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Abstract

Trust is critical for the quality of social interaction especially in organisations based on employee cooperation and empowerment. An important question is how organisations pass from a situation with low trust between management and employees and among employees to a situation characterised by high trust and co-operation? In this paper we explore the process of trust development during an organisational change project in a Danish SME by looking at two kinds of trust relations: employee trust in management and trust relations among employees. We find substantial differences in trust in management among employees. Trust is found to be higher among employees interacting regularly with managers, as in the project coordination group. It is found that personal relations are very important for the development of trust. The success of the project may be explained by the involvement of an ‘elite group’ of employees in the project coordination group, by a change of attitude towards employees by management during the project, by the specific actions taken by management as a response to employee complains and by the creation of occasions such as employee seminars where employees can meet and discuss with colleagues from other departments and develop personal knowledge of each other.
Introduction

Trust is a critical component of social interaction especially in organisations based on employee cooperation and empowerment. According to Tyler (Tyler 2003) trust is a key to organisational performance because it enables voluntary cooperation. Voluntary co-operation becomes increasingly important because changes in the nature of work make old styles of securing co-operation difficult to maintain and the nature of co-operation needed in organisations have changed in the direction of more voluntary forms.

An important question is how organisations develop from a situation with low trust between management and employees to a situation characterised by high trust and co-operation between management and employees and among employees more generally? This question relates to the process of trust development (Nooteboom and Six 2003; Lewicki, Tomlinson et al. 2006) raising another question: how are trust produced in these situations of organisational change? 
Several researchers have argued for the application of more qualitative research methods to supplement survey data. Lewicki et. al. (Lewicki, Tomlinson et al. 2006) argue for the use of longitudinal and qualitative techniques. Dirks and Ferrin (Dirks and Ferrin 2002) argue for the need to ‘examine the behavioural cues that employees use to draw conclusions about the character of the leader or whether the relation is one involving care and concern’ (Dirks and Ferrin 2002, p. 622). Kramer (Kramer 1996) have argued for more naïve theories about trust based on mental accounts of people studied mirroring theories that ‘individuals, conceptualised as lay epistemologists, carry around inside their heads’ (Kramer 1996, p. 238). 
In this paper we explore the dynamics of the trust process in an organisational change project through a qualitative case study exploring the creation and maintenance of trust during an organisational change project started in early 2006 in a Danish SME. The study explores the development of trust between management and employees and among employees in the company during the process of implementing an employee empowerment project. 
In this paper we show that personal relations are very important for the development of trust. The creation of trust is explained by the involvement of an ‘elite group’ of employees in the project coordination group, by the change of cooperative attitude by management during the project, by the specific actions taken by management as a response to employee complaints and by the creation of occasions such as employee seminars where employees can meet and discuss with colleagues from other departments and develop personal knowledge of each other.
 Much research has been done on the development of trust in organisation but very few case studies of the dynamics of the development of trust have been conducted. This case study demonstrates that detailed case studies may be important, by adding a much more complex picture of the dynamics of the development of trust in organisations.   
The remainder of the paper is structured as follows. First, earlier research on the development of trust in organisations is briefly summarised. Second, the empowerment project in the case company is presented. Third, the most important aspects of the development of trust during the empowerment project are analysed. 
2. Prior Research on the trust process
Two different traditions can, following Lewicki et al. be identified in the literature on trust (Lewicki, Tomlinson et al. 2006): the behavioural tradition and the psychological tradition. In the behavioural tradition trust is seen as rational decisions based on former actions. The choice of cooperation is an indication of trust, whereas the choice of competition is an indication of distrust. The psychological tradition can be subdivided into three different conceptualizations: the unidimensional, the two-dimensional, and the transactional approach. In the unidimensional approach trust and distrust are seen as extremes on the same continuum, whereas the two-dimensional approach work with trust and distrust on separate continuums. Therefore high trust can co-exist with high distrust, which is due to the complexity of interpersonal relations that consist of different aspects. As an example an employee may well trust an employer to increase the profits of the firm, but at the same time distrust her as regards the creation of an inspiring working environment. In the behavioural tradition focus is on observable behaviour, whereas the psychological tradition focuses on cognitive and affective processes.

Whether a behaviour component should be part of an overall trust model is a matter of dispute in the psychological tradition. Rousseau et al. defines trust as “a psychological state comprising the intention to accept vulnerability based upon positive expectations of the intentions or behavior of another” (Rousseau, Sitkin et al. 1998, p. 395). According to Dietz and Den Hartog, trust consists of three parts: “trust as a belief, as a decision, and as an action” (Dietz and Hartog 2006, p. 558). Trust is partly a belief that a certain relationship leads to positive outcomes. The decision to trust someone is based on this belief, and in order to demonstrate trust one has to take action based on this decision, such as managers increasing employee responsibilities. In this way trust is viewed as a process in three stages including the risk-taking act of trust. 

