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The Neuroscience of TrustFlow™

Neuroscience has shown what triggers trust in the brain. But how do you
operationalize trust as a lived, repeatable behavior — across every level
of an organization? This paper positions the 12 Cs to a High-Trust Life™ as
the next evolution of Paul Zak's OVATION model.
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EXECUTIVE SUMMARY

In a marketplace where trust is the ultimate currency, most organizations
struggle to move beyond top-down leadership behaviors into full cultural
alignment. Neuroscientific frameworks like Paul Zak's OVATION have
illuminated the physiological triggers of trust, yet many enterprise leaders
are asking: "How do we operationalize trust as a lived, repeatable behavior
— across every level of our organization?" The 12 Cs to a High-Trust Life™
is a personal and professional trust framework designed for whole-life
transformation, powered by behavioral science. The TrustFlow™
methodology is a scientifically informed, behaviorally grounded "whole-life
trust ecosystem." This whitepaper outlines how the 12 Cs model

complements and advances Zak's OVATION framework, offering enterprise
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clients a unique, measurable, and transformational trust strategy — and

what DreamSmart calls a Total Wellbeing Culture™.

Z; Key takeaways

v Zak's OVATION model is validated and insightful but largely corporate-centric — it
focuses on how leaders act. It does not fully address the internal alignment of
every team member, or how trust is sustained, not just sparked, across diverse
personalities and departments.

v The 12 Cs to a High-Trust Life™ answers that challenge with a whole-life,
behaviorally grounded framework — Foundations, Essentials, Work, and Results —
that scales trust across executives, managers, and frontline teams.

v Where OVATION is top-down and manager-centric with no integrated assessment,
the 12 Cs are inside-out, scalable across all organizational levels, and integrate the
Behavioral SuperPowers™ assessment and Trust Factor™ continuum — and add
"Closeout" to ensure completion and performance integrity.

v The 12 Cs model is not a competitor to OVATION — it is the next evolution: moving
from theoretical frameworks into daily operational culture and measurable
performance improvements.

™

v An inside-out, whole-life trust ecosystem is the basis of a Total Wellbeing Culture
— because high performance begins with total wellbeing.

Bridging the corporate trust gap

The 12 Cs to a High-Trust Life™ is a personal and professional trust framework
designed for whole-life transformation, powered by behavioral science. The
TrustFlow™ methodology is a scientifically informed, behaviorally grounded
"whole-life trust ecosystem." This whitepaper outlines how the 12 Cs model
complements and advances Zak's OVATION framework, offering enterprise clients

a unique, measurable, and transformational trust strategy.



The neuroscience of trust

Paul Zak's (2017) research at Claremont Graduate University uncovered how
specific behaviors in leadership — such as recognition, transparency, and
autonomy — trigger the release of oxytocin, the so-called "trust hormone." This
neuroscience-driven model, OVATION, emphasizes the leader's role in shaping
psychological safety and employee engagement. (Rock and Schwartz's 2006 work
on the neuroscience of leadership reached complementary conclusions about how

social threat and reward shape behavior at work.)

While OVATION is validated and insightful, it remains largely corporate-centric,
focused on how leaders act. But what about the internal alignment of every team
member? How can trust be sustained, not just sparked, across diverse

personalities, departments, and teams?

Enter the 12 Cs to a High-Trust Life™

Jeff Morris's 12 Cs to a High-Trust Life™ answers this challenge with a whole-life,
behaviorally grounded trust framework. To convert insight into action, TrustFlow™
uses an expanded 12 Cs behavioral dashboard — a systems view of trust-building
behaviors. The TrustFlow™ framework organizes the 12 Cs into four interconnected
quadrants that reflect how trust is built from the inside out: grounded in
foundational virtues, expressed through relational essentials, strengthened through
daily work behaviors, and proven through consistent results. Each quadrant builds

on the one before it. Trust does not scale by accident — it scales by design.



The 12 Cs to a High-Trust Life™ — four quadrants, twelve micro-behaviors.

Quadrant

l.
Foundations
of Trust

Il. Essentials

of Trust

Ill. The Work
of Trust

IV. Results of
Trust

The Cs

Character -
Courage -
Commitment

Connection -

Communication -

Caring

Clarify -
Collaboration -
Coaching

Consistency -
Competence -
Closeout

Why this matters

Establishes the moral center and credibility of
the leader and the team. Without trust at the
foundation, teams may perform temporarily —
but they will not endure.

The relational essentials that create safety,
belonging, and openness. When the essentials
are missing, people disengage,
misunderstandings multiply, and trust erodes
quietly.

Operationalizes trust through repeatable
behaviors and coaching disciplines that reduce
friction, increase alignment, and strengthen
execution. Trust becomes durable when it is
practiced — not assumed.

