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Toyota Production System

“We define TPS as an
organizational culture of
highly engaged people
solving problems or
innovating to drive
performance.”

Jamie Bonini

Toyota / TSSC
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What is Psychological Safety?

* “Psychological safety 1s a that one will not be
— punished or humiliated
* for speaking up with
— ideas
— questions
— Cconcerns or

—_— miStake S., ’ Amy Edmondson

Harvard Business School

The Fearless Organization



t Aristotle
* What makes teams there most successful?
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What is Psychological Safety?

“A culture of
rewarded
vulnerability™

Timothy R. Clark
TeaderFactor

The 4 Stages of Psychological Safety




What is Vulnerability?
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Speaking up 1sn’t a matter
of character or courage. ..



Speaking up 1sn’t a matter
of character or courage. ..
it’s a function of

CULTURE




Do | Feel Psychologically Safe?




What’s OUR Level of Psychological Safety?




ONE DOES NOT SIMPLY GET rsve‘@'«alcn‘lrsnﬁﬁ

e,
BY,TALKING ABOUT WANTING
T0 GHHTE PVSﬂllﬂlﬂﬂlﬂll SAFETY




What’s OUR Level of Psychological Safety?
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You Gan Improve Psychological Safety

Modeling la > Rewarding
Vulnerable ’ Vulnerable
Acts ' ~ Acts
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o There were times when | allow

o | didn’t communicate well ¢
KaiNexu




O

Stephanie Hill, MPH, MBB (She/Her) - 1st
Sr. Lean Strategist at KaiNexus -/- Owner of Light Bulb Mom...

| THOUGHT | had a pretty significant “failure” yesterday at
work. And | told everyone who might want to know. Instead of
pointing fingers at me, my leader, a VP, and an executive all
rallied around me to help “right the ship.” At no time did they
imply | had done wrong. All they said was, “WE learned." In
fact, all complimented me about how | handled the situation. It
encouraged me to continue trusting them with my mistakes.

Celebrate - CE® 4 | Reply




Other Examples of Vulnerable Acts?

* Speaking up to answer that question 1s onel!

e [s this less vulnerable?
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You Gan Improve Psychological Safety

Modeling la > Rewarding
Vulnerable ’ Vulnerable
Acts ' ~ Acts
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“T want to hear the

bad news. I want

—  to hear it fast.”

| Larry Culp, CEO of General Electric

| | i T
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N ““T'he moment of truth:

Do you shoot the

messenger, or do you

listen even if you are

e

; Larry Culp, CEO of General Electric

I | l |




Our Response to Mistakes...
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For a World-Class “Lean” Culture

“[Toyota believes] people TOYOTA
must. .. feel CUI_TURE

and physma ly Saf@ aﬁd SCcurc THE HEART AND SOUL OF THE
in their jobs, they must believe s

that any concerns they have D edali
JEEFREY K: EIRKER
will be taken very seriously...”

MICHAEL HOSEUS
CENTER FOR QUALITY PEOPLE AND ORE






For a World-Class “Lean” Culture

“Mistakes are OK, as
long as people

from them.”

CULTURE

THE HEART AND SOUL OF THE
TOYOTA
D VY A




Learning From Mistakes at Toyota

Isao Yoshino David Meier
Japan Kentucky
1960s 1980s




Root Cause of C
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“Hiding mistakes
is the death of

continuous

improvement.”

Jett Liker
The Toyota Way



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

Greg Jacobson
CEO and co-founder, KaiNexus




When We Only Have One...
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A Powerful Comb
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Serious Safety Events (U.S. Hospital)

Systemwide

Rate: Events per 10,000 Patient Days

Jan 2018: First two settings
go live with Safety STOP

L e 1 T TV T R . SR, T 1 T T T R T T -t Rate
------ CL
I = i T B ---- LCL
- ‘ === UCL
2.5 2.8 July 2018: All acute .
""""""""""" care hospitals arelive T 54 A 19
2- | : T 1.7
1.5 Nov 2018: All critical E
. access and clinics are live :
05 Mar 2019: All settings are live

(incl. all home health)

2017- 2017- 2017- 2017- 2017- 2018- 2018- 2018- 2018- 2018- 2018- 2019- 2019-
Mar  May Jul Sep Nov Jan Mar May  Jul Sep Nov Jan Mar

Month shown is final month of rolling 12 month period
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Can We Be Honest Experimentalists?




s it Safe to Say...
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Cultivating Conditions for
Psychological Safety

' MsAsvesl @ ' LEARN l |‘i""’;‘> ‘ IMPROVE '



You Can Measure Psychological Safety

Possible scoring range 1s -100 to +100

80t percentile



Teams Progress Through These Stages:

Safety: Can |
2. Learner Safety: Can |

Safety: Can
4. Challenger Safety:  Can

be my authentic self?

learn and grow?

I contribute and create value?

I be candid about change?

... all without fear of being embarrassed,
marginalized, or punished in some way.



You Can Break Down the Situation

Possible scoring range 1s -100 to +100

tttttttttttttttttt
InclusionSafety = ~ LearnerSafety @ ContributorSafety @ Challenger Safety



You Gan Improve Psychological Safety

Modeling la Rewarding
Vulnerable : Vulnerable
Acts ~ Acts




You Can’t Jump Ahead to Stage 4!

Research-
based
progression




Stage 1: Inclusion Safety

* [ am accepted as a member of my team
* [ am treated with respect

* I feel included by the people I work with



Without Inclusion Safety

The pain centers of the brain are activated



Stage 2: Learner Safety

* [ am allowed to learn from my mistakes
* I feel comfortable asking questions

* My team supports my efforts to learn



Stage 2: Vulnerable Acts

Asking questions
Soliciting feedback
Floating ideas
Experimenting
Making mistakes
Failing







Stage 3: Contributor Safety

* My team allows me to do my job
* My team values my contribution

* [ am encouraged to contribute as much as I
can in my role



Without Contributor Safety

We freeze our discretionary efforts due to
fear of social and emotional harm



Stage 4: Challenger Safety

* I can take reasonable risks without being

punished

* I feel safe disagreeing with the way my team
does things

* [ have the freedom to challenge the status quo



Without Challenger Safety

There’s a high cost to
curiosity and creativity

AND CAREERS!



What Stage 4 Challenger Safety Looks Like

Cultural Flatness

Creative Abrasion @ Constructive Dissent

Tolerance for Candor



You Gan Improve Psychological Safety

Modeling la Rewarding
Vulnerable : Vulnerable
Acts ~ Acts




Closing the Gaps

' PSYCH l ' PROBLEM I
PERFORMANCE
SAFETY @ SOLVING
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Thank You!

Slides & More:

http:/ /www.markgraban.com/KIN2023

Em a i I . Mark@KaiNexus. com LEAN

HOSPITALS
Podcast: MistakesPodcast.com ‘
Book: MistakesBook.com

Leaming How to Leam
How to Get Better... Better

Edited by
Mark Graban

HEALTHCARE KAIZEN MEASURES

Engaging Front-Line Staff in
Continuous mp mcments

| REACT LESS | LEAD BETTER |
| IMPROVE MORE |
o"‘ Z

LZEN. T ot of Mow®. =
T e MARK GRABAN

FOREWORD BY DONALD J. WHEEL