In the transactional approach it is argued that trust relationships develop in stages. Different but overlapping categories can be discerned from the literature. Lewicky and Bunker (Lewicki and Bunker 1996) operate with calculus-based trust relationships, knowledge-based trust relationships and identification-based trust relationships. Dietz and Den Hartog (Dietz and Hartog 2006, p. 563) elaborate further on the work on stages/degrees of trust and argue that “five such degrees can be discerned in the literature”:

1. Deterrence-based (distrust)

2. Calculus-based (low trust)

3. Knowledge based (confident trust)

4. Relational-based (high/strong trust)

5. Identification-based (complete trust)

Between “calculus-based” trust and “knowledge-based” trust a threshold is crossed when suspicions recede to be replaced by positive expectations based on confident knowledge about the other party. Real trust begins here. In Tyler (Tyler 2003), deterrence-based, calculus-based and knowledge-based trust relationships resemble the concept of instrumental trust, whereas relational-based and identification-based trust relationships can be subsumed under Tyler’s heading of social trust. McAllister (1995) distinguishes between cognitive-based trust and affective-based trust, where the latter can also be interpreted to include relational-based trust and identification-based trust (Rousseau et al., 1998). 

Deterrence-based trust (DBT) cannot be termed trust in the way defined above, since it is grounded in deterrence and not in any positive expectations toward the relationship. Calculus-based trust (CBT) can be distinguished from deterrence-based trust because it focuses on what can be gained from the relationship and not only on the negative consequences of breaking the relationship. As indicated by the term, CBT is still instrumental in the way that focus is on what can be gained from the relationship. Dietz and Den Hartog (2006) suggest that this kind of trust is not “real trust”, since it is characterized by suspicion towards the other part. 

Knowledge-based trust (KBT) is grounded in knowing and understanding the other part, and hence in the predictability of the relationship. Relational-based trust (RBT) is more subjective and emotional and may develop through repeated interactions. Finally, identification-based trust (IBT) includes convergence of interests and a common identity.  

Especially two questions are of interest to this paper: What are the important thresholds in this model of trust? And how can we observe empirically the shifts from a lower to a higher stage of trust?

As mentioned above, Dietz and Den Hartog (2006) consider the movement from CBT to KBT to be a threshold crossed and the beginning of real trust. That the difference between CBT and KBT is imperative to the understanding of the concept of trust is in line with Lewicki et al.: 

“The shift from CBT to KBT signals a change from an emphasis on differences or contrasts between self and other to an emphasis on commonalities between self and others (...) The movement from CBT to KBT occurs in extended relationships, in which the parties come to know each other better. This movement occurs as parties gain more knowledge about the other and engage in activities that generate this knowledge” (2006: 1011-1012).

Tyler’s discussion of instrumental trust versus social trust reveals a somewhat different threshold that lies between KBT and RBT (between instrumental trust and social trust). Tyler draws a very sharp distinction between predicting and understanding. Being able to predict what a person will do in the future is fundamentally different from understanding her intentions or motives. Instrumental trust is based on predictability of others, whereas social trust is based on inferences regarding the intentions of others. Increased knowledge that leads to predictability is very central to the movement from CBT to KBT. Even if the other is “predictably untrustworthy”, predictability increases trust (Lewicki et al., 2006). 

There seem to be some disagreement as to where “real trust” begins. KBT is according to Tyler (2003) based on instrumental considerations and therefore not fundamentally different from CBT. The important shift is from KBT to RBT, where the focus moves from outcomes to intentions. According to Lewicki et al. (2006) and Dietz and Den Hartog (2006), increased knowledge about the other which leads to the shift from CBT to KBT is a very important step toward stronger types of trust, because focus is moved towards commonalities between self and other.   

The propositions of the transformational model of trust that trust transforms as a relationship matures has not been much tested empirically and the question is how these movements from one stage to another can be demonstrated?

3. The Licence to Act-project
In this section we present a brief description of the case study company and the Licence to Act-project. The project started in early 2006 in a state of low employee trust in management and was gradually leading to re-creation of trust in management. 
The project was part of a larger national project on New Values at Work organized by The Danish Confederation of Trade Unions, LO funded by EU. The goal of the specific project in the case study company was to involve employees in the translation of company values into changes of every-day working practices to make the company a better place to work. Following this perspective the name of the project was Licence to Act meaning that all employees would have a licence to act in accordance with company values without asking for approval from managers.
The case study was based on several types of evidence
: Interviews with employees, the external consultant and the project manager, documents produced in relation to this as well as in relation to other company projects and participant observation.
The case study was conducted in a machine work named ACP located at two physically distinct plants in the countryside outside a medium-sized town in Denmark. The company was founded in 1981and until 2001 the company was growing steadily from 20 to 200 employees. The company is divided into three different divisions:
· Ancillary division producing equipment for other printing machine producers and the offset and flexo-printing industry; 

· Converting division producing customer designed large scale printing machines for the international packaging industry; and

· Production division that produces machine parts ordered by other customers. 
The company is strongly oriented towards international customers, since up to 98% of the production is exported.
The customer designed order production involves a large group of employees planning and drawing parts of the printing machines, delivering workshop drawings for production workers. The company then employes people with very different educations and working experience, such as skilled metal workers, engineers and draughtsmen. 

In 2003 the financial report showed red figures for the first time and some employees were fired during 2002 and 2003. The crisis could be explained by the interaction between different types of problems: the market for large printing machines in Europe was saturated, the four founding entrepreneurs were getting older and wanted to be relieved from management duties, the enterprise was getting so large that the informal management style had to be changed towards more formalized procedures, and investment in machines and buildings was heavily needed. 
Several changes were introduced to overcome the crisis. A professional managing director and a new production manager were hired. A new Chairman for the Board of Directors was found. They all were invited to join the owners buying shares in the company. Further, a strategy for global expansion was implemented, including sales departments in Germany, Italy and Japan, and, last, a small manufacturing company in USA, with production facilities in Dallas and Chicago specialising in the same area, was acquired in 2004. 
The background of the project

As mentioned earlier the company has several very large international customers, who demand a very high quality and reliability of the machines and machine-parts delivered. The involvement of employees in the process of continuous development of product quality was found to be of crucial importance for the maintenance of the competitive advantage in the future.

