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Trust is the foundation of every relationship. Without trust, there are no relationships.
Without relationships, there are no teammates. Without trust, there can be no team. Great
teammates first set the example and then hold their teammates accountable to achieving
that example. Therefore, accountability requires trust. For me to hold my teammates
accountable to the standards of our organization, | need to trust that they will receive it
well and that our relationship will not be damaged.

It takes trust for a quarterback to sit in the pocket with the rush bearing down and deliver
an accurate pass. It takes trust that her teammates will back up her shot for a lacrosse
player to shoot for (and hit) the top corner of the net. It takes trust for a welder to work on
a live gas line when their teammate is observing everything else around them. Combat
takes an inordinate amount of trust, as well. If I do not trust my teammates to do their job
on the battlefield, there is no way that | can do mine at 100%.
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During the initial hours of the Battle of Najaf, my platoon was situated at a traffic circle
with an enormous cemetery to our front right. Most of the fighting, much of it at close
quarters, was taking place in the cemetery. Although the battle began in the temperate
morning, once the sun was higher in the sky, it was well over 100 degrees. We wore full
combat uniforms, fought from vehicles without air conditioning, and drank hot water.
Within a few hours, I’d been shot in the shoulder, and two of my Marines had been
seriously wounded. In addition, we had also been awake for over 24 hours before the
battle began. Fierce fighting, much of it done by my Marines, took place to my front while
behind me, the innocent civilians of Najaf took cover. A two-story building loomed to my
left. As far as | knew, there were no bad guys in the building, but | knew for a fact that
there were no good guys there either. It made me uncomfortable having my left flank
unguarded. I tasked one of my Marines, Lance Corporal Ball, to “cover that building.” He
was to remain focused on the building and shoot anyone before they shot us. Lance
Corporal Ball was barely removed from high school, but I knew with every fiber of my
being that no harm would come to us from that building, with him covering it. During the
next few hours, my Marines did great things. They saved lives, fought valiantly, and
accomplished missions. And | never once thought about that building.

How was | able to trust this young Marine enough to put my life and the lives of my
Marines in his hands (or rifle scope, in this case)? How can we all develop this level of
trust with our athletic or corporate teammates? Three ways.

First, through shared experiences. Any experience (group projects, team-building
activities, social events, etc.) we share with our teammates will build trust. However, the
more intense the shared experience is, the more trust is built. Further, the intensity of the
experience is directly proportional to the duration that you will remember that experience
and the level of trust built during it. In the Marine Corps, | made sure to join my Marines
in physical training whenever | could. In the field, I slept in the same dirt and ate the same
food regardless of my rank. To this day, | regularly work out with my teammates. We
exercise together to get tougher but, just as importantly, to bond and build trust while
attacking adversity.

The second way we build trust is through consistent behavior. It is tremendously difficult
to trust a teammate when you don’t know what behavior you will get. Some people
behave differently and bring different amounts of effort from project to project, day to
day, or even play to play. Regardless of their talent level, you can’t trust this type of
teammate. As leaders, it is vital that we have defined standards that reinforce our core
values and that we consistently hold our people accountable to these standards. When star
performers are held to different behavioral standards, trust is destroyed. In the Marine
Corps, I had to ensure that | held everyone accountable to the same standards. If a
standard was to be five minutes early and someone walked in late, it didn’t matter whether
they were an 18-year-old Private or a Master Sergeant with 25 years of experience. If you
were late, you were late, and | would hold you accountable. In truth, not everyone liked
this, but they always knew where they stood and could trust that | would be consistent. We
all want to be well-liked, but trusting me was more important than liking me on the
battlefield. The same is true for all our teammates.

The third way we build trust is through transparency. Trust is destroyed when our
teammates don’t know the reason behind our actions or feel we have ulterior motives.
Many people’s only experience with the military is from movies and television, where



everyone runs from place to place “calling” cadence, and the answer to every question is
“Because I told you so.” If the answer to your people is always “because I told you so,”
you are demonstrating not only poor communication but poor leadership too.
Transparency starts with a clearly defined mission or desired end state. To be sure, there
will come a time, e.g., 3 minutes left in a game, a crisis at work, or a firefight, when we
may not have time to deliver a carefully crafted mission statement. The answer at those
times may be, “Because I told you so.” However, this is why we must not wait for a crisis
to develop trust. We must develop it every day (and understand that we can lose it every
day too). To build enough trust with our teams to follow us in those moments of crisis, we
must be transparent and explain the mission at every opportunity.