The proof points of TrustFlow™: reliability,
capability, and disciplined follow-through.
Results without trust are brittle; trust without
results is incomplete. TrustFlow™ requires both.

The Cs map onto contemporary scholarship: Character to ethical leadership

(Chaiyasat et al., 2025); Courage to courageous leadership and psychological

safety (Abunab et al., 2026); Commitment to trust and organizational commitment

(Rai & Koodamara, 2025); Connection to interpersonal connection and retention

(Costa & Rodrigues, 2025); Communication to coaching leadership and change

behavior (Hu et al., 2025); Caring to compassionate leadership (Westover, 2024);

Clarify to role clarity and resilience (Bernuzzi et al., 2023); Collaboration to

coaching-based collaborative teams (International Coach Federation Thought

Leadership Institute, 2023); Coaching to coaching competences and leader

commitment (Alves & Nunes Figueiredo, 2024); Consistency to consistency and



developmental feedback (Van Strydonck et al., 2025); Competence to competence
frameworks (Fitsilis, 2024); and Closeout to accountability culture (Westover,
2025). The broader case for trust-and-inspire leadership over command-and-
control is well summarized by Covey (2022), and the foundational leadership

theory underpinning these behaviors is reviewed by Northouse (2025).

Each "C" is defined and operationalized through a one-line micro-behavior (e.g.,
"state commitments with clear owners and dates," "invite dissent before
decisions"), a practice window (when/where/trigger), a metric (frequency,
qualitative rating, or alignment with agreed norms), and evidence (artifact,
interaction, or stakeholder feedback). This structure allows individuals to set
weekly micro-behavioral commitments and rate themselves (e.g., on a 1-5 scale),

creating a behavioral time series for trust at the individual level.

Comparative advantage: Zak vs. Morris

The 12 Cs model is not a competitor to OVATION — it is the next evolution. The

table below contrasts the two.



Paul Zak's OVATION compared with Jeff Morris's 12 Cs to a High-Trust Life™.

Feature / focus Paul Zak — OVATION Jeff Morris — 12 Cs to a High-
Trust Life™
Scientific basis Neuroscience & oxytocin Behavioral science,
research assessments, and daily
practices
Focus area Leadership behavior & team Whole-life transformation (self,
environment team, organization)
Application Corporate workplace Corporate + personal + family
context + community
Implementation Top-down leader actions Inside-out behavioral alignment
method
Scalability Manager-centric Scalable across all

organizational levels

Assessment None Behavioral SuperPowers™ +
integration Trust Factor™ tools

Emotional Psychological safety via Emotional resonance via
component environmental conditions character & values alignment
Finish focus Not included Closeout ensures completion &

performance integrity

The DreamSmart difference

The 12 Cs model is not a competitor to OVATION: it's the next evolution. It allows

enterprise clients to:

Align trust behaviors across executives, managers, and frontline teams

Build self-awareness via the DreamSmart Behavioral SuperPowers™ assessment



Move beyond theoretical frameworks into daily operational culture
Drive measurable performance improvements linked to the 12 Cs behaviors
Use the Trust Factor™ continuum to diagnose organizational trust health

Implement the TrustFlow™ Method — a three-stage framework for scaling trust

across teams

From OVATION to a Total Wellbeing Culture™

When trust is built from the inside out — beginning with the individual, extending to
the team, and shaping the organization — the result is more than a "high-trust
workplace." It is what DreamSmart calls a Total Wellbeing Culture™ (TWBC): a
culture in which trust behaviors, behavioral self-awareness, and follow-through are
woven into everyday operations rather than bolted on as an initiative. Organizations
talk about their people being the most important asset, but few consider the total
wellbeing of that asset. High performance begins with total wellbeing — and that is
precisely the condition the 12 Cs are designed to create. OVATION shows leaders
which behaviors light up the brain's trust circuitry; the 12 Cs give every member of
the organization a repeatable way to practice those behaviors, measure them, and

sustain them over time.

Enterprise applications

The 12 Cs and the TrustFlow™ Method translate directly into:

Leadership development programs

Team culture audits & workshops
Behavioral coaching & performance reviews
Change management initiatives

Sales & customer trust strategies



Onboarding & talent retention campaigns

Licensing & custom implementation

DreamSmart offers white-labeled 12 Cs toolkits, certified TrustFlow Coaches™,
TrustSpark™ culture audit packages, and custom dashboards integrated with

behavioral analytics.

Conclusion

In a noisy world, trust is the one thing that transforms everything. The 12 Cs to a
High-Trust Life™ is how your organization can move from buzzwords to behaviors,
from temporary alignment to enduring culture. It's not just smart — it's

DreamSmart.
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