An additional issue was that because of lack of production facilities it was necessary to split the physical production between two different plants within a few miles. This physical division of the company had led to a lack of common spirit in the company. The hope was that the Licence to Act-project would help to re-establish a common culture in the company.

Part of the background is also, that the general impression among employees was that too many different projects had been started recently and that most of them had come to nothing. At the start of the Licence to Act-project many employees were expecting that this project also would end by doing no difference. Because of this scepticism management and the project coordination group were especially committed to the success of this project.
Among the earlier projects was a quality of work-life project started in 2004 planned to end early 2007. In spite of good intentions this project resulted in several conflicts that deteriorated trust relations between management and employees. One such conflict was that a project on team organization was found too expensive. The managing director suggested that employees should pay half of meeting time using after hours. This was strongly rejected by shop stewards and added to the negative feeling among employees towards the project. Employees saw the project as a symbol of management not paying serious attention to human resources trying first of all to save money (Hasle and Sørensen 2007). The managing director decided to stop the quality of work-project and instead start the project on New values at work that was given the title Licence to Act. Researchers involved in the abandoned quality of life project stated that ‘trust in management was at an unprecedented low level’ at the start of the Licence to act-project in early 2006 (Hasle and Sørensen 2007, p. 10). The question we attempt to answer here is how and why this low-trust state gradually changed towards higher trust in management during the Licence to act-project.
Goal and Organisation of the project Licence to Act
The goal of the Licence to Act-project was to develop the knowledge of company values as well as the further implementation of company values among employees. Company values was decided several years ago by management and communicated in the employee handbook but was not used in the daily life of the company. The description of company mission, vision and values that are found at the company homepage is shown below.
The criterion for success was according to the managing director ’that 80-90 % of employees got the values under their skin and uses the values in the company, i.e. that they know and wants to work with the values’. The criteria of success for employees was, according to the shop steward ’having more autonomy in their daily work’. 
The mission, vision and values
 of the ACP-company

The company chose an organisational model involving many different employees and several different groups of people: 

The formal project organisation


· Project steering committee consisting the managing director, the financial director, project manager, and consultants was responsible for the general management of the project, its organisation, resources and methods;
· Project manager. The Quality, Safety, Environment-manager was appointed as project manager responsible for coordinating and planning the activities of the project. Having a cross-company function he had knowledge of all different departments;
· The Project co-ordination group. Project Steering Committee and selected employee, starting with 14 employees, later expanded to 20 from all departments of the company;
· Ambassadors. All members of the project coordination group were appointed ambassadors for the project and could also suggest one more ambassador among their close colleagues;
· Ad hoc working groups were small working committees dealing with clearly limited tasks as decided by the project coordination group;
· Employee seminars involving all employees in two company-wide sessions of seminars during 2006;
· External consultants, partly financed by external project funding, participated in project coordination meetings, conducted seminars for employees and for management, and supplied individual coaching sessions for members of the project coordination group and managers.
4. The Development of Trust Relations in the Company 
The project was started in early 2006 in a state of low employee trust in management and was gradually leading to the re-creation of trust in management and, we will argue, also in creating more mutual trust among employees. In this section the development of interpersonal trust in the case study company will be discussed. 
Several different trust-relations may be important in organisations. Dietz and Den Hartog (Dietz and Hartog 2006) in their overview of measures of intra-organisational trust found six different work-based relationships that have been applied in studies of trust:

1. between an employee/employees and her/his immediate manager or managers;

2. between an employee and one immediate work colleague;

3. between an employee and her/his “employer”, or with “management” representing “the employer”;

4. between an employee and the rest of the organisation;

5. between organisational departments; and

6. multiple relationships throughout the organisation
While all of these relationships may be important and interesting we focus on the development of two trust-relations in the case study company: employee’s trust in management (covering both 1 and 3 above) and mutual trust among employees (covering both 2 and 4 above). 
In this section we explore the development of these two different trust-relations in the company. 
Employee trust in management

Employee trust in management is probably the most important factor to create commitment among employees. But how will employees be convinced that they can have trust in management? What are important for employees when they reflect on their trust in managers? 
Whitener et. al. (Whitener, Brodt et al. 1998) analyzed “managerial trustworthy behaviour”, i.e. the type of behaviour managers may engage in to build trust among employees and summarized earlier research into these five categories of behaviour that influence employees’ perceptions of managerial trustworthiness:

1. behavioural consistency (i.e., reliability and predictability);

2. behavioural integrity (i.e., telling the truth and keeping promises);

3. sharing and delegation of control; 

4. communication (sharing of accurate information, explanations for decisions, and openness)