Transparency is also a crucial part of accountability. We don’t want our teammates
wondering, “Did she tell me to touch the line because she doesn’t like me”? Those
thoughts will destroy trust. Having clearly defined core values and black-and-white
standards that reinforce those core values will provide transparency to accountability. |
want my teammate to know | am telling him to touch the line because that is one of the
standards we have committed to, not because of how | may feel about them.

Around 3 hours after | tasked that young Marine with covering the building, an insurgent
fighter stood up on the roof armed with a rocket launcher and took aim at our vehicle. His
range was close enough that there was no way he could miss. All he needed to do was pull
the trigger, and | was dead, along with my Gunner, Driver, and probably 5 or 6 other
Marines. This was three hours after | tasked Lance Corporal Ball with covering the
building. The insurgent was only visible for a second, but before he could pull the trigger,
Ball pulled his.

And saved my life.

Share experiences, behave consistently, and practice transparency.

Jake “MAC” MacDonald
Principal and Leadership Instructor, The Program LLC

"Letters on Leadership" are published periodically by The Program, a leadership development and
team-building company that works with the nation's leading corporations as well as professional and
collegiate athletic teams.

For information on developing better leaders and more cohesive teams at your organization, visit
http://www.theprogram.org.


https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VVTPHL7W51kXW8w2CX72cyjK3W6y9Q694P-TYmN1TFhv53q905V1-WJV7CgYGwW6jym9f6PFlyqW60tQp51BFy1YW32wYSh7_GxqZMKmKRqfmKKYN8HRW6TlmFJPW17_Cn31vyZp3W4RgH1z2dQ7CrW3Z45Kv1TRCdlW8LRG1238JnC2W91pPmN3dD-fqW4vDq5K1S571RN2lfQbshnYfYW51lcWS1TKKH4W75Z82p89g46KW1GxPv-3WQNHxN3ylpKNNv3y5W8vwWrB7FZv4kW1w0lmK28n3kyW35D0nN23dRh4W8bsvts2_HnMDN4fCXvr7zR74W8CRwKq2_b--PN8rZllj1jcZjW7vWGzg5_qVNR38KZ1

THE PROGRAM BOOK

THE PROGRAM, CEO, Eric Kapitulik,
and Lead Instructor, Jake MacDonald,
share great wisdom and insight on
building world class teams in the
co-authored book, The Program, Lessons
from Elite Military Units for Creating
and Sustaining High Performance
Leaders and Teams.

#HEPROGRAMPODCAST

PODCAST

Dive deeper into your knowledge of
leadership by following
#THEPROGRAMPODCAST.
Listen to great insights from corporate
leaders, coaches, authors and our
Program teammates by subscribing and
listening to our podcast.

Follow by clicking the buttons below.

PURCHASE (7))
BOOK HERE

o>
=k}
g3
o

Listen on

STS Spotify

KEYNOTE
SPEAKING
A A

EXPERIENTIAL
TRAINING
A A

A

CLASSROOM
INSTRUCTION
A A

VIRTUAL
TRAINING
A A

GREAT TEAMMATES. GREAT LEADERS. WORLD-CLASS TEAMS.

f in

=

The Program, LLC, 48 Quinebaug Road, North Grosvenordale, CT 06255, USA, (781) 281-0751



