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Our Agenda
Psychological Safety & Lean 

9:00 am  Introductions

9:30 am  Session 1 starts

11:00 am  Morning Tea Break

11:15 am Session 1 continues

1:00 pm  Lunch

Measures of  Success

1:30 pm Session 2 starts

2:30 pm Afternoon Break

2:45 pm Session 2 Continued

4:15 pm Wrap-Up and Reflections

4:30 pm  Networking Drinks, Book Signing and Informal Discussions

5:30 pm / 6:00 pm Event Ends



Scan For Anonymous Polling
Or go to Menti.com, 
Enter code 3625 6313







Verbal Introductions

WHO ARE YOU?

SOMETHING UNUSUAL ABOUT 
YOURSELF?



PSYCHOLOGICAL SAFETY
As a Foundation for Continuous Improvement

Or go to 
Menti.com, 
Enter code 
3625 6313





Andon Cord



άbǳƳōŜǊ ƻŦ LƴŎƛŘŜƴǘ 
wŜǇƻǊǘǎέ



ĈŧěǅʴƼ ÜņƵǋūƶņĿ ǅƓ âƲņěž ñƲʙ

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING



What is Psychological Safety?
ÅòPsychological safety is a belief that 

one will not be punished or humiliated 

Åfor speaking up with 

ïideas

ïquestions

ïconcerns or

ïmistakes.óAmy Edmondson

Harvard Business School

The Fearless Organization



fƓƓşƂņʴƼ ØƶƓŻņĹǅ !ƶūƼǅƓǅƂņ
ÅWhat makes teams there most successful?

PSYCHOLOGICAL
SAFETY



òépsychologically 
safe teams made fewer 
errors and spoke up 
about them more 
often.ó

Edmondson, Amy C.. The Fearless Organization: Creating Psychological Safety in the 
Workplace for Learning, Innovation, and Growth . Wiley. Kindle Edition. 



Benefits of Psychological Safety



ĈŧņƋ Ĉņ ¹ƋƂǨ něǡņ ¹Ƌņʔ

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING



Safety Reports (U.S. Hospital)



A Powerful Combination

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING



Serious Safety Events (Same Hospital)



ĈŧěǅʴƼ ÜņƵǋūƶņĿ ŝƓƶ ëūņƶņĿ nǋĿĿƂņƼʙ



ĈŧěǅʴƼ ÜņƵǋūƶņĿ ŝƓƶ ?ěǅĹŧ =ěƂƂʙ



For Daily Improvement??

REAL IMPROVEMENT, 
NOT WORKAROUNDS



What Psychological Safety is NOT (1)
ÅNiceness ð false harmony, shying away from 

intellectual debate

ÅCoddling ð overprotecting people from anxiety, 

fear, stress, adversity, and trauma

ÅA Shield ð from accountability when you donõt 

perform



What Psychological Safety is NOT (2)
ÅConsensus Decision Making ð but it DOES 

reduce power differentials based on title, etc.

ÅUnearned Autonomy ð autonomy is earned 

through competence, not entitlement

ÅRhetorical Reassurances



MISTAKES



Mistakes are actions or 
judgments that turn out to be 
misguided or wrong.



Mistakes are actions or 
judgments that turn out to be 
misguided or wrong.



ά¸h¦Ωw9 a!YLbD ! 
aL{¢!Y9Ηέ



MISTAKE:

ASSUMING PEOPLE WILL USE A 
HUDDLE BOARD















David Mayer, MD
Anesthesiologist



Table Discussion! 

PLEASE SHARE A RECENT 
MISTAKE AND WHAT YOU 

LEARNED



Reflecting on a Mistake
ÅWhat decision did I make?

ÅWhat did I expect to happen?

ÅWhat actually happened?

ÅWhat do I learn from the gap?

ÅWhat would I do differently?

ÅWhat would I expect to happen?