5. demonstration of concern (Benevolence is part of trustworthy behaviour and consists of three actions: 1) showing consideration and sensitivity for employees’ needs and interests, 2) acting in a way that protects employees’ interests, and 3) refraining from exploiting others for the benefit of one’s own interests).
In this section we look at different settings and different forms of behaviour that was important in the process of creating more trust between employees and management.
The appointment of the QSE-manager (Quality, Security and Environment) was from the perspective of employee trust in management an important decision. The QSE-manager was a young dynamic manager known by all employees. His first task as a project manager was to appoint the members of the project coordination group. The most important criterion for being appointed to the project coordination group was their commitment to work for the project. The project coordination group started to meet early in 2006 meeting once a month. The group consisted, besides the Project Steering Committee, by selected employees, in the beginning of 14 members growing slowly to about 20 members later in spring 2006. 
The first task of the project coordination group was to define what the group was to do. But before this could be discussed some level of mutual trust between employees and managers in the group had to be developed. For employees, such as fitters and skilled workers, it was a new situation to be placed in the same room as managers ‘from the top floor’ such as the managing director and the financial director, whom they had rarely met before. The only manager they used to see was the QSE-director who passed a lot of time meeting with people all around the factory. In addition most employee members of the group were not used to the way of communicating, arguing and talking to others. It was necessary from time to time to take a break so that employee-members could find time to talk together. They had to reassure each other that they could proceed with their commitment to the project without fear. 
How was it possible to create initial trust between employee and management members of the project coordination group? First, it was necessary to discuss possible consequences of the project. For employee members of the project coordination group it was important that management accepted to act on the problems raised at employee seminars. Could employees for example expect a manager to be fired if this was the logical conclusion from the employee seminars? 

The external consultants also conducted individual coaching session with all members of the coordination group, from the managing director to ordinary employee-members. The big issue in these coaching sessions was to reflect on whether the members really wanted to be part of this project or not. If you want to be part of it ‘we need to have your opinion, so you have to express yourself. If you do not really want to be part of this work then it is ok’ as it was explained by the consultants.

Management then expressed commitment in the project coordination group to act on the problems revealed during the future employee seminars. This commitment from management was probably a very important element in restoring trust in management, at least for the employee-members of the project coordination group.

In the beginning focus in the project coordination group was on information about the project and the visibility of the project. An ad hoc communication group was appointed to design a communication- and information concept plan for the project. One example was a newly designed bulletin board for all departments are divided into three sections: information regarding the company, information regarding the department, and information from the department manager to the employees. The project coordination group found many different ways to make the project visible for all employees by creating occasions to remember and to talk about the project. 

Commitment to the project and the wish to be involved more generally in company matters will normally vary among employees. The differences in commitment in the case study company and some of the reasons for not wanting to be committed to this project has been discussed in the trade union project report (Jagd and Hagedorn-Rasmussen 2007). 

In a case study of trust development in three British partnership projects Graham Dietz (Dietz 2004) found that ‘in all three cases the enhanced trust seemed to be confined in the main to an ‘elite’ of key players. Their powerful trust levels were not felt to be replicated to anything like the same extent in relationships between ‘the organisation/management and the ‘shopfloor’ in general’ (Dietz 2004, p. 18). This finding is explained by trust relying on direct personal engagement with the other party in a collaborative process. It may then be expected that employees that interact more directly with managers may develop higher levels of trust that employees not interacting with managers.

In this case we also find a group of ‘elite’ players, the employee members of the project coordination group. Though they faced problems of their own regarding the proper way to talk and react to the managers ‘from the top floor’ the discussion in the group also reassured them that they could proceed with their commitment to the project without fear. In this process the coaching sessions for employee members provided by the consultants were important for the individual member. The process of creating initial trust among members of the project coordination group was also important for the commitment of employee members towards the project.
A very critical early issue for employee trust in management was a discussion if the employee seminars should be scheduled after normal working hours (and then be ‘paid’ by the workers) as suggested by the managing director or, alternatively if the seminars should be scheduled as part of work time (and then be paid by the company). This issue created a heated discussion in the management group. From the perspective of employee trust in management this discussion reminded too much of the earlier conflict between management and employees in relation to the quality of work life-project, as explained above. In this case the question on who should pay for the employee seminars turned out to be critical for employee evaluation of their trust in management, as stated by a machine worker:

If they have stated that I should pay for the project I would have resigned right on the spot. Because they signal that they will not allocate resources to this project, and then it will not succeed
. 
The final decision was that seminars should be held during working time and then ‘paid’ by the company. This decision may be seen a (rather small) sign of management trust towards employees, but for most employees the fact that the question again was raised by the managing director confirmed their feeling that he was more focused on the bottom-line than on employee concerns. This incident was reassuring employees that the managing director did not take employee welfare serious – so nothing has really changed!
The employee seminars were an important step to involve employees. All employees participated in a three hour seminar on Licence to Act. The seminars were organized by two external consultants and the aim was to give all workers an occasion to decide if he/she would be part of the work on implementing company values, to give all employees an occasion to have their say on good and bad aspects of company life and their wishes for future development, and last an occasion to decide on what actions they would like to see to implement company values.

The program of the seminar was first a session where all of the 25 participants discussed how much they knew about the project Licence to Act, if they would like to know more? The participants were placed at 4-6 tables and asked if they knew the company values (beers for the table where they found them first!). Then participant were asked to explain company values. 

In the second part of the seminar five cards were distributed to each group of employees to describe the present ‘spirit’ of the company. What were the five most important features of the company? Five cards with a different colour should be used to describe five wishes for the future ‘spirit’ of the company. All cards were placed on the board and discussed. The different cards were organized together so a common picture of employee diagnosis and wishes for the future appeared. 

