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Psychological Safety – The belief that the work environment is safe for 

interpersonal risk-taking.

Psychological Safety exists when people feel their workplace is an 

environment where they can speak up, offer ideas, and ask questions 

without fear of being punished or embarrassed.

Paradigm

BehaviorResult

Principle

Change Model

Source: Stephen R. Covey, The 7 Habits of Highly Effective People



EMPLOYEE ENGAGEMENT

..is a ___________ ____________between 
an organization and an employee…the 
organization helps the employee meet 
his/her potential and the employee helps 
the organization meet its goals

~ Bob Kelleher

LEADERSHIP

…is ____________, nothing more, nothing 
less.

~ John Maxwell

Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
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Why types of things do ineffective leaders do?:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

Why types of things do ineffective leaders do?:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
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•

•

•

•

•

•

•

•

•

The Effects of Stress

Personal Lives

A study in Occupational Health Science found our sleep is compromised 
when we feel stressed at work. 

Research at the University of Illinois found when employees receive rude 
emails at work, they tend to experience negativity and spillover into their 
personal lives and particularly with their partners. 

In addition, a study at Carleton University found when 
people experience incivility at work, they tend to feel less 
capable in their parenting.

Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
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https://www.qualtrics.com/blog/confronting-mental-health/
https://link.springer.com/article/10.1007/s41542-018-0030-8?wt_mc=Internal.Event.1.SEM.ArticleAuthorOnlineFirst&utm_source=ArticleAuthorOnlineFirst&utm_medium=email&utm_content=AA_en_06082018&ArticleAuthorOnlineFirst_20181214
https://news.illinois.edu/view/6367/670955
https://www.apa.org/news/press/releases/2018/08/rude-coworker


Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

Leads by example

Engages team members

Actively listens and practices three-way 

communication

Develops team members through 

teaching, coaching, & feedback

Empowers team members

Recognizes team members for a job
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• Having a positive attitude about all safety

• Establish a safe environment as a core value

• Share vision with team members

• “Walking their talk”

• Reinforce the idea that everyone owns safety 
& culture

• Lead up, sideways and down!

Leads by example:

11



Management by walking around (or MBWA) 

Management by walking around (or MBWA), as you probably know from your Internet search, is the 

habit of stopping by to talk with people face to face, get a sense of how they think things are going, and 

listen to whatever may be on their minds. 

This was how founders Bill Hewlett and David Packard ran their eponymous computer company. After 

Tom Peters and Robert Waterman wrote about it in their 1982 blockbuster bestseller In Search of 

Excellence, MBWA became a buzzword for up-close-and-personal management. Steve Jobs was the 

ultimate practitioner of this approach, taking it beyond Apple employees to customers, whose 

complaints or comments he often answered with a phone call. 

It may be that popping in on employees unexpectedly is, as you say, a distraction — but enthusiasts say 

the practice also yields real benefits.  “Management by walking around really helps you be more visible, 

connect with employees and share ideas, and invite suggestions for doing things better,” says Annie 

Stevens, managing partner at Boston-based executive coaching firm ClearRock. 

Beyond the obvious advantages of keeping your own finger on the pulse of the organization, employees 

are likely to be more engaged and productive if they see you and speak with you frequently than if they 

don’t. That might sound commonsensical, Stevens notes, but email has replaced ordinary face-to-face 

contact in many workplaces, so that some bosses have come to seem as remote and inscrutable as Oz 

behind his curtain. 

“There has been a tendency to manage employees via email, memos, and formal meetings,” she says — 

partly because many managers feel (as you do) that they just don’t have time to meet with employees 

informally, and partly because “younger and newly promoted managers” may never have learned the 

basics of MBWA. 

So, for bosses who would like to manage by walking around (rather than, as one wag put it, manage by 

walking away), Stevens offers this checklist of suggestions for doing it right: 

1. Make MBWA part of your routine. Dropping in on employees’ workspaces for an informal chat is 

most effective if you don’t do it on any fixed schedule, since “you’ll realize the greatest returns by seeing 

what is going on when people aren’t prepared for you,” Stevens says. But do plan for a bit of MBWA on  
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your own calendar every day, if you possibly can, even if it’s only for half an hour: “The more often you 

do it, the more beneficial it is.” 

