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18+1 rules to becoming a TRUSTWORTHY team player 
Yoram Solomon, PhD, MBA, LLB 

Effective, productive, and creative teamwork depends on the team’s ability to have Constructive Disagreement. This 
is the ability to argue an issue, be passionate about it, even raise your voice, but never let it become personal or 
destructive. It is the opposite of being Politically Correct, or exercising Office Politics, where you hold the meeting 
before the meeting, the meeting after the meeting, just not the meeting during the meeting. To be able to have 
constructive disagreement, each team member must be willing to be vulnerable with the others without fear of how 
what you say would be used against you; be willing to provide direct feedback without fearing how the other person 
would react, and be receptive to such feedback from others without taking it as a personal attack. It is your ability to 
say “I don’t know” and “I was wrong.” It is your ability to ask stupid questions and suggest stupid ideas without 
fearing the consequences. For you to feel comfortable doing all three, you must have trust in your team. But you 
cannot force anyone to trust the others. Here are 18+1 tips you should use to build trust in your team, based on the 
TrustActions™ model and formula developed by Dr. Yoram Solomon, founder of the Innovation Culture Institute.  

Be good at what you do 

One of the three structural elements of the TrustActions™ framework is competence. People will 
trust you if you are professionally competent in what you do. Learn, practice, and improve your 

professional role in the team. Make sure the others see you as competent.   

Exercise empathy 

Don’t confuse empathy with sympathy, compassion, or feeling sorry for someone. Empathy is 
your ability to see things from the other side. There is always another side to an argument. It is 
also not your ability to put yourself in the other person’s shoes. First of all—you are not them. 
Empathy is the intentional effort to see things from the other side, as the other person sees it.  

Own your side of communications 

Communication is a two-way street. For a message to go from your brain to another’s brain, or 
from theirs to yours, it must be explained well, as well as understood well. When this doesn’t 
work, don’t blame the other person for not explaining it right, or for not understanding what you 

said. Take ownership for maybe not explaining it well yourself, or not understanding the other person. When you say: 
“you didn’t explain it well” or “you didn’t understand what I said,” you put the other person on the defense. But when 
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you say “I didn’t understand what you said” or “maybe I didn’t explain it well,” you take responsibility for your part 
in the communication failure.  

Be fair, put as much effort 

Research proved that fairness is key to building trust in a team. When the team is under a tight 
deadline, working long hours, working on weekends, yet you come in at 9 and leave and 5, 
refusing to work on weekends, you will not build trust with the others. Make sure you put in as much effort as they 
do. If you get a high wall office while the others work in cubicles—give up your office. Fairness and equality are very 
important.  

Reduce your own sensitivity 

Political Correctness thrives on people’s over-sensitivity. If someone intentionally hurt your 
feelings—you have the right to be offended and defensive. Even if they unintentionally hurt your 
feelings you have that right. Having the right is not the issue, though. Once you allow your 

feelings to be hurt, you let emotions take over. You stop being rational, you become defensive, and you attack back. 
When you are being hurt, consider this: if the other person unintentionally said something that has the potential to 
hurt your feelings, the decision to be hurt and defensive is yours. Not theirs. Even if they attempted to hurt your 
feelings intentionally, remember that allowing yourself to be hurt means that your response will no longer be 
rational. When you are given feedback, be receptive and not defensive.   

Explore what you have in common 

Trust builds faster among people who share experiences. If you dig deeper, you will find that 
you have things in common with pretty much everyone in the world. It’s just a matter of 
digging deep enough. Consider this. When you are on a trip to China, and all of a sudden you 
hear someone speaking English. What do you feel towards them? What if you find that they are from your home 
state? Home town? Went to the same school as you? What if they were adopted, just like you? Drive a Jeep Wrangler 
just like you? Find what you have in common. What values do you share? What enemies do you share? 

Spend more time together 

Trust develops over time. If you meet for 30 minutes once a month, it will take much longer than 
if you spend several hours together every week. Assume that there is a number of hours you must 
spend together to build trust. Just like learning to play the violin. The only question is how long 
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would it take for you to get there. Spend time together after work. If you don’t like spending time with another team 
member after work, odds are that you don’t like that person at work, either.  

Get your butt out of your chair  

In his 1971 book Silent Messages, Professor Albert Mehrabian found that words are 7% 
effective, tone of voice is 38% effective, and facial expressions are 55% effective in liking a 
person. You will not be as effective in liking someone when communicating through email as much as you would be 
over the phone, and no t as much as you would when you meet face-to-face. Minimize email. Reduce phone calls. 
Have face-to-face meetings. Trust will build faster. Oh, and a handshake or a hug increase the release of oxytocin in 
your brain, which increases trust and trustworthiness. Just ask Paul Zak.  

Perform teambuilding activities regularly 

Think of team building activities as activities that put you on the same side as other team 
members, spending some intense time together, outside of work. Do those often. The more 

intense, the better they are. Try to have activities in which you are on the same side, and not competing against one 
another.  

Set meeting expectations and ground rules  

When people have different expectations going into a meeting, some will be disappointed or 
taken aback. Start a meeting by setting the expectations for the outcome. Set ground rules 
for the meeting. My top ground rules are: nothing is personal, everyone is equal in this 
meeting, nobody gets to monopolize, nobody gets to be quiet, what happens here stays here, and everything is on the 
table. A simple set of rules like that increases the willingness of people to be vulnerable with one another, provide 
direct feedback, and be receptive to it. Those will assure constructive conflict.  