In the third part of the seminar participants worked more directly translating company values into action in a way that would link the present situation to future goals. What types of action should we have to move towards the company you would like to work in? Who should act differently? Quite often employees started to argue that management should act differently, then also colleagues, and, after some reflection and discussion among participants, they admitted that probably they should also act differently themselves.

In the final part participant were asked to reflect on the most important tasks of the project coordination group. All were asked to put their fingerprint on a paper on the board to show that they would like to be active in the future process of creating a good company to work in.

All employees participated in one of the six seminars. The external consultants summarised the views of employees presented at these seminars in a report given to management. The feedback to management, as summarized below, was categorized in three ‘zones’ indicating the different importance of the different issues. 
As we saw earlier the managing director had in the project coordination group promised to take action on the issues raised by employees at the seminars. An important issue after the first round of employee seminars was then how management responded to the list of critical issues raised by employees at the seminars as it was presented to the managing director by the external consultants. For employee trust in management this issue became probably the most crucial issue. 
After a management seminar in October 2006 several actions were taken. One manager was fired due to problems raised at the seminars and the management group started to work on the problems of different management styles. It was decided that a Human-Relations department should be established.

It was also decided to continue with a new round of employee seminars, one of these seminars with middle managers. Later a series of follow-up meetings in all departments was planned  to ensure the continuation of discussions locally. It was decided that the external consultants had an important role to keep the process moving but in the long run it was expected that the department would take over organising regular department meetings.

Summary of the feedback to management from employee seminars


The second round of employee seminars was conducted in the end of 2006. The goal was to translate company values into good examples of behaviour. Seven seminars of 30 employees were held, one of them only with middle managers.

After the second round of employee seminars local seminars were held to discuss matter of relevance to the department. The content of these meeting were different, depending on the issues each department found most important. 
Reflecting on their trust in managers employees seem to be looking for signals about management intentions and beliefs. While members of the project coordination group could monitor top management visions regarding the project in group meetings other employees had difficulties finding signals regarding management intentions and commitment regarding the project. It was only after the first round of employee seminars (but before major actions was taken by management) that evaluation of the managing director was slowly changing apparently because some employees found the managing director began to act differently towards them, as explained by a machine worker:

(In the department) we have been talking today about what the hell is making all the difference. It looks like (the managing director) is beginning to see us a (partners/fellow players) instead of as opponents
. 
An important element in employee trust in managers seems to be the personal relations employee has to managers. Reflecting further on the changes in the company during the first part of the project the same machine worker again point to changes in employee relations to the managing director: 
(The managing director) has changed very much I think. During the last half year it has been possible to talk to him when he is walking through the workshop. It was not possible before. He just came … and then went again
.

The importance of the personal contact between employees and managers are stressed by most employees. An employee has this observation regarding the implementation of company values in daily life:

I think trustworthiness is the one you notice most. Many of the negative comments were on management, if they were trustworthy and things like that. I just think that if you walk through and say good morning and nod to people. To feel you are related in a way. Then trustworthiness is beginning to rise
.

As illustrated above it is important for employee trust in managers that they engage in personal relations. When employees were talking about their relation to managers it was surprising how often employees talk with veneration about the former production manager who had a patriarchal but caring leadership style. One employee illustrates the caring leadership style the former production manager had:
It was different when (the former production manager) was here…. He was always around and he always found time. Several years ago I left my girlfriend and we had a small child. He was helping me a lot. He said that if they could do something so I could be more together with my child, I should just ask for it. It was helping me a lot… He always found time to do things like that. ... He had a personal knowledge of us all and knew a little about all. He was involved with the company in a rather different way than a guy who just receives a wage for what he is doing
.
The personal relation between employees and managers is based on a mutual commitment to be trustworthy as reflected by an employee:
Something like trust and trustworthiness goes both ways. You should demonstrate it yourself and you should act trustworthy. … You should always be straight. This applies to management and it also applies to us. It applies both ways
.

To sum up a few examples of trust-related issues and questions mentioned by employees during the interviews and project-related discussions in the company are listed below. The questions are constructed by the researchers but based on the information obtained in interviews and documents.

This short list of issues shown above demonstrates that questions are raised by employees regarding most of the five types of management behaviour expected by Whitener et. al. (Whitener, Brodt et al. 1998) to be important for employees.

[image: image1]
How could we explain the gradual change of employee trust in management in this case? First, the employee members of the project coordination group became convinced that the project was important for (at least some) managers and that management would act on the problems raised at employee seminars. Second, the experience of participating in employee seminars where employees could discuss their (often rather critical) views on the company and on managers gave many employees the impression that they could have an influence on the future of the company. Third, and probably most important in the longer run, the major changes in management decided by the managing director on the basis of the feedback from management seminars convinced employees that management was committed to do real changes in the company. An example of the action taken by management was that an important manager was fired in order to reorganise the management group in accordance with the critique raised by employees.
Employee Trust in Colleagues