2. Don’t bring an entourage. MBWA works best as a continual stream of one-on-one conversations with 

individual employees. Bringing aides or assistants with you will probably just inhibit the discussion by 

making people more self-conscious or, worse, make them feel you’re ganging up on them. 

3. Visit everybody. As anyone might guess who’s familiar with how office rumor mills get spinning, 

dropping in on some folks more often than others is likely to create the wrong kind of buzz. Try to spend 

roughly the same amount of time — not necessarily all in the same day or even the same week, but over 

the long run — with each person who reports to you. 

4. Ask for suggestions, and recognize good ideas. “Ask each employee for his or her thoughts about 

how to improve products, processes, sales, or service,” Stevens says. Then, if someone’s idea leads to a 

positive result, make it known whose suggestion it was and show you’re ready to give credit where it’s 

due. 

5. Follow up with answers. If you can’t answer an employee’s question off the top of your head, don’t 

forget to get back to him or her with an answer later, Stevens suggests. Besides being common courtesy, 

it builds trust. 

6. Don’t criticize. Remember, you’re on a fact-finding mission, with the secondary purpose of building 

rapport. To avoid undermining those aims, Stevens says, “If you find that an employee isn’t performing 

his or her job correctly, don’t attempt to change the behavior on the spot. Instead, make a note of it and 

address the problem at another time and in another setting.” 

Clearly, MBWA takes some extra time and effort, but apart from any tangible payoff it might yield down 

the road, you might even find that you enjoy it. Stranger things have happened. 

Source – Tom Peters
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What do you expect of me?
How am I doing against your expectations of me?



Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

1. Look people in the eye

2. Wait until someone is truly done speaking to respond

3. Pay attention to non-verbal cues

4. Ask better questions

5. Create space for reflection

6. Notice the speaking/listening ratio

How to be a better listener in a world where everyone’s talking

By Aytekin Tank
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Notes:
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

What gets in the way of listening effectively?

________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
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A few simple, uncommon, powerful phrases that anyone can utter to make the workplace 

feel just a tiny bit more Psychological Safe:

• I don’t know

• I need help

• I made a mistake

• I’m sorry

Similarly, powerful in shaping the climate even if you are not the boss are words of interest 

and availability.  For example, most of us face many opportunities to say things like:

• What can I do to help?

• What are you up against?

• What are your concerns?

Others?:

__________________________________________________________________________
__________________________________________________________________________
__________________________________________________________________________
__________________________________________________________________________

Responding Productively

Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

16



Observe 
worker action

Address 
the issue 

Problem 
solve

Practice 
action

How To
Develop Team 
Members 
through 
Teaching, 
Coaching, and 
Feedback

Teach & coach
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Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

Source: Dan Pink Drive
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5 Languages of Recognition

Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
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Leadership behaviors that increase risk and make organizations less safe:

• Make bad news unwelcome (too often silencing it)

• Blame staff (even when they haven’t been given the conditions for success

• Not heed signals and warnings that things are amiss

• Fail to listen to staff

• Diffuse responsibility and disguise who is in charge

• Lead by rules and procedures alone in a disengaged way

• Apply sanctions to errors

• Fail to focus on the patient (often signaling instead that targets and costs are ‘center 
stage’)

• Muffle the voice of the customer and largely ignore their complaints

• Offer no systematic support for improvement capability

• Game data and goals

• Create fearfulness amongst colleagues and staff

• Ignore the development of the next generation of leaders

• Treat all problems as though they can be “fixed” with existing technologies or writing 
clearer procedures

Source: A promise to learn – a commitment to act. Improving the Safety of Patients in England. National 
Advisory Group on the Safety of Patients in England. p. 17

Notes:  
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
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Source: Amy Edmondson, The Fearless Organization, pages 181-182
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Quotes – Developing Psychological Safety @ Work