https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VVTPHL7W51kXW8w2CX72cyjK3W6y9Q694P-TYmN1TFhv53q905V1-WJV7CgDCXW1NrGkt1_WwJ8N5w2tJCX_jf-W9jznRr63fWh1VQKcgL3qpnXCW5j6cJ84SQkbvW2c4-Rn7nQS-NW8N2Yrd8pkVJPW6dCPNj5fHmZnW1ntC6y6f6DT1W1K1mQd2YJJV-W7R9JMy1D7P6qW5svW-v61M0q7W788f9N5l0n13W4wwF169hl95KW3FNQSQ4lvhtZW1-X-Jn4LBplgW8xn_g865bgr3W4Dnx9Y5CM9RSW5hv22B1F-tC1W1WJXGF4XWrrBW9h5HTw434LNSW74KY_N11Rp9LW43LPq29gWH2fW3D2ktr52_DLW34tn1
https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VVTPHL7W51kXW8w2CX72cyjK3W6y9Q694P-TYmN1TFhv53q905V1-WJV7CgDCXW1NrGkt1_WwJ8N5w2tJCX_jf-W9jznRr63fWh1VQKcgL3qpnXCW5j6cJ84SQkbvW2c4-Rn7nQS-NW8N2Yrd8pkVJPW6dCPNj5fHmZnW1ntC6y6f6DT1W1K1mQd2YJJV-W7R9JMy1D7P6qW5svW-v61M0q7W788f9N5l0n13W4wwF169hl95KW3FNQSQ4lvhtZW1-X-Jn4LBplgW8xn_g865bgr3W4Dnx9Y5CM9RSW5hv22B1F-tC1W1WJXGF4XWrrBW9h5HTw434LNSW74KY_N11Rp9LW43LPq29gWH2fW3D2ktr52_DLW34tn1
https://hs-6347762.s.hubspotemail.net/hs/manage-preferences/unsubscribe-all-test?d=VnfmDs6K4wzYV-7Mq_49M8XwW3F5t4w2m9qrQW45TRgG49HS0PN43Wg242dMh0VNwbJ57z4NC5N6vvr3mCMf3VW7NjdL668rT4GW6CVXlN1MSMWMW7jDJDW38PFLkW33Nnjg5PqbHXW23Dkxf249hG90&v=3&utm_campaign=Letter%20on%20Leadership%20Ongoing&utm_source=hs_email&utm_medium=email&utm_content=2&_hsenc=p2ANqtz-_BwL2EiXfhFSA6hIT9lN1oYH1kJ_0qpsDY_eZ7bE7ANwc1iyRGwOFEC5N0z5hgKgz_RoUCCAGv7quH25cWnFDPShuRjIJcrKxXKIaVKyWAvuiiVhQ&_hsmi=2
https://hs-6347762.s.hubspotemail.net/hs/manage-preferences/unsubscribe-test?languagePreference=en&d=VnfmDs6K4wzYV-7Mq_49M8XwW3F5t4w2m9qrQW45TRgG49HS0PN43Wg242dMh0VNwbJ57z4NC5N6vvr3mCMf3VW7NjdL668rT4GW6CVXlN1MSMWMW7jDJDW38PFLkW33Nnjg5PqbHXW23Dkxf249hG90&v=3&utm_campaign=Letter%20on%20Leadership%20Ongoing&utm_source=hs_email&utm_medium=email&utm_content=2&_hsenc=p2ANqtz-_BwL2EiXfhFSA6hIT9lN1oYH1kJ_0qpsDY_eZ7bE7ANwc1iyRGwOFEC5N0z5hgKgz_RoUCCAGv7quH25cWnFDPShuRjIJcrKxXKIaVKyWAvuiiVhQ&_hsmi=2
https://theprogram.org/our-podcast/
https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VVTPHL7W51kXW8w2CX72cyjK3W6y9Q694P-TYmN1TFhv_3q90_V1-WJV7CgJSFW1nrRsc7v3clLW1pQR8p9b3lc6W5frklk6FvSrNW2KQKdQ8jsvBkW3S85rQ3sw-4cW2SxvfN4_mG6LN4Ln2gQQfK26VswGLX22Hy90W6b4sNR8z0FpFVs_VNW4V2cYMW3XCVLF2Lsx4JW2rm8ck4F2CkFW121Zgk5BrRyXN96Hp87Qc_grW1dT91f488pZNW7YDDGW8t7RzCN2n9W50BdwCbW3dbMf64Vhb1rVgwN8H99Csj3W7Kwjt34z9G5tW21dRzw2jl395W83gVbz3dGSQSW4TX4YH6Sbd-zW6N7ZgC34Rb_CW1vJ82-8fm78XW4JgKDS79FLXvW8_3qP3888pYZW44tMjW78nSMQW79KVNF1Rl2NjW3P5NBG71BtNR3c5T1