The Licence to Act-project have gradually restored employee trust in management, but another important aspect of the project was that employee seminars gave employees the opportunity to meet colleagues from other departments and demystifying myths about the ‘fools in the other department’ as explained by employees. This has lead to a (perhaps) unintended effect of raising employee trust in colleagues. Several employees reflect on learning that colleagues from other departments were not thinking so differently:
The best (of the seminars) was … that we were placed in a group together with people from different departments talking to someone we never talked to before. Because sometimes when we see something we say ‘they are stupid down there, they are out of their minds, what are they thinking?’ Then you have another perspective on this because they mean it is us that are insane. We really need to talk all this over, I think
.
Asked if this only related to the colleagues in the other production plant situated two kilometres away the worker pointed out that the same problems could be found between departments at the main plant:
You just walk through a door and then you are in a totally different world. It is often between us and the draughtsmen. Sometimes we think what they are thinking these idiots. And they probably think that we cannot find out down there? We don’t know them anymore. .. When I started out here you knew who they were and talked to them. If you had a problem with something you just walked out and talked to them about how to solve this problem. You don’t do that anymore. Now, you go to your foreman and then he finds out
.
A special problem of communication between employees is in the machine department where noise makes it difficult to talk:
The problem with the machine department is that there is much noise. People walk around with their hearing protection and you are stuck with your machine. You have no contact to your neighbour who is just 3 meters from you. You practically do not talk. Then you are standing there … the days are quite alike. If you are inclined to be grounchy, you become grounchy. There is not much room down there. Everything is quite close and you cannot pass around for the others.  I have not talked so much with colleagues down there during the first year as I did during the three hours in that room (the seminar). In this way it was good to talk to them
.
Summing up some of the issues and questions raised during interviews in relation to colleagues are listed below.

When we look at how trust is recreated among colleagues the (re-)development of personal relations are crucial. Development of personal relations is important among colleagues in the same department as well as between departments. The machine department is a special case here because noise makes it difficult to develop strong relations in spite of the small distance. Between departments the development of personal relations are important to avoid the creation of ‘them and us’ myths. 
When we relate the development in the case study to the stages of trust discussed earlier: Deterrence-based, calculus-based, knowledge-based, relational-based and identification-based, the case study show that the development of trust concern primarily knowledge-based or relational-based forms of trust. 
How do we distinguish clearly between these two degrees of trust? Knowledge-based trust appears to be related to knowing and understanding the other part to establish a better prediction of the relationship while relational-based trust is more related to the practical and emotional ‘knowing’ of how the other part relates to you on a personal basis. This distinction may be related to the distinction between a cognitive and a hermeneutic position to trust as elaborated by Louis Quéré recently (Quéré 2006; Quéré 2007). Quéré argues that to trust another person is a practical and not an intellectual question. The indication of trust according to Quéré is that you feel betrayed, and not only wrong, if the one you trust defect.
 This case study seems to show that the most important development is related to the growth of relational-based trust. The development of relational-based trust took place in two ‘social spaces’ primarily: the project coordination group led to a higher level of relational-based trust between the ‘elite’ group of employees and management and the employee seminars led to a higher level of relational-based trust between employees from different departments. Concerning the development of ‘ordinary’ employee trust of management it seems to be primarily knowledge-based trust although some indication of relational-based trust was reported.  
5. Summary and discussion of the findings
First, the findings in the study are summarised. Second, we discuss the methodological relevance of this type of studies for the development of knowledge about trust in organisations.
We have argued that the success of the project can be explained by the change of cooperative attitude by management during the project, by the specific actions taken by management as a response to employee complains and by the creation of occasions such as employee seminars where employees could meet and discuss with colleagues from other departments and develop personal knowledge of each other. 

Both of the two kinds of trust relations analysed here: employee trust in management and trust relations between employees was important for the success of this empowerment project. While employee trust in management is important for the individual to develop commitment towards the company, trust between employees may be crucial for developing cooperation among employees that make individual and group learning possible. By developing a basic trust towards other employees it becomes possible for employees to solve problems of cooperation more easily than before. First of all you speak up when you find it necessary to do so. Second you learn how to handle some of the difficult problems related to interpersonal cooperation. Third, routines of solving these problems are developed in the department.
Second, the importance of an ‘elite’ group of employees for the developing trust between employees and managers was discussed.  Trust is found to be substantially higher among employees interacting regularly with managers as in the project coordination group. This difference is probably best explained by the personal interaction with top management by employee members of the coordination group.

Third, it is argued that personal relations are very important for the development of trust. Even in a rather small company as in the case study company the importance of personal relations to the individual manager are important. 
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Green zone – should be preserved and further developed


Employees state they have very competent colleagues. Many are proud of their skills and wish to be better. Employees are proud to produce unique products. Many express a willingness to work for the further development of the company to develop its potential to be a great company. Employees are generally feeling well in the company and find that working conditions in general are good. 





Yellow zone – should be observed closely


The geographical division of the company in two different plants creates a feeling among employees of two different cultures. New employees are not properly introduced to the company. Employees experience lack of clear and common goals – there is need of a clear strategy. Several characterise the management style of the company as based on control, not on trust.





Red zone - critical for the further development of the company


Employees are frustrated by the variation in management styles experienced. Some managers apply an authoritarian management style – others a delegating and supporting style. There is need of a coherent management style and a more organic view of the company. There is experience a lack of common spirit: it is ‘me’ and not ‘we’. Information given is experienced very differently: from trivial, to lacking and to un-understandable information. Four out of six groups asked for a HR manager to plan education, introduction of new employees, building a recruitment base and developing human resources generally. 



































Mission


It is the stated objective of ACP to be innovative and creative in our efforts to ensure our customers the latest technology. It is the stated objective of ACP to create solutions in co-operation with the customers that will ensure growth and earnings for the customers. It is the stated objective of ACP to be a desirable company with a creative and good working environment.





