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“Number of 
Incident Reports”



“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



WHAT ARE  
MISTAKES?



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



UNINTENDED
MISTAKES



HONEST
MISTAKES



Two Types of Mistakes

PROCESS MISTAKES

INNOVATION MISTAKES



Mitigating or Preventing?

PROCESS MISTAKES
• MISTAKE-PROOFING
• CHECKLISTS

INNOVATION MISTAKES
• ITERATION / PDSA
• SMALL TESTS OF CHANGE



INNOVATION
MISTAKES



Donnis Todd
Master Distiller, Garrison Brothers

Dan Garrison
Founder / CEO, Garrison Brothers

“Dan has always been 
willing to give me the 
time to learn from 
my mistakes.”



Can We Be Candid Experimentalists?



Is it Safe to Say?

WE COULD BE WRONG

LET’S TEST IT AND SEE…

THAT DIDN’T WORK AS…



PROCESS
MISTAKES





Darril Wilburn
“It's the responsibility 
of  leaders to provide 
a system in which 
people can be 
successful.”



RESPECT
FOR PEOPLE



RESPECT
FOR 

HUMANITY



Gary Convis
“You respect people, you 

listen to them, you work 
together. You don’t blame 
them. Maybe the process was 
not set up well, so it was easy 
to make a mistake.”



REACTING 
TO MISTAKES



PUNITIVE

NICE

KIND

Emotions, Feelings

Add Constructive Action, 
Learning, and Prevention



PREVENT,
BUT LEARN



Shigeo Shingo
“Defects will never be 

reduced if  the workers 
involved do not modify 
operating methods 
when defects occur.”



Terminology Matters

Baka-Yoke
• Idiot-Proofing
• Fool-Proofing
• Dummy-Proofing

Poka-Yoke
• Mistake-Proofing
• Error-Proofing





Hospital Pharmacy Example
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LOCK OUT
/ TAG OUT
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PREVENT,
BUT LEARN



ANDON 
CORD









DRAMATIZATION



(OVERDRAMATIZATION)





Speaking up isn’t a matter 
of  character or courage… 

it’s a function of  

CULTURE



David Mayer, MD
Anesthesiologist



David Mayer, MD
Patient Safety Advocate



Mistakes at Toyota
Isao Yoshino

Japan

1960s
David Meier

Kentucky

1980s



Mistakes at Toyota

Isao Yoshino

Japan

1960s

David Meier

Kentucky

1980s



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



MANAGEMENT
MISTAKES



MISTAKE:
ASSUMING PEOPLE WILL 

USE A HUDDLE BOARD





WHY?







PSYCHOLOGICAL SAFETY

PROBLEM SOLVING



“A problem-solving 
culture is far more 
effective operationally 
than a finger-pointing 
culture.”
Larry Culp
CEO of  GE Aerospace



HOW DO WE 
HELP PEOPLE 
FEEL SAFE?



You CAN Improve Psychological Safety

Modeling
Candor

Rewarding
Candor

Encouraging
Candor



I MADE A 
MISTAKE



I MIGHT 
BE WRONG



LET’S RUN A 
SMALL TEST



WHAT CONCERNS 
DO YOU HAVE?



You CAN Improve Psychological Safety

Modeling
Candor

Rewarding
Candor

Encouraging
Candor



Larry Culp, CEO of  GE Aerospace

“I want to hear the 
bad news. I want 
to hear it fast.”



“The moment of  truth:  
Do you shoot the 
messenger, or do you 
listen even if  you are 
unhappy?”

Larry Culp, CEO of  GE Aerospace



You CAN Improve Psychological Safety

Modeling
Candor

Rewarding
Candor

Encouraging
Candor



I MADE A 
MISTAKE



You CAN Improve Psychological Safety

Modeling
Candor

Rewarding
Candor

Encouraging
Candor



“I don’t have a problem 
talking about my mistakes. 
I’m glad you gave me a 
month to think about all 
the different mistakes 
people could learn from.”

Greg Jacobson, MD
CEO, KaiNexus & Emergency Physician





Model

Encourage

Reward

Model

Encourage

Reward





“You can’t have a 
culture of  
continuous 
improvement 
without learning 
from mistakes.”

Greg Jacobson
CEO and co-founder, KaiNexus



SEE SOLVE



SEE SPEAK 
UP SOLVE







Safety Reports (U.S. Hospital)



Serious Safety Events (Same Hospital)



PSYCHOLOGICAL SAFETY

PROBLEM SOLVING



World Class Performance

Culture of Improvement

Culture of Learning from Mistakes

Culture of Psychological Safety

Leader Behaviors

Mindsets



Q&A TIME
Slides, Links, Poll Results & More:

MarkGraban.com/FVTC2026


