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What is Psychological Safety?

CONFIDENTIAL 3

Psychological safety is the belief 

that you won't be punished or 

humiliated for speaking up with 

ideas, questions, concerns, or 

mistakes. 

It's the shared expectation that 

teammates won't embarrass, reject, 

or punish you for sharing ideas, 

taking risks, or soliciting feedback.
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What are you most interested in learning from this 
session?

How would you describe the levels of Psychological 
Safety at your job?

Activity Time!
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What are the main things you hope to 
takeaway from this session?
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Impact

Meaning

Structure and Clarity

Dependability

Psychological Safety

Teams

Effective
Teams

Team members think their work matters and 

creates change.

Work is personally important to team 

members.

Team members have clear roles, plans, and 

goals.

Team members get things done on time and 

meet a high bar for excellence.

Team members feel safe to take risks and 

be vulnerable in front of each other.
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O k ,  b u t  h o w  t o  w e  e s t a b l i s h  i t  w i t h  m y  t e a m s ? !

Steps to 
Psychological Safety



PRAGMATICINSTITUTE.COM 9

Making Safety a Priority

Psychological Safety 

must be an explicit 

priority
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Making Safety a Priority

Psychological Safety 

must be an explicit 

priority
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The Playbook

1. Communicate Courageously

2. Master the Art of Listening

3. Manage Your Reactions

4. Embrace Risk and Failure

5. Design Inclusive Rituals
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Yo u  d o n ’ t  n e e d  t o  b e  t h e  t e a m  l e a d e r  t o  l e a d  b y  e x a m p l e

Communicate 

Courageously 
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Communicate Courageously 

What does it mean to Communicate Courageously?

• Solicit differing viewpoints. Ask “What am I missing?” or “Let’s hear a 

different perspective.”

• Embrace constructive debate to avoid groupthink.

• Reacting positively to different perspectives signals that everyone’s 

input is welcomed and valued.
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Open Up and Show Vulnerability

• Being authentic and showing 

vulnerability is a superpower.

• Team should strive for continuous 

learning. Admitting when you don’t know 

something is good!

• Be vulnerable – ask for help, admit your 

mistakes, and don’t be afraid to laugh at 

yourself.
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Be an Honest Broker

• If you are a Product Manager, you 

MUST be an honest broker.

• You must communicate 

courageously and not give different 

messages based on the audience.

IF YOU 

WANT TO 

BE 

TRUSTED, 

BE 

HONEST
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Mastering the Art of 

Listening

I ’ m  s o r r y ,  w h a t  w a s  t h a t ?
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Mastering the Art of Listening

• Be fully present and focus on the conversation.

• Be curious: “That’s interesting, tell me more…”

• Repeat back to check understanding and ask clarifying 

questions.

• But most importantly, truly listen instead of just preparing a 

response.
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Mastering the Art of Listening

Realize our 
perspective is 
not the truth. 

We have biases, 
blind spots, and 
might not have 

all the data. 

Listening is about 
empathy.

Ask if you clarified 
their point and 
allow them to 
correct you.
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Mastering the Art of Listening Tips

1. Embrace the silence

2. “Tell Me More…”

That’s 

interesting, 

tell me more.
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P a u s e  a n d  b r e a t h e

Manage Your 
Reaction
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Managing Your Reaction

Notice if you 
are getting 
defensive.

Label your 
emotions.

What stories 
am I telling 

myself?

Show 
genuine 

appreciation 
when 

challenged.
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Managing Your Reaction Tips

Constructive responses when challenged:

• Thanks for speaking up!

• Tell me more about your view.

Resist the urge to kills bad ideas. Instead try “Yes and…”:

• What I like about your idea is…

• A great benefit of that approach would be…
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1 – 3?

‣Communicating Courageously

‣Mastering the Art of Listening

‣Manage Your Reaction
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Embrace Risk & 

Failure

" T h e r e  i s  n o  i n n o v a t i o n  a n d  c r e a t i v i t y  w i t h o u t  f a i l u r e .  P e r i o d . "  ― B r e n e  B r o w n
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Cultivate a Growth Mindset

• Normalize Failure. Things won’t go perfectly.

• Embrace a learning mindset and learn from mistakes.

• Start by admitting your mistakes.

• Celebrate continuous learning. 
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Tip for Normalizing Failure: Pre-

Mortems
Step 1: Detail the plan

• What are the epics/milestones you are discussing?

• What are the t-shirt sizes for each?