Employee Engagement is the mutual commitment between an organization and an employee…the 
organization helps the employee meet his/her potential and the employee helps the organization 
meet its goals.  ~ Bob Kelleher

Leadership is influence, nothing more, nothing less.  ~ John Maxwell

Of all the codes that Gallup has been asked to crack…the single most profound, distinct and 
clarifying finding – ever – is probably this one: 70% of the variance in team engagement is 
determined solely by the manager. ~ Jim Clifton and Jim Harter

The better we feel about ourselves, the better we treat others.  ~ Paul Spiegelman & Britt Berrett

Customers will never love a company until the employees love it first.  ~ Simon Sinek

A transformation of an organization’s culture cannot take place overnight….Even after they have 
committed to doing so, how long it will take for …….. organizations to reach high reliability is 
unknown, because none has arrived at that destination yet. ~ Chassin & Loeb

People will trust leaders and feel a greater sense of engagement and commitment when there is 
alignment between what the leader says and does.  ~ Unknown

People leave managers, not companies.  ~ Marcus Buckingham

People can’t live up to the expectations they don’t know have been set for them.  ~ Rory Vaden

Expectation is the root of all heartache.  ~ William Shakespeare

The deepest hunger of the human heart is to be understood. ~ Stephen R. Covey

We have to be able to take feedback – regardless of how it’s delivered – and apply it productively.  
We have to do this for a simple reason: Mastery requires feedback. ~ Brené Brown

Clear is kind.  Unclear is unkind.  ~ Brené Brown

Leaders become great not because of their power, but because of their ability to empower others.  
~ John Maxwell

Leaders don’t look for recognition from others, leaders look for others to recognize. ~ Simon Sinek

The first thing for any leader is to inspire trust.  ~Doug Conant

Trust is built in very small moments.  ~ Brené Brown

Each of us can shape the climate in which we work in small ways.  ~ Amy Edmondson

The ability to learn is the most important quality a leader can have.  ~Padmasree Warrior

I have learned that people will forget what you said, people will forget what you did, but people 
will never forget how you made them feel.  ~ Maya Angelou
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Quotes from The Fearless Organization by Amy Edmondson – Page 1 

“Speaking up describes back-and-forth exchanges people have at work – from volunteering a concern in a 

meeting to giving feedback to a colleague.”

“Silence – when voice was possible – rarely announces itself.”

“Building a climate of Psychological Safety is no longer a choice.”

“Psychological Safety is a vital leadership responsibility.”

“People hold back even when they believe what they have to say would be important to the organization, 

for the customers, or for themselves.”

“The gravitational pull of silence can be overwhelming.”

“People at work are vulnerable to a kind of implicit logic in which safe is simply better than sorry.”

“(In one study) when nurses thought patient safety was a high priority in the department and when 

psychological safety was high, fewer errors were made.”

“Psychological Safety does promote learning by helping people overcome interpersonal risk for engaging in 

learn-how behaviors.”

“Psychological Safety makes it easier for people to speak up about problems and to alter and improve work 

processes rather than engaging in counterproductive workarounds.”

“Communication frequency among co-workers also led to Psychological Safety.”

“One place where workplace engagement really matters is healthcare delivery.”

“A work environment in which workers felt safe to speak up about problems was especially important in 

healthcare for helping people feel able to provide safe care and stay engaged in the work.”

“What many people do not realize is that motivation by fear is indeed highly effective – effective at creating 

an illusion that goals are being achieved.”

“In those moments where speaking up might make sense, we all go through an implicit decision-making 

process, weighing the benefits and costs of speaking up.  The problem….is that that the benefits are 

often unclear and delayed while the costs are tangible and immediate.  As a result, we consistently 

underweight the benefits and overweight the costs.”

“It is clearly better for people to ask questions or raise concerns and be wrong than it is for them to hold 

back, but most people don’t consciously recognize that.”

“Low levels of Psychological Safety can create a culture of silence.”

“A culture of silence can thus be understood as a culture in which the prevailing winds favor going along 

rather than offering one’s concerns.”

