the legal and compliance 
department?

• Is your company trust challenged? Are non-competes 
and non-disclosure agreements part of your hiring 
process? How about sales quotas?

How do I know if my company is ready to hire for trust?
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How do I know if my company is ready to hire for trust?

• Were employees who are working remotely for the first 
time ever given the opportunity to do so in the past? If 
not, was it because leadership didn’t trust them?

• Are “buzz” phrases like open and honest 
communication, radical transparency and purpose part 
of your daily wasteful “culture speak?”

https://blog.shrm.org/executive/blogpost/Hiring-for-Trust
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How do I know if my company is ready to hire for trust?

• Is an atmosphere of trust always present in your 
workplace? Have you identified what’s missing?

• Are those who call out unethical behavior rewarded or 
punished?

• Do your employee engagement surveys address trust 
head on going beyond the basic “Do you trust 
leadership” question?

https://blog.shrm.org/executive/blogpost/Hiring-for-Trust



2021 © Michael D. Page, all rights reserved

Are you toxic or 
untrustworthy?
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ü Do I talk about others behind their backs?
ü Do I gossip about patients or colleagues?
ü Can I be seen as overconfident?
ü Am I a complainer?
ü “I’m a big believer in rules.”

“Am I toxic or untrustworthy?” Top 10 Checklist
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ü People think of me as a “big shot.”
ü “I don’t get the credit I deserve.”
ü “I work harder than most of my co-workers.”
ü I’m often easily offended at what people say or do.
ü I judge more on a person’s actions than on           

their intentions?

“Am I toxic or untrustworthy?” Top 10 Checklist
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2012 CareerBuilder employer survey     
n: 2,700 

“a bad hire could cost $25,000—$50,000.”

https://hbr.org/2015/12/its-better-to-avoid-a-toxic-employee-than-hire-a-superstar

The Cost of a Low Trust Employee
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The 
Confidence 
Continuum
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1. Know what you know.
2. Know what you don’t know.
3. Know the difference.
4. Arrogance is not confidence, 

but a demonstration of fear and 
weakness.  

5. Condescension or pomposity is 
no sign of success.

6. Self-depreciating behavior can 
be arrogant as outright conceit! 

Professional Confidence
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Those to whom much has been 
given sometimes suffer from 
arrogance; or rather the people 
around them suffer. 

Arrogance is doubly a pity, because 
the talents of the arrogant serve 
primarily themselves. 

http://www.innerfrontier.org/Practices/Arrogance.htm

Professional Confidence
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The arrogant assumes his views and 
opinions are The Truth. In arrogance, 
natural confidence goes sadly awry. 

Rather than the self-assurance born of 
knowing his own strengths and 
limitations, arrogance admits no limits. 

http://www.innerfrontier.org/Practices/Arrogance.htm

Professional Confidence
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The arrogant brooks no weakness in himself and may even 
secretly rejoice to find flaws in others. But imperfections are 
inherent in being human, so the arrogant, like everyone else, 
always has feet of clay, however well hidden they may be. 
Fearing exposure, haughtiness forms a hard shell masking 
inner emptiness.  

http://www.innerfrontier.org/Practices/Arrogance.htm

Professional Confidence
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Hiring for trust might be the 
most important character trait 

for which you will ever hire.

Hiring for Trust
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Don’t let skill, experience, and 
performance deceive you.

Hiring for Trust
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Some of the most untrustworthy 
professionals are some of the most 

highly skilled, performance-based, and 
passionate people.

Hiring for Trust
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7. If someone on your team disagrees with 
you, how do you react?

8. What do you consider your top three 
character strengths?

9. What would keep you from having open 
and frank conversations?

10. Is transparency the best option if it 
compromises kindness?

11. Could you respect a teammate you didn’t 
trust?

12. Should employees feel safe to fail?
13. What ethical behavioral goals have you 

set for yourself?

13 candidate questions for trust

1. How do you feel about telling “white” 
lies?

2. If you failed at achieving a goal, would 
you openly and candidly acknowledge it?

3. Do you feel that your values are aligned 
with the values of this organization?

4. Can you provide an example of how you 
have recently acted with integrity in 
either your personal or professional life?

5. Do you consider yourself a good listener 
and why?

6. Are you more competitive or more 
collaborative?

https://www.trustacrossamerica.com/blog/?p=5147
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Behavioral questions vs. Situational Questions

Behavioral 
Questions

“Tell me about a 
time when…”

Situational 
Questions

“What would you 
do if?…”

https://www.inc.com/jessica-stillman/star-wharton-professor-adam-grant-says-this-popula.html
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WHY?

Impressive Answers
Accurate Answers
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One question you should ask

Can you relate 3-5 experiences where you 
have helped advance someone’s careers?

If examples are of colleagues above them…

If examples are of colleagues below them…
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THE BEST HIRE:

High Good Performance, High Trust
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