Vision


It is the stated objective of ACP to be a world leading supplier for the graphic and packaging industry. It is a stated objective of ACP to be total supplier of full-line consignments and sup-supplier of high quality parts.





Values


The values of ACP are the basis of the company. The company was founded and operates on these values and we respect and observe them.


ACP is reliable to employees and customers. Trustworthiness is rated highly.


ACP will act ethically and responsibly towards employees, partners and customers.


To increase a good working environment, the employees are highly engaged. To create optimum solutions we work in close co-operation with our customer. 


Every project can be solved.


At ACP we are aware that unique solutions are only created through commitment.














Trust-related Issues and Questions concerning employee trust in management 





How to interpret the information given on the project at the start of the project – is management really committed to the project?





Who is appointed as project manager for the Licence to Act-project? What does this signify in terms of employees’ role in the project?





Why does the managing director suggest that we should pay for the seminars? Is he not sincerely interested in doing something for his employees but only in the bottom-line?





How can employee members of the project coordination group be sure that they can be honest without fearing to be fired?





How can we (employee members of the project coordination group/employees) trust that management will act on the problems to be raised at the employee seminars?





After the first round of employee seminars employees waited for management response for several months. What does this silence from management means? Are they working on the problems or not? 








Questions of relevance for employee trust in other employees 





What are the intentions of colleagues in my own department? Do they also want to do something to make the department a better place to work?





How can I be better to express myself in front of all the old and experienced colleagues in my department? Should I say something at the next department meeting about the way we work together?





How do employees in the other production plant think – are they more like us than we expected?


















































� Interviews have been conducted with the project coordinator and with one of the two external consultants several times and with eight employees from different divisions in the company. Access have been granted to the documents that have been produced in relation to the project, such as minutes from project-coordination meetings that took place once a month, documents produced at the employee seminars, and the summary report of these seminars produced by external consultants. Other types of documents have also been consulted, such as financial accounts, as well as the company home page. Other types of documents on the Licence to Act-project are reports from the trade union project by external consultants studying the project in comparison with other projects in other companies, as well as the reports produced by the group of researchers from Roskilde University evaluating the effects of the trade union project: � ADDIN EN.CITE <EndNote><Cite><Author>Hagedorn-Rasmussen</Author><Year>2006</Year><RecNum>3996</RecNum><record><rec-number>3996</rec-number><ref-type name="Report">27</ref-type><contributors><authors><author>Hagedorn-Rasmussen, Peter</author><author>Jagd, Søren</author><author>Rendtorff, Jacob Dahl</author></authors></contributors><titles><title>Fra værdiledelse til værdier i arbejdslivet</title></titles><dates><year>2006</year></dates><pub-location>København</pub-location><publisher>Landsorganisationen i Danmark</publisher><urls></urls></record></Cite><Cite><Author>Hagedorn-Rasmussen</Author><Year>2007</Year><RecNum>3995</RecNum><record><rec-number>3995</rec-number><ref-type name="Report">27</ref-type><contributors><authors><author>Hagedorn-Rasmussen, Peter</author><author>Jagd, Søren</author></authors></contributors><titles><title>Værdier som løftestang - at anvende regler til udvikling: Værdiprojektet i en børnehave</title></titles><dates><year>2007</year></dates><pub-location>København</pub-location><publisher>Landsorganisationen i Danmark</publisher><urls></urls></record></Cite><Cite><Author>Jagd</Author><Year>2007</Year><RecNum>3993</RecNum><record><rec-number>3993</rec-number><ref-type name="Report">27</ref-type><contributors><authors><author>Jagd, Søren</author><author>Hagedorn-Rasmussen, Peter</author></authors></contributors><titles><title>Medarbejderinvolvering i værdiarbejdet: Værdiprojektet i en maskinfabrik</title></titles><dates><year>2007</year></dates><pub-location>København</pub-location><publisher>Landsorganisationen i Danmark</publisher><urls></urls></record></Cite><Cite><Author>Hagedorn-Rasmussen</Author><Year>2007</Year><RecNum>3994</RecNum><record><rec-number>3994</rec-number><ref-type name="Report">27</ref-type><contributors><authors><author>Hagedorn-Rasmussen, Peter</author><author>Jagd, Søren</author></authors></contributors><titles><title>Da værdier kom på arbejde: Anledninger til kompetenceudvikling</title></titles><dates><year>2007</year></dates><pub-location>København</pub-location><publisher>Landsorganisationen i Danmark</publisher><urls></urls></record></Cite></EndNote>�Hagedorn-Rasmussen, P., S. Jagd, et al. (2006). Fra værdiledelse til værdier i arbejdslivet. København, Landsorganisationen i Danmark, Hagedorn-Rasmussen, P. and S. Jagd (2007). Værdier som løftestang - at anvende regler til udvikling: Værdiprojektet i en børnehave. København, Landsorganisationen i Danmark, Hagedorn-Rasmussen, P. and S. Jagd (2007). Da værdier kom på arbejde: Anledninger til kompetenceudvikling. København, Landsorganisationen i Danmark, Jagd, S. and P. Hagedorn-Rasmussen (2007). Medarbejderinvolvering i værdiarbejdet: Værdiprojektet i en maskinfabrik. København, Landsorganisationen i Danmark.� Reports from another study that took place at the same time focusing on psychosocial work conditions that, to a certain extent, also analyses trust related issues has been useful in relating actual data with history � ADDIN EN.CITE <EndNote><Cite><Author>Hasle</Author><Year>2007</Year><RecNum>4009</RecNum><record><rec-number>4009</rec-number><ref-type name="Report">27</ref-type><contributors><authors><author>Hasle, Peter</author><author>Sørensen, Ole H.</author></authors></contributors><titles><title>Between Trust and Mistrust - A Case Study of Organizational Change in Two Manufacturing Firms</title></titles><dates><year>2007</year></dates><publisher>Paper for the 23rd EGOS Colloquium, July 5-7 2007, Vienna University</publisher><work-type>Paper for the 23rd EGOS Colloquium, July 5-7 2007, Vienna University</work-type><urls></urls></record></Cite></EndNote>�Hasle, P. and O. H. Sørensen (2007). Between Trust and Mistrust - A Case Study of Organizational Change in Two Manufacturing Firms, Paper for the 23rd EGOS Colloquium, July 5-7 2007, Vienna University.�. 