https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VVTPHL7W51kXW8w2CX72cyjK3W6y9Q694P-TYmN1TFhvJ3q90JV1-WJV7CgK9CW8SH4D97m08dDW5P8Hx89bLW15W10zPTS3rt2lzW2M69dn7SJMKHW8RBcc25836PmN6lJb4Rwrkv7VxLx5R8GzDzqW7F_jRZ3RRgZ7W8XC4Vk5Ll9YpW7PMbZh6BgvbqW6K1J4l5PwCV5W6kfdXf7JYpYWW2rRG-68By739W4jr-Cs2QRG2QW8f0fmP3p07G6W8mvPVy1pN7h9W4VJ0TV8MNwdrW7PMjpl18zPlzW6Gpy0c3_VTj-W32-f9q1RnRXXMZXzknYw7H4W3Cn8S88L_XvvW94LJMY12T2ytW3S66Kb84s3C0W3LyDrC2LZNV2W6Yh-414gBrZqW4vmM0K7P7CypW4LjXBb8v-6303bXB1
https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VWkgtQ7jY-HkVWNn-J2WR6RNW8SvcRS4RG1KPN3kz7Dw3q905V1-WJV7CgRJRW1mvbvP2gWW5NW1lx5zj5VC_C5MV8vCqPjSNdW3B4ffF2k3NR4W53swbj3QMNM1N5K59MBK8TBxVqmyNv7kW8KVW26J6Tt50VqGqW3v3CTC6jh96bW1Vtxzc6lY37tW4plYfk3SVcmMW155JjH20tZv5N7gD2W8ZQ_t7N6QVl7-BxkCHW91gMBx2Vj_S_W8Z2Wzz5dC8BlW3v3GjK3Vpm2tW12qc1_4nNqPSW37_ysn4MhLSqW5P7WqD3Ts7CJW46GNrQ16Jt7XN8wg3vX3HdXyW1TP2n_85bjZXW6R_wq77HvRmG3cn11
https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VWkgtQ7jY-HkVWNn-J2WR6RNW8SvcRS4RG1KPN3kz7DQ3q90pV1-WJV7CgTvcW6WMFGs5JRStxW8yFN-D8L5J2wW3VMc417J8mWVW7P22TS4P1VbvW99Tmtq12Q0KDW2MmQDq68C0BQW2PwQ0s6QwM2pW5tw7_B45dgj_W7-_p4n6D8g_2W3xbcZg3jGB7cW9fChhF3dh_8jW5BYYg196Kvv3W3hySFc8kwylmW13LbrW3dBDYNW4VLMVc98887kW3F_MYZ7xxk6fW3ZYRCM1xLB9BVJNNf-3SFgMPW3vQd-y4BVGQMW81_nt47rGkjYW3Nk9SQ5Y0Zy3W3HD-kx8_tVZJMs3CWLpW8CnW69CMN2322llzW4qm8194C_2ZBW8Bfclh8Ymfnl35tP1
https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VWkgtQ7jY-HkVWNn-J2WR6RNW8SvcRS4RG1KPN3kz7Dw3q905V1-WJV7CgHN-W3P138t7lzszQW7gq96x6W2fFsW2tMFrf7XdFbWW53cpcc4dczB8W8W4Kym58DTcTN8YgbyrDrsfNW6l3n8g8Q7ndhW3jXmTd1v8hWLW6vtRLj5ZDx9hVqqFg47QbrTGW1cKZM21Tj4NdW65wgkg13GQKHW9bGSbl7flQ1dW72dT7P3l4dptW379BRP9j-q_mW8NgWCv3jT-cHVN3cvB24D4WqW34XpHh61HzNDW1xw6YQ40_xBpW2p7BKy2FMd39W6_09Br12jBP_W5d-jg31f3N2fW24rGm35sv56vW85-FQx7BgWFj3kYR1
https://cmjv804.na1.hubspotlinks.com/Ctc/T9+113/cMjV804/VWkgtQ7jY-HkVWNn-J2WR6RNW8SvcRS4RG1KPN3kz7Dw3q905V1-WJV7CgXgrW3LPK_x64nQJFW6T5NNt5YMSDDW116w0Z1bmYHCW4n-M698CQnF-W8cklY47lNrDqW4wdtNb2_rGkmN398RYQH_qCnW880qMT7ckRMNW2BHsNq8Gnk98W2BsQ551-sdKXW6rgy6C8FJSt1W8QXM1Q1Fx_WjW5Wcf9c4Zz52YW25GCcg6JRjhvW7d_18g7n_p0JW50dzmV4dczbDW33lnhv5F23SxW8TvvFS3fpKqwW1ppwb15Gl-cvW2nvF6P8xstxlN5LSrKnpQF6bW67tdGw3lZFLyW8BnHlv1Zcfd_W2Yl2Y47gl-0q3nxF1
mailto:info@theprogram.org