Step 2: Assume the worst the plan

• Hold a “brainstorming session of doom”

Step 3: Organize the reasons for failure

• Organize the results of Step 2 into 2-4 of the biggest buckets
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The Pre-Mortem

Step 4: Rank the risks

Step 5: Strengthen the plan and create solutions

Step 6: Update the plan based on your findings
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G e t t i n g  e v e r y o n e  i n v o l v e d

Design Inclusive 
Rituals
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Inclusive Rituals

• Appoint an inclusion facilitator

• The No Interruptions Rule

• No one speaks twice until everyone speaks once

• Track the Psychological Safety of the team
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The 
Psychological 

Safety 
Assessment

https://docs.google.com/forms/d/1Vjf6S_kR3O_CWEfELefhjgUqYXsomVRNB3OOzGxpGtg/edit
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The Happiness Metric

On a scale of 1 to 5….

• How do you feel about your role on the team?

• How are we doing as a team?

• How do you feel about our company?

One last question….

• What's one thing we could do to improve these scores next sprint?
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The Happiness Metric
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Working Agreement

Make it Happen with a 

Working Agreement
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Questions?
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Questions 
Submitted
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Questions

• Any tricks for team members who don’t want to change or make spaces for 
others?

• How do you “repair” a team with a history of being unsafe?

• How can an IC contribute (with or without management support)?

• How to build psychological safety when teams are remote and not in person?

• Teams communicate to management differently than their teams, which can 
mask underlying organizational issues. How can management break down these 
barriers, and how do they know they succeeded?

• How to go from a lone wolf to a team participant to a team builder?

• How to get started with building psychological safety in a previously toxic 
workplace environment?
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What are one or two things you’ll do to increase 
Psychological Safety at your job?

Activity Time!



Together, Pragmatic’s design, data and product practices 

create a powerful professional education platform to enhance 

the knowledge and skills of key contributors and teams in your 

organization.

If you’re ready to empower your teams to create truly 

innovative solutions for your market, you need Pragmatic 

Institute.

PRODUCT

DESIGN DATA

Pragmatic Institute. 
The Future Is Built 

Here.
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Resources
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Resources
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• Psychological Safety Assessment Form - Please make your own copy and do not edit

• The Happiness Metric Template - Please make your own copy and do not edit

• The Happiness Metric - Presentation you are free to use

• The Pre-Mortem Template - Please make your own copy

• Avoiding Failures using the Pre-Mortem – Presentation you are free to use

• The Psychological Safety Playbook by Karolin Helbig and Minette Norman

• What is Psychological Safety? -  Mckinsey & Associates

• What Google Learned In Its Quest to Build The Perfect Team – New York Times

• Project Aristotle Psychological Safety (LeaderFactor)

https://docs.google.com/forms/d/1Vjf6S_kR3O_CWEfELefhjgUqYXsomVRNB3OOzGxpGtg/edit
https://docs.google.com/forms/d/1U0vHuVc3uD-WiPjcDC3uNwuzqTyDM-mNdjmz4TPIV10/edit?usp=sharing
https://docs.google.com/presentation/d/1Z1mSeQWTS1smKpCohM5XUMctkX4WaRhwwJJPKIWK5v4/edit?usp=sharing
https://docs.google.com/document/d/12Rb-i3QnbC5I1Q7jruRsq71ozwu2N9IHv3-cmvEWpUg/edit?usp=sharing
https://docs.google.com/presentation/d/1ecOHnNTyR9f_BeF53pPHqqKqDYs7H4a0RQr6vXT_EWQ/edit?usp=sharing
https://docs.google.com/forms/d/1Vjf6S_kR3O_CWEfELefhjgUqYXsomVRNB3OOzGxpGtg/edit
https://docs.google.com/forms/d/1Vjf6S_kR3O_CWEfELefhjgUqYXsomVRNB3OOzGxpGtg/edit
https://www.mckinsey.com/featured-insights/mckinsey-explainers/what-is-psychological-safety
https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html?smid=pl-share
https://www.leaderfactor.com/learn/project-aristotle-psychological-safety
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Resources and Tools
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• Psychological Safety Is The Key to Successful Teams, According to Google by Daniel 

Lehewych

• Building a Psychologically Safe Workplace - Amy Edmondson Ted Talk

• What Is Psychological Safety at Work? How Leaders Can Build Psychologically Safe 

Workplaces – Center for Creative Leadership

• Crucial Conversations by Kerry Patterson, Joseph Grenny, Ron McMillan, and Al Switzler

For Pragmatic Alumni Members:

• Working Agreement

• Working Agreement - Sample

https://allwork.space/2022/10/psychological-safety-is-the-key-to-successful-teams-according-to-google/
https://www.youtube.com/watch?v=LhoLuui9gX8&ab_channel=TEDxTalks
https://www.ccl.org/articles/leading-effectively-articles/what-is-psychological-safety-at-work/
https://www.ccl.org/articles/leading-effectively-articles/what-is-psychological-safety-at-work/
https://www.amazon.com/Crucial-Conversations-Talking-Stakes-Second-ebook/dp/B005K0AYH4/
https://pac.pragmaticinstitute.com/viewdocument/working-agreement
https://pac.pragmaticinstitute.com/viewdocument/working-agreement-sample
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