Two Types of Mistakes

PROCESS MISTAKES

INNOVATION MISTAKES



Preventing or Mitigating?
PROCESS MISTAKES

ÅMISTAKE-PROOFING

ÅCHECKLISTS

INNOVATION MISTAKES

ÅITERATION / PDSA

ÅSMALL TESTS OF CHANGE



PUNITIVE

NICE

KIND

¹ǋƶ ÜņƼƲƓƋƼņ ǅƓ ¯ūƼǅěžņƼʔ





What is Psychological Safety?

òA culture of 

rewarded 

vulnerabilityó
Timothy R. Clark

LeaderFactor

The 4 Stages of  Psychological Safety



What is Vulnerability?

EXPOSURE TO 
THE RISK OF 

HARM OR LOSS



SAY SOMETHING KEEP QUIET



Table Discussion Report Out! 

WHO IS WILLING TO SHARE 
YOUR MISTAKE WITH ALL OF 

US?



What is Candor?

BEING FRANK, OPEN, AND 
SINCERE IN SPEECH



What is Psychological Safety?

òA culture of 

rewarded candoró



Examples of Candor That Might Be Punished?

ÅSpeaking up to answer that question is one!

ÅIs this less vulnerable?

Or go to Menti.com, 
Enter code 3625 6313





?ěƋĿƓƶ !ƂǢěǨƼ ?ƓƉņƼ ¹ǋǅʔ
ÅIn the meeting?

ÅOr in the hallway?

ïOr the text message?

ïOr the private chat Zoom message?



We Need a Culture of Candor
ÅWhatõs potentially problematic about this?

ÅA leader who frequently says:

ïòTo be candidéó

ïòCandidlyéó



Do I Feel Psychologically Safe?



Does a Team Have Psychological Safety?

EACH.

PERSON.

DECIDES.





¯ěƶžʴƼ §ěĿĿņƶƼ ʨ 2 Different Settings
Company A Company B



Table Discussion!
DISCUSS A SITUATION WHERE YOU 

FELT 
LESS SAFE OR MORE SAFE TO 

SPEAK UP COMPARED TO USUAL



Cultivating Psychological Safety?

L¢Ω{ {!C9 ¢h {t9!Y 
UP HERE



ά¸h¦ {Ih¦[5

{t9!Y ¦tέ



άL¢Ω{ ¸h¦w twhC9{{Lhb![ 

h.[LD!¢Lhb ¢h {t9!Y ¦tέ



Speaking up isnõt a matter 

of  character or 

courageé itõs a function 
of  CULTURE



Speaking up isnõt a matter 

of  character or 

courageé itõs a function 

of  CULTURE





You Can Improve Psychological Safety

Modeling

Candor

Rewarding

Candor

Encouraging

Candor



Larry Culp, CEO of  General Electric

òI want to hear the 

bad news. I want 

to hear it fast.ó



Larry Culp, CEO of  General Electric

òThe moment of truth:  

Do you shoot the 

messenger, or do you 

listen even if  you are 

unhappy?ó





òYou canõt have a 
culture of  
continuous 
improvement 
without learning 
from mistakes.ó

Greg Jacobson

CEO and co-founder, KaiNexus







The Culture Formation Hypothesis
ÅThe leader sets the tone

ÅCulture of  a team reflects, 

more than anything, the 

behaviors modeled by the 

leader

ÅTeams do not outperform the 

leader, they reflect the leader



What We Can Do to Build Psychological Safety
1. Frame the work as a learning problem, not an execution problem

2. Acknowledge your own fallibility

3. Model curiosity and ask lots of  questions

4. Solicit input and opinions from the group

5. Share information about personal and 

work style preferences, and encourage 

others to do the same



33 Starting Point Behaviors
Å https://www.leaderfactor.com/resources/the-4-stages-behavioral-guide

Å Free PDF from LeaderFactor

ÅIõve linked to it here:

ï http:// www.markgraban.com/MGMC2022



1. ²ŜƭŎƻƳŜ hǘƘŜǊ ±ƛŜǿǇƻƛƴǘǎΥ ά²Ƙŀǘ 
!Ƴ L aƛǎǎƛƴƎΚέ 

2. {ƻƭƛŎƛǘ 5ƛǾŜǊǎŜ tŜǊǎǇŜŎǘƛǾŜǎΥ ά¢ƘŀǘΩǎ 
hƴŜ ±ƛŜǿǇƻƛƴǘΤ [ŜǘΩǎ IŜŀǊ {ƻƳŜ 
5ƛǎǎŜƴǘέ 

3.hǇŜƴ ¦ǇΥ 9ȄǇǊŜǎǎ ¸ƻǳǊ hǿƴ 9Ƴƻǘƛƻƴǎ 
4.¢ŀƪŜ hŦŦ ǘƘŜ aŀǎƪ ƻŦ tŜǊŦŜŎǘƛƻƴΥ άL 
5ƻƴΩǘ Yƴƻǿ ¸Ŝǘέ 

5. bǳǊǘǳǊŜ ŀ {ŜƴǎŜ ƻŦ IǳƳƻǊ ŀǘ ²ƻǊƪΥ 
Laugh More (Especially at Yourself)

1) Communicate Courageously



1.Listen to Understand: Develop the 
Discipline of Not Preparing a 
wŜǎǇƻƴǎŜ 

2.Be Fully Present: Tame Your 
²ŀƴŘŜǊƛƴƎ aƛƴŘ 

3. /ƭŀǊƛŦȅ ¸ƻǳǊ ¦ƴŘŜǊǎǘŀƴŘƛƴƎΥ !ǊǘƛŎǳƭŀǘŜ 
²Ƙŀǘ ¸ƻǳ IŜŀǊŘ 

4. [ƛǎǘŜƴ ŦƻǊ 9ƳƻǘƛƻƴǎΥ IŜŀǊ ²ƘŀǘΩǎ bƻǘ 
.ŜƛƴƎ {ŀƛŘ 

5./ƻƳƳƛǘ ǘƻ /ǳǊƛƻǎƛǘȅΥ ά¢Ŝƭƭ aŜ aƻǊŜέ

2) Master the Art of Listening



1.Model Non-defensive Reactions: Hit 
the Pause Button 

2. wŜǎǇƻƴŘ tǊƻŘǳŎǘƛǾŜƭȅΥ [ŀōŜƭ ¸ƻǳǊ 
9Ƴƻǘƛƻƴǎ 

3.²ŀǘŎƘ hǳǘ ŦƻǊ ¸ƻǳǊ .ƭƛƴŘ {ǇƻǘǎΥ ά²Ƙŀǘ 
{ǘƻǊƛŜǎ !Ƴ L ¢ŜƭƭƛƴƎ aȅǎŜƭŦΚέ 

4. !ǇǇǊŜŎƛŀǘŜ .ŜƛƴƎ /ƘŀƭƭŜƴƎŜŘΥ ¢Ƙŀƴƪ 
tŜƻǇƭŜ ŦƻǊ ¢ƘŜƛǊ /ƻǳǊŀƎŜ 

5..ǳƛƭŘ hƴ hǘƘŜǊǎΩ LŘŜŀǎΥ ά¸ŜǎΣ !ƴŘέ

3) Manage Your Reactions



1.bƻǊƳŀƭƛȊŜ CŀƛƭǳǊŜΥ ά¢Ƙƛǎ Lǎ bŜǿ ǘƻ ¦ǎΣ 
{ƻ ²Ŝ ²ƛƭƭ 9ȄǇŜǊƛŜƴŎŜ CŀƛƭǳǊŜέ 

2. wŜŦǊŀƳŜ CŀƛƭǳǊŜǎ ŀǎ [ŜŀǊƴƛƴƎ 
hǇǇƻǊǘǳƴƛǘƛŜǎΥ άLƴǘŜǊŜǎǘƛƴƎΗ ²Ƙŀǘ /ŀƴ 
²Ŝ [ŜŀǊƴ ŦǊƻƳ ¢ƘƛǎΚέ 

