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THE 4 STAGES OF PSYCHOLOGICAL SAFETY*

THE 4 STAGES OF

PSYCHOLOGICAL SAFETY Unlversal Pattern
of Human Needs i

/Y Social Settings

Respect

{ s, A Inclusion Safety

v
l.u A Learner Safety
.' LEARNER  CONTRIBUTOR ¥ A Contributor Safety
g A Challenger Safety

CHALLENGER Teams progress through these stages as
they intentionally create cultures of

_ rewarded vulnerability and build trust.

INCLUSION

Permission

*As defined by Dr. Timothy Clark with Leader Factor




#1 INCLUSION SAFETY

Can | be my authentic self?

When you have it: v

A Inclusion safety allows for everyone to
connect andeel that they belong This is
true in any social settinighome, school,
work.

A Theneed to be acceptedverrides the need
to be heard.

You can bring youwhole authentic selfto
work T what you see is what you get!

You know your team, and they know you.

Interact with teammatesithout fear of
rejection, embarrassment, or punishment.

Increases confidenceresilience and
independence.
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When you donotf

A Excluding people from the team can become
debilitating to performancandbreaks trust
among members.

A Superiority anchierarchy dominate
A Barriers are maintaineahd reinforced.

A team is not a group
of people that work together.
A team is a group of people

that trust each other. 7 o S 3

—  Simon Sinek o Y
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#2 LEARNER SAFETY

Can | grow?

When you have it: v B When you donot

A Learner safety allows us feel safe during A Learner safety cannot exist in an environmen '
the learning process This is true when wheremistakes are associated with fear

}'(Veeedﬁa::ke anélvesnli/vlherr]] \?ve mqalgeemisst;kle SOAnV%En aleader of 'téam Surr]\i&esrfaﬁucr:e,etr'lev
’ organization willcease to grow or innovate

A Learning is both intellectual and emotional.

A Teamshuts down, creativity decreases

When we sense | earner A gda® inémbereefie'nre thgnthey innovate
willing to bevulnerable

Take more risken innovation, _
. USSR Sad
Increase participatiowithin the team, and 90005

Increase the developmentrekilience 3.0,
3

A Team members only worries abagrsonal risks

Learning isencourage@ndcelebrated
Learners ar@rotected

% Feeling Brain

Do Io To Do o Do

P = RESs




4 COMPONENTS TO CULTIVATING A

LEARNING CULTURE

P i

1. ATTRACT 2. CREATE 3. ENCOURAGE 4. PRIORITIZE
& develop agile a psychologically better conversations learning throughout
learners. safe environment. & feedback. the organization.

= Center for Creative Leadership




#3 CONTRIBUTOR SAFETY

Am | making a difference?

When you have it: v B When you donot ».i‘
1

A Contributor safety helps us toake a
difference andprovide meaningful
contributions. It allows us to use our full
skills and abilities tadd valueto the team.

When we create contributor safety for others,
we empower them with autonomyguidance, A
and encouragement in exchange for team

effort and results. A

A Your team thrivesunder outcome accountability.
A Roles are clear
A Smallwins are celebrated

AWithout
to add valualiminish significantly

A Team membersecome task masteasd
work without passioror energy
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contributor

donot al

Leadersmicromanaga n d
reachfull potential

Autonomy is given witHittle to no guidance

Team members feel likkb e nc hwar me
compared to the leaders.
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Establish project Foster team Conduct team
team mental cohesion and performance

e moderate conflicts feedback
constructively sessions

professional
staff, then
micro manage
them

until they
walk out the
door.




#4 CHALLENGER SAFETY

Can | be candid about change?

When you have it: v B When you donot

A Challenger safety allows us dmestion and A If challenger safety is not present, the
challenge the status quo without retaliation organization will remain in the same

failure patternsand wonot be

with the competition!

A When we create an environment where there isi Challengers are punishéar their bravery and

A 1t helps us to make things better.

permission for respectful disagreemenand candor.
dissent, ibpens up opportunitiesfor process A Questions are notallowed fil dondt Ak
improvement, advancement and ingenuity. think! | pay you to de g
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A Teamsfall silent

Your team can speak wghen there is an
opportunity to make improvements.

Peopledisagree productively
Challenge the status quo.

No pressure to conforior fear of damaging
reputation.

Truth is a source afompetitive advantage

o To Do Do o




Put another way, there are four good
ways we can try to disagree better:

MENTAL MODELS
How we make
sense of things

1. Improvecommunication.
Disagree 2. Questiorthe mental models that
Better inform our thinking, and avoid
cognitive traps.
¢ 3. Honeour ability to stay calm and
under pressire mentally agile during tension.
3 4. Organizéhe conversation

differently.
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Reward Motivation | 4 Output
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ARE THERE ANY QUESTIONS2)

Not
Responsible
for
Anything
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WHAT IS THE #1 FACTOR IN CREATING HIGH-
PERFORMING SUCCESSFUL TEAMS?