Don’t agree to disagree 

When you say “let’s agree to disagree,” you are avoiding critical issues. You don’t really discuss 
all aspects of it. You try to avoid emotions, as well as feelings. You assume that no middle 
ground can be found. You kick the can down the road. The only one thing you don’t do—you 

don’t address the real issue and don’t reach a solution. Stop “agreeing to disagree.” Disagree passionately (albeit 
respectfully). Only then will you hear aspects of the issue you didn’t think about. And so will the other side. And it 
will build trust.  
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Don’t assume, ask!  

You are the sum of your experiences. When you see someone do something, or behave in a 
certain way, you think you know why. You make assumptions. And there is a chance that 
you are wrong. And then your reaction is inappropriate to what is really going on. Our 
brain likes to take shortcuts, so we put people in boxes. We assume that if we know one thing about a person, we 
know everything else. So don’t assume. Ask. And if you have to assume, allow yourself to assume positive things more 
than negative things about the other person.  

Don’t expect, ask! 

The opposite is true, too. Don’t expect the other person to know what’s in your head. Don’t 
expect them to do something without you asking them. They can’t read your mind, and may 
end up disappointing you, and hurt trust. If you want something, ask for it.  

Don’t talk about it. Do it! 

Focus on actually achieving the goals. Not talking about the goal. Focus on the outcome, not 
the publicity. “When you have to shoot, shoot! Don’t talk…” (The Good, the Bad, and the 
Ugly).  

Start with why 

Simon Sinek said it the best. Don’t tell people what to do, and don’t tell them how to do it. 
Tell them why. People are much more likely to do what you ask of them if they understand 
why you are asking them to do it.  

Give autonomy 

People don’t appreciate when you tell them how to do things. So don’t tell them how to 
climb a mountain, tell them which mountain to climb, and let them decide how. Share the 
big pictures. Let everyone understand how what they do fits in the big picture. Encourage 
transparency and communication. Do not “command and control.” Do not “divide and conquer.” Do not be the hub 
of communications. Do not micro-manage, and do not use policies to drive behaviors. Motivation drives behaviors.  
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Be vulnerable, direct, and receptive 

The three elements that allow constructive conflict are your willingness to be vulnerable with 
the others.  Ask stupid questions. Suggest stupid ideas. Don’t be afraid of the consequences. 
Give others the opportunity to feel that you trust them. Stephen R. Covey stated that “most 
people do not listen with the intent to understand; they listen with the intent to reply.” Do 

you? Do you come up with the answer before the other person finished speaking? Lose that tendency. And when you 
answer, say what you really feel. Don’t sugar-coat your feedback. Don’t hurt others intentionally, but assume that 
they know you have their best interests in mind, and that they will choose not to be offended by your direct feedback. 
Finally, be receptive to such feedback. Don’t take criticism as a personal attack. Especially when it was not given as 
such.  

Give trust a head start 

It’s a chicken and egg situation. If there is no trust in the team, there will be no 
constructive conflict in the team. The team will behave in a very politically-correct 
manner, which does nothing to build trust. In fact, it does the exact opposite. Some people need others to earn their 
trust. Others extend trust and let the other person lose it. It’s a question of whether you are innocent until proven 
guilty, or guilty until proven innocent. You don’t have to start by trusting someone you don’t know with your life. 
But you can start by extending a little more trust than you feel comfortable with. Give trust a head start. It will 
shorten the time to build full trust, or prove the other person is not trustworthy much earlier. Either way—you 
benefit.  

If you can’t build trust, stop trying 

It’s not enough that you tried all the above. Sometimes, trust simply can’t evolve. It will 
typically happen when people don’t share the same values, or even hold opposite values. It 

happens when someone simply doesn’t try. Give trust a chance, but if you can’t build it, accept the fact that trust will 
never develop in this environment, and move on.  
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About us. 
Dr. Yoram Solomon is the founder of the Innovation 
Culture Institute and an Innovation Culture and Trust 
expert. He published 8 books, 22 patents, more than 200 
articles, and was one of the creators of Wi-Fi and USB 3.0. 
Named one of the Top 40 Innovation Bloggers in 2015, 
2016, and 2017, and was a columnist at Inc. Magazine and 
Innovation Excellence. 

Dr. Solomon is a Professional Member of the National Speakers 
Association and an adjunct Professor of entrepreneurship at the Southern 
Methodist University, the University of Texas at Dallas, and the Hadassah 
Academic College in Jerusalem. He was the host of the first TEDxPlano in 
2014, and a speaker at the TEDxOakLawn 2018. Elected in 2015 to the 
Plano ISD Board. 

TrustActions™ 

Over the past decade, Dr. Solomon developed the trust-building formula, 
and the TrustActions model, shown below. Using this formula, and 
through engaging keynotes, interactive full-day and half-day workshops, 
and more recently, through an interactive Innovation Culture & Trust 
Masterclass, he is helping companies build trust, and a culture of 
innovation. He delivered these workshops to companies such as AT&T, Qorvo, Dannon, Texas Instruments, Amway, 
VCE, Northrop Grumman, DRS, and many more. Participants described his workshops and programs as 
“transformative.” Find out more at www.innovationcultureinstitute.com   

 

 

 

 

  

 

 

 
Get in touch! 

(972) 332-1490 
info@innovationcultureinstitute.com 

Text TRUST to 21000 

http://www.innovationcultureinstitute.com/
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