� This description of company mission, vision and values is taken from the English edition of the company homepage. There is a slight difference between the Danish and the English descriptions of company values. A more literal translation of the description of the values in Danish would be: Reliability (Troværdighed), Respect (Respekt), Commitment (Engagement), Co-operation (Samarbejde), Development (Udvikling).





� Citation in Danish: Hvis de havde sagt at jeg skulle betale en krone til det selv, så havde jeg meldt mig ud lige på stedet. For så melder de klart ud at de ikke vil lægge noget som helst i det projekt, og så bliver det ikke til noget.


� Citation in Danish: Det har vi snakket lidt om i dag hvad fanden det egentligt er der gør forskellen. Det virker som om (den adm. direktør) er begyndt at se os som medspiller i stedet for som modspiller i en kamp.


� Citation in Danish: Nu sådan en sådan en som (adm. Direktør). Lige nøjagtig ham han har ændret sig meget synes jeg. Nu her det sidste halve års tid, hvis han kommer rundt nede i værkstedet kan man godt stå og snakke og hyggesnakke med ham. Det kunne man ikke før, der var det bare…. Og så var han væk igen.


� Citation in Danish: Jeg tror troværdighed er den man lægger mest mærke til. Mange af de negative ting kom jo på ledelsen om de var troværdige og sådan noget der. Og jeg synes at bare det at man går rundt og siger god morgen og hilser på folk. At man føler sig lidt i en sammenhæng. Så troværdigheden det synes jeg begynder at komme frem.





� Citation in Danish: Han var der altid og havde altid tid. .. For snart mange år siden gik jeg fra min daværende kæreste og vi havde et lille barn. Der hjalp han mig meget. Hvis, sagde han klart, de kunne gøre noget for at jeg kunne være mere samme med min unge så skulle jeg bare sige til. Det hjalp mig meget. … Så noget tog han sig altid tid til. … Han kendte alle personligt herude og vidste lidt om alle. Han var også engageret i firmaet på en helt anden måde end en mand der bare får løn for det han laver.





� Citation in Danish: Nu så noget som tillid og troværdighed det er jo noget som skal gå begge veje. Man skal selv udvise det og du skal selv agere troværdigt. … Man skal jo hele tiden køre et straight løb. Det gælder fra ledelsen og nedad, men det gælder så også fra os og opad. Det gælder begge veje.





� Citation in Danish: Men det der var bedst var … at vi sad i en gruppe hvor vi sad nogle mennesker fra nogle forskellige afdelinger og snakkede med nogen vi aldrig havde snakket med før. Fordi nogen ting vi ser nede ved os, så siger vi ’de er fandme også dumme derude’. De er da ikke rigtigt kloge, hvad tænker de på? Så fik man lige en anden synsvinkel ind på, for de mener det er os der er komplet vanvittige. Lige at få snakket det igennem, det mangler vi meget, synes jeg.





� Citation in Danish: Du kan bare gå gennem en dør, så er der en helt anden verden. Meget mellem os og tegnere og konstruktører. Nogen sidder vi og tænker: hold kæft hvad tænker de på de idioter. Og de tænker sikker hvad helvede kan de ikke finde ud af noget dernede? Vi kender dem jo ikke mere. … Dengang jeg startede herude da vidste man hvem de var og snakkede med dem. Hvis man havde problemer med noget, så gik man ud og snakkede med dem om hvordan fanden man lige løste det. Det gør man jo ikke mere. Nu går man til værkføreren og så finder værkføreren ud af det.





� Citation in Danish: Maskinafdelingen er jo handicappet af at det er en støjende arbejdsplads. Folk render rundt med høreværn på og man står fast ved sin maskine. Man har ikke noget kontakt med sin nabo der bare står 3 meter væk. Man snakker stort set ikke med dem. Så står man der..  dagene ligner hinanden. Hvis man har tendens til at blive gnave, så bliver man gnaven. Og der er ikke meget plads dernede, alt det står så tæt det hele, man kan ikke komme til for hinanden. Det giver lidt knirkerier. Jeg har faktisk ikke snakket så meget med de kolleger dernede i det første år som jeg gjorde i de tre timer nede i lokalet. På den måde var det positivt at man fik snakket med dem.








PAGE  
2