A

B
C
%
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PSYCHOLOGICAL SAFETY HAS HOW MANY STAGES?




IN SUMMARY:
THEA4 S

AGES OF PSYCHOLOGICAL SAFETY

Stage One: Inclusion
Safety

Can | be my authentic self?
Inclusion safety satisfies the
basic human need to connect
and belong. In this stage worth
precedes worthiness. All you
have to do to qualify for

inclusion safety is be human and

harmless.

Stage Two: Learner
Safety

Can | grow? Learner safety
satisfies the basic human need

to learn and grow. In this stage,
fear is detached from mistakes,

and mistakes are rewarded as
part of the learning process. To
qualify for learner safety you
must engage in the learning
process.

Stage Three:
Contributor Safety

Can | create value? Contributor
safety satisfies the basic human
need to make a difference and
offer meaningful contributions.
When we create contributor
safety for others, we empower
them with autonomy, guidance,
and encouragement in
exchange for effort and results.

Stage Four:
Challenger Safety

Can | be candid about change?
Challenger safety satisfies the
basic human need to make
things better. When we create
challenger safety, we give air
cover (protection) in exchange
for candor.
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PSYCHOLOGI CAL SAFETY | S NOTE

A Doing and saying whatever you
want
A Since fear and intimidation are no

longer used when there is
psychological safety in place, it does

A Someone will still have to pick up the
slack, which

A Does
you didnot h

A Autonomy is still earned through
competence and delivering results.

A Reality is that not everyone gets a
vote or seat at the table. There are st
topics and decisions that come to on¢

final personb6s say to
and
respected to think of the whole team.
¢ eCanoluemad

to poor decisiormaking.




PSYCHOLOGI CAL SAFETY | S NOTE

A It is not about

A ltis

A When niceness goes too far, it can
become fake and invokes \
i } O

A Coddling does not allow for growthil.
| AT

Thamyay RN e
WEDONTHAE N
N GAFE GPACES

A Itis not about and
agreement within the team.
A Wedre not all goi
start Kumbagding A

Itis

A Implies

<feelings,
AL CORRECTNESS demographics, and human
DS HAVE POWER attributes

A Not attached to any one person,
affiliation, policy, or organization




PSYCHOL OGI

1. Safety is not the same as comfart
A Thejob of a leader is not to protect their team
from discomfort. 1 1tads
harnm® and to help motivate them to push
through the discomfort and harness itdgoowth.
2. Disagreement is not the same as danger, and

ideas are not the same as violence.
A Themost reliable way to overcome
psychological pain and discomfort is not to avoid
It ; it 6sdmninshtige efleadswfal | vy
discomfort by systematic exposure

CAL

SAFETY

[ Threat Detection ]

Hi 3& F;gﬁ:;n?iml

Rewarded Vulnerability

Performance Response

i{e‘.{u_ ~
Punished Vulnerability

Low Pychelogical

Fear Response

Whether you're talking about the gym or a team environment, the following holds true:

COMFORT

3. Ri sky businessétaking risks orlly makes

sense when it helps the team.
A Providing new ideas is uncomfortable but helps
the team become more innovative and inclusive.

HOW PEOPLE
GET HURT

HOW PEOPLE
GO NOWHERE

Commit to treating each?™@&theT
4. Feeling safe enough to hurt people means WHAT PEOPLE it i e
there is no safety. — MAKE PROGRESS
A In a team environmenpsychologicakafety
actually means that you know that things you say DISCOMFORT
and do wondét beaslomgasd against youé
youbre not being malicious
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The Performance Response

When our acts of vulnerability are met with rewarded vulnerability, instead of
punished vulnerability, we experience what's called a blue zone. In blue
zones, we can show up as our authentic selves. We're finally allowed to
thrive, so we give our discretionary effort, seek development opportunities,
and work towards innovation, all under a foundation of inclusion.

The Fear Response

Negative interactions, which we call acts of punished vulnerability, bring out
a natural fear response called a red zone. Essentially, we're in survival
mode. We avoid disruption, throw ourselves into executive function, and do
everything in our power to keep the boat steady and sailing. We even edit
and modify our authentic selves to become someone who can't be punished

-

for who we are.




TRUE OR FALSE? PSYCHOLOGICAL SAFETY ALLOWS A
PERSON TO DO AND SAY WHATEVER THEY WANT.

A
B

v
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PSYCHOLOGICAL SAFETY IS:

A Risky business
B The same as comfort
C T

Risky business- takingrisks only makes sense

when it helps the team.




PSYCHOLOGICAL
SAFETY

How to get it.




HOW DO | BUILD PSYCHOLOGICAL SAFETY AT WORK?

