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1	

Psychological safety is becoming one of  the most widely discussed  
dimensions of  organisational culture. It is often spoken about as 
a feeling, a workshop topic or a leadership aspiration. In reality, 
psychological safety is a system outcome, the product of  consistent 
behaviour, predictable systems and human connection under 
pressure.

Psychological safety is 
not the absence of  fear, 
but the presence of  
predictable care

Introduction

When psychological safety is strong

•	 People speak up with ideas and concerns, 
even when it’s uncomfortable.

•	 People learn quickly and recover from 
mistakes.

•	 People ollaborate across difference.

•	 People eel part of  something purposeful  
and fair.

When psychological safety is weak 

•	 People stay silent, self-protect or disengage.

•	 Fear replaces curiosity 

•	 Performance suffers, quietly at first, then 
visibly.

This paper explores

•	 What we mean by psychological safety,  
its academic roots and modern evolution.

•	 The impact, both the measurable benefits and 
the risks of  neglect.

•	 Why it must be treated as an outcome,  
not a project, built through consistent habits 
and reinforced by system design.

•	 The behaviours that make safety visible and 
how they can be observed at individual, team 
and leadership levels.

•	 The role of  leaders, as tone-setters,  
buffers and multipliers of  safety.

•	 A practical model linking personality, 
behaviour and system alignment.

It concludes with a call to action:  
psychological safety is not the absence  
of  fear, but the presence of  predictable care.

It is not a leadership initiative, it is the 
foundation of  performance and trust  
in modern organisations.

Facet5’s contribution lies in translating this 
insight into personality-informed practice, 
helping leaders and teams understand the 
unique ways they create, experience and 
sustain safety.
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2	
Why psychological safety 
matters now

2.1	A changing world of work

Work today is more complex, fast-paced and 
interdependent than at any point in modern 
history.

Teams are hybrid, cross-functional and globally 
distributed.

Technology amplifies communication, but not 
necessarily connection.

At the same time, employees expect 
transparency, inclusion and authenticity from 
their leaders.

These pressures make trust, fairness and open 
communication business-critical, not optional.

When fear or self-protection dominate, 
innovation, learning and ethical judgment  
all decline.

In times of  uncertainty, the most valuable 
competitive advantage is not strategy or 
technology, it is collaboration built on curiosity 
and trust.

2.2	From idea to imperative

The concept of  psychological safety was first 
articulated by Amy Edmondson (1999) and 
has since been reinforced by major research 
programmes such as Google’s Project Aristotle 
(2015) and the NeuroLeadership Institute 
(2024).

Each found that teams with higher levels of  
psychological safety consistently outperform 
others on innovation, learning and retention.

Recent data further reinforces its importance:

•	 Gallup (2023) found that employees who feel 
safe to express themselves are 2.8 times 
more engaged and 50 per cent more likely  
to stay.

•	 A 2024 study in Health Affairs Scholar 
showed that psychological safety mitigates 
burnout and improves recovery in high-
pressure settings.

•	 The NeuroLeadership Institute reports that 
safety directly influences problem-solving 
and cognitive flexibility, as the brain’s threat 
response is lowered when social risk  
is reduced.

Across industries, psychological safety is now 
recognised as a core performance enabler,  
not a cultural luxury.

In an environment of  complexity, diversity and 
rapid change, it allows people to think critically, 
act ethically and collaborate productively.

Understanding and 
harnessing strengths 
cultivates a more 
engaged, productive 
and innovative 
workforce
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2.3	The cost of fear

When safety is absent, people protect 
themselves rather than the work.

•	 Mistakes are hidden rather than learned from.

•	 Feedback becomes muted.

•	 Teams revert to groupthink to avoid friction.

•	 Disagreement is personal, not productive.

In short, fear costs performance.  It limits 
adaptability, fuels burnout and erodes 
innovation, the very qualities organisations 
need most.

2.4	Why a systemic view is needed

Too often organisations respond by launching 
‘culture initiatives’ or leader training.

While valuable, these interventions rarely last 
unless supported by the system, the policies, 
rituals and reinforcement structures that 
determine what is rewarded, repeated and 
remembered.

Psychological safety must therefore be 
understood as a living system built through:

•	 The behaviours people observe every day.

•	 The structures that enable or inhibit those 
behaviours.

•	 The pressures that test consistency.