“The operative word here is listening.”
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Quotes from The Fearless Organization by Amy Edmondson – Page 2

“When people speak up, ask questions, debate vigorously, and commit themselves to continuous learning, 

good things happen.”

“When candor is part of a workplace culture, people don’t feel silenced.”

“We have many examples of how even brief verbal exchanges can be thwarted by a lack of psychological 

safety…..We have fewer example of the nuanced exchanges that occur in situations of high psychological 

safety, especially with high stress, and of the positive outcomes that ensue.”

“Training modeled after CRM has also spread to medical environments.  The goal has been to increase 

patient safety by promoting better communication and teamwork.”

“Clinic staff who themselves feel supported by high levels of Psychological Safety are able to support and 

bond with patients, which contributes to positive clinical outcomes.”

“As we have seen in other healthcare settings, speaking up and feeling Psychological Safe enough to 

communicate across boundaries also contributes to positive clinical outcomes.”

“The real change was listening to the workers.”

“Creating a psychologically safe workplace takes leadership.”

“Unless the leader expressly and actively makes it Psychological Safe to do so, people will automatically 

seek to avoid failure.”

“Learning only happen when there’s enough Psychological Safety to dig into failure’s lessons carefully.”

“Note that failure plays a varying role in different kinds of work.”

“Clarifying the stakes is important whether the stakes are high or low.  Reminding people that human life is 

on the line, say in a hospital, helps put the interpersonal risk in perspective.”

“People are more likely to speak up if leaders frame its importance.”

“Note that even when it seems obvious (for instance, taking care of vulnerable patients) that the work is 

meaningful, leaders must take the time to emphasize the purpose the organization serves.”

“It’s the leader’s job to bring people back to a psychological place where they are in touch with how much 

the work matters.”

“Most leaders would be well served by stopping to reflect in the purpose that motivates them and makes 

the organization’s work meaningful to the broader community.”

“She did something that was as simple as it was powerful.  She asked a question. ‘Was everything as safe as 

you would like it to have been this week with your patients?”
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Quotes from The Fearless Organization by Amy Edmondson – Page 3

“No one wants to take the interpersonal risk of imposing ideas when the boss appears to think he or she 

know everything.”

“Humility is the simple recognition that you don’t have all the answers.”

“Instead of people losing confidence, they actually will gain confidence when you admit you don’t know 

something.”

“Leaders who are approachable, acknowledge their fallibility, and proactively invite input from others can 

do much to establish and enhance Psychological Safety in their organization.”

“Inquiry is the purposeful probing to learn more about an issue, situation, or person.  The foundational skill 

lies in cultivating genuine interest in others’ responses.”

“Genuine questions convey respect for the other person.”

“The leader’s tool kit contains a few rules of thumb for asking a good question: one, you don’t know the 

answer; two, you ask questions that do not limit response options to Yes or No, and three, you phrase the 

question in a way that helps others share their thinking in a focused way.”

“It does not matter whether the doctor believes the nurse’s suggestion or question is good or bad.  Either 

way, his initial response must be one of appreciation.”

“The courage to speak up must receive the mini-award of thanks.”

“Leaders who respond to all failures in the same way will not create a healthy environment for learning.”

“The primary result of responding to failures in a negative way is that you don’t hear about them.”

“Psychological Safety is reinforced rather than harmed by fair, thoughtful responses to potentially 

dangerous, harmful or sloppy behavior.”

“(Psychological Safety) It’s the difference between playing not to lose and playing to win.”

“Perhaps the best way to experience Psychological Safety is to act as if you have it already.”

“Leadership at its core is about harnessing others’ efforts to achieve something that no one can achieve 

alone.”

“Habits and culture do not change overnight.”

“Psychological Safety is about reducing interpersonal fear.”

“Psychological Safety can save rather than consume time.”

“Removing your mask makes other remove theirs.”

“Leaders have two vital tasks.  One, they must build psychological safety to spur learning and avoid 

preventable failures; two, they must set high standards and inspire and enable people to reach them.”

“Each of us can shape the climate in which we work in small ways.”
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