1. Approach your culture by design, not by default.
A Psychological s afoebtuy cad £ udte |
either the default culture, or
create.

of hidden problems. A »
-
2. Accept your rol e as a ACul t ural
A You must approach your culture with intentionality and build it, o
no matter your position, your title, or your authority.

3. Practice modeling and rewarding vulnerability.
A You must model and reward acts of vulnerability if you want to
improve psychological safety in your organization.

eo_,(‘d.lﬁ'?llwo}a@"r“q‘ Ay

IS NOT A GOAL BY ITSELF, IT'S A

MEANS TO GET EXCELLENT RESULTS.

- dmy Edmondssn

architect. o




HOW DO | BUILD PSYCHOLOGICAL SAFETY AT WORK?

Three steps to put
Psychological Safety into

Eehave Until You Believe

1. Learn
Catch the vision & adopt

shared terminology

B
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Action
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2. Measure
Discover areas of high
and low psychological

safety

3. Improve

Launch data-driven

cultural change.

S o e b
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1. Learn
A Get resources, such as AThe Compl
Psychol ogi cal Safetyo found on th

Factor website.

A Complete a selassessment and truly ask
yourself if you provide a psychologically safe
environment for your teaméare f ol
you? Do you have an Aopen door poao
never really invite people in? ’

2. Measure rorpaeses
A Look for areas where there are high levels of %

psychological safety and discover what is
working well. Copy it!

A Conversely, where are levels low? What needs to
be implemented to increase those levels?

3. Improve
A Use the data to create a strategic plan, goals,
objectiveséthen put It into actio

A Walk the walk!

’-
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TAKE

in the Room

1. Assign someone else to conduct the meeting.

Visibly redistribute power by leveling yourself down to be more of a player-coach

2. Don’t sit at the head of the table.

In many physical sett

seating reflects the hierarchy, but you can disrupt those rituals

3. Create warmth and informality.

Create an atmosphere of psychological safety to convey warmth and encourage collaboration

4. Model acts of vulnerability.

You have a first-mover obligation to model acts of vulnerability to give others permission to do the same

5. Stimulate inquiry before advocacy.

if you move from asking questions to advocating your position too soon, it softly censors your team and

signals the end of the discussion

6. Reward challenges to the status quo.

If you encourage i, your team can help you see your blind spots and tell you when you're missing

7. Push back with humor and enthusiasm.

Humor and enthusiasm inject excitement into the process and encourage rigorous debate

8. Buffer strong personalities.

Your job is to create a shame- and embarrassment-free enviconment

9. Listen and pause.

When you do this in the presence

f other members of your organization, you send a clear message that

the individual matters

10. Give highly targeted praise and recognition.

't withhold or be stingy with praise or recognition. Just give it in the moment with an explanation and

genuine encouragement

LeaderFactor Learn more from our book:

NTO CONSI DERATI ONEé

To assess your personal impact on the psychological safety of your team, ask your-
self the following seven questions:

Now go find a trusted advisor who can tell you the truth and reveal any blindspots
related to these questions.
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WHAT PSYCHOLOGICAL SAFETY LOOKS LIKE

Confidence and comfort Trust and camaraderie

Ability to share ideas and take risks Feeling accepted and at ease with one another
without feeling insecure or embarrassed. and having the freedom to be oneself.




PSYCHOLOGICAL SAFETY CAN BE BUILT IN YOUR
ENVIRONMENT THROUGH THE FOLLOWING:

A

B
C
%




RESOURCES

https://www.forbes.com/sites/shanesnow/2020/05/04/psychologicalsafetyactuallyworks/?sh=4d6d 74941864

https://www.frontiersin.org/articles/10.3389/fpsyg.2020.01581/tull

Shane Snow: Author, Explorer, Teamwork & Storytelling Keynote Speaker

https://www.leaderfactor.com/psychologicafety

THE i ETAREE SF FESCHOLOGICEY BLPETSH

Behavioral Guide

==y & Pracikcal, Hos-To Gauide To Help You
The Complete Guide to I e Your Faawa Puyrhological Salely.

Psychological Safety

r toolkit to discover how to

E

https://www.youtube.com/watch?v=IUePfXsuHL

THE CODDLING
OF THE
AMERICAN MIND

GREG LUKIANOFF

JONATHAN HAIDT

Empathetic leadership means having
the ability to understand the needs
of others and being aware of their
feelings and thoughts. Qur research
found that managers who practiced
empathetic leadership toward direct
reports were viewed as better
performers by their bosses,

g Centerfor
(reative Leadership


https://shanesnow.com/

Resources for County employees found on
the intranet (Home Page). Click on
AWel |l nesso and t hen
show up on the next page.

Enjoy!

s e |

ect

resour ces

t hat

FIRST UP
CONSULTANTS