Safety is not declared in a policy. It is 
demonstrated in a moment and sustained 
through systems that make it repeatable.

2.5	Connecting personality and safety

Every individual experiences and creates 
psychological safety differently.

Personality shapes what feels risky, what feels 
fair and what feels rewarding.

Facet5 provides a scientifically grounded 
framework to understand these differences, 
offering practical insight into how leaders and 
teams can translate awareness into action.

This integration of  trait-based personality data 
with psychological safety principles allows for:

•	 More precise self-awareness and coaching.

•	 Better understanding of  team dynamics  
and diversity.

•	 More sustainable system design, grounded  
in how people actually behave.

By linking personality to behaviour, Facet5 turns 
the idea of  safety into a language people can 
act on.
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3.1	The core definition

The most widely cited definition of  
psychological safety comes from Professor 
Amy C Edmondson of  Harvard Business 
School (1999; 2018), who describes it as:  
‘A shared belief  held by members of  a team that 
the team is safe for interpersonal risk-taking’.

In practice, it means that people believe they 
can speak up, ask questions, challenge or 
admit mistakes without fear of  embarrassment 
or retribution. It is the freedom to contribute 
ideas and concerns knowing they will be met 
with respect and curiosity rather than judgment.

3.2	The evolving understanding

Recent frameworks expand on Edmondson’s 
work.

Timothy Clark (2020) outlined four progressive 
stages:

1	 Inclusion safety – feeling accepted and 
valued for who you are.

2	 Learner safety – feeling safe to ask, explore 
and make mistakes.

3	 Contributor safety – feeling confident  
to add value and take initiative.

4	 Challenger safety – feeling secure enough 
to question the status quo.

Neuroscience research from the 
NeuroLeadership Institute (2024) links 
psychological safety to reduced social threat 
responses in the brain (SCARF model), 
showing that predictable, fair and respectful 
interactions lower cortisol and increase 
cognitive flexibility.

3	
Defining  
psychological safety

3.3	What psychological safety is not

•	 It is not comfort or the avoidance of  conflict.

•	 It is not a ‘be nice’ policy that suppresses 
debate.

•	 It is not a stand-alone initiative that can  
be rolled out once and declared ‘done.’

True psychological safety exists where truth  
can be told without fear, where difference  
is welcomed and where learning is prioritised 
over blame.

In short: psychological safety is the 
foundation for learning, innovation and ethical 
performance. It is the soil in which honest 
collaboration grows.
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4	
The impacts of   
psychological safety

4.1	The benefits of focusing on psychological safety

Outcome area Evidence/insight Business relevance

Innovation and 
creativity

Google’s Project Aristotle (2015) 
identified psychological safety  
as the single strongest predictor  
of  high-performing teams

Safe environments generate 
more ideas, faster iteration and 
higher product success rates

Learning and 
adaptability

Edmondson (2019) found teams high 
in safety report more errors – because 
they discuss and correct them

Improves continuous 
improvement and error 
prevention

Engagement and 
retention

Gallup (2023) links safety with higher 
engagement and 27% lower turnover

Supports talent attraction and 
retention

Wellbeing and burnout 
prevention

A 2024 Health Affairs Scholar study 
showed that safety mediates the link 
between poor work environments  
and burnout

Reduces stress-related costs 
and absenteeism

Ethical and inclusive 
culture

Inclusive safety supports belonging 
and mitigates discrimination or fear  
of  speaking up

Strengthens reputation and 
ESG performance

4.2	The risks of ignoring psychological safety

Consequence Observed effect

Silence and conformity People withhold information or concerns, 
leading to blind spots and poor decisions

Groupthink and error Teams over-conform to leader opinion, 
reducing innovation  
and increasing risk

Burnout and 
disengagement

Chronic fear suppresses learning and 
heightens stress hormones

Turnover of high 
performers

Talented individuals leave environments 
where they cannot express themselves

Reputational and ethical 
failures

Issues stay hidden until they become crises

Silence is a tax on 
performance –  
the longer people stay 
quiet, the higher the cost 
to innovation and integrity.
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5	

An outcome, not a project

5.1	Why it cannot be installed

Many organisations treat psychological safety 
as a programme or a one off initiative – a 
workshop, training or campaign.

But safety cannot be implemented; it must be 
earned through repeated patterns of  respect, 
curiosity and reliability.

It is the outcome of  how people consistently 
behave and how the organisation’s systems 
respond.

When meