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What is Psychological Safety?
• “Psychological safety is a belief that 

one will not be punished or humiliated 

• for speaking up with 

– ideas

– questions

– concerns or

– mistakes.” Amy Edmondson

Harvard Business School

The Fearless Organization



“Without trust in their 

employers, employees are 

reluctant to admit to the 

existence of  problems and 

learn that it is safest to 

hide them.”



“Number of Incident 
Reports”





Andon Cord





Speaking up isn’t a matter 

of  character or 

courage… it’s a function 

of  CULTURE





WHY 
CHOOSE TO KEEP 

QUIET?









What’s Required for Andon Pulls?

PSYCHOLOGICAL SAFETY

+
PROBLEM SOLVING



Safety Reports (U.S. Hospital)



Serious Safety Events (Same Hospital)



“[Toyota believes] people must 
… feel psychologically and 
physically safe … they must 
believe that any concerns they 
have will be taken very 
seriously”





World Class Performance

Culture of Improvement

Culture of Learning from Mistakes

Culture of Psychological Safety

Leader Behaviors

Mindsets



Respect Every Individual

Lead with Humility

Seek Perfection

Embrace Scientific Thinking

Focus on Process



HOW CAN WE CULTIVATE 
A SENSE OF 

PSYCHOLOGICAL SAFETY? 



“YOU SHOULD

SPEAK UP”



THIS IS A SAFE 
SPACE



HERE’S WHAT ACTUALLY 
WORKS



Modeling

Candor

Rewarding

Candor

Encouraging

Candor



“I don’t have a problem 

talking about my mistakes."

Greg Jacobson, MD
CEO, KaiNexus & Emergency Physician







Learning From Mistakes at Toyota

Isao Yoshino
Japan

1960s

David Meier
Kentucky
1980s



“Hiding mistakes 

is the death of  

continuous 

improvement.”
Jeff  Liker

The Toyota Way



PUNITIVE

NICE

KIND

Our Response to Mistakes…





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?





Modeling

Candor

Rewarding

Candor

Encouraging

Candor



Q&A Time

Slides, Poll Results, and More:
https://www.markgraban.com/shingo2025/

• Email: Mark@MarkGraban.com

• Podcast: MistakesPodcast.com

• Book: MistakesBook.com





Is it Safe to Say?

WE COULD BE WRONG

LET’S TEST IT AND SEE…

THAT DIDN’T WORK AS…
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