3. DŜǘ /ƻƳŦƻǊǘŀōƭŜ ǿƛǘƘ 5ƛǎŎƻƳŦƻǊǘΥ 
²ŜƭŎƻƳŜ 5ƛŦŦƛŎǳƭǘ 9Ƴƻǘƛƻƴǎ 

4. aƻŘŜƭ [ŜŀǊƴŜǊ .ŜƘŀǾƛƻǊΥ !ŘƳƛǘ 
aƛǎǘŀƪŜǎ ŀƴŘ {ƘŀǊŜ [Ŝǎǎƻƴǎ [ŜŀǊƴŜŘ 

5.Celebrate Continuous Learning: 
Implement Blameless Postmortems

4) Embrace Risk & Failure



1.Upgrade Meetings: Appoint an 
LƴŎƭǳǎƛƻƴ .ƻƻǎǘŜǊ 

2. wŜǎǇŜŎǘ !ƭƭ ±ƻƛŎŜǎΥ 9ǎǘŀōƭƛǎƘ ŀ bƻ-
LƴǘŜǊǊǳǇǘƛƻƴ wǳƭŜ 

3. ¢ŀƪŜ ¢ǳǊƴǎΥ bƻ hƴŜ {ǇŜŀƪǎ ¢ǿƛŎŜ ǳƴǘƛƭ 
9ǾŜǊȅƻƴŜ {ǇŜŀƪǎ hƴŎŜ 

4. /ƘŜŎƪ ŦƻǊ tǎȅŎƘƻƭƻƎƛŎŀƭ {ŀŦŜǘȅΥ DŀǘƘŜǊ 
CŜŜŘōŀŎƪ ŀŦǘŜǊ aŜŜǘƛƴƎǎ 

5. !ǇǇǊŜŎƛŀǘŜ ǘƘŜ ¢ŜŀƳΥ 9ȄǇǊŜǎǎ 
Gratitude

5) Design Inclusive Rituals



ĈŧņƋ Ĉņ ¹ƋƂǨ něǡņ ¹Ƌņʔ

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING





A Powerful Combination

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING



ĈŧěǅʴƼ ÜņƵǋūƶņĿ ŝƓƶ ?ʘrʘʙ

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING



You Can Measure Psychological Safety

80th percentile

Possible scoring range is -100 to +100



2. LEARNER SAFETY

1. INCLUSION SAFETY

4. CHALLENGER SAFETY

3. CONTRIBUTOR SAFETY

Can I be my authentic self ?

Can I learn and grow?

Can I contribute and create value

Can I be candid about change?



What Stage 4 Challenger Safety Looks Like
Cultural 

Flatness

Constructive 

Dissent

Tolerance for Candor

Creative 

Abrasion



Stage 4: Challenger Safety
ÅIs it safe to challenge the status quo???

Kaizen!
ÅAny form of  improvement or innovation



Stage 4: Challenger Safety
ÅòIf you can bring a team to Stage 4, youõre 

world-class.ó

ÅòWe donõt just tolerate challenging behavior, 
we encourage it.ó

ÅòItõs hard to get to this place.ó



ĎƓǋ ?ěƋʴǅ ¢ǋƉƲ !ŧņěĿ ǅƓ âǅěşņ ʀʕ

Research-

based 

progression



Can We Be Candid Experimentalists?



Is it Safe to Say?

WE COULD BE WRONG

[9¢Ω{ TEST L¢ !b5 {99Χ

THAT 5L5bΩ¢ ²hwY !{Χ



How much 
psychological safety 

do we have?



The Journey to Psychological Safety

Measure Learn Improve



You Can Measure It
ÅWe can measure perception of  its presence through occasional surveys 

ÅWe can act every day to build Psychological Safety

Overall 60th %-tile



You Can Measure the 4 Stages

Percentile: 74th 81st 76th 77th

Possible scoring range is -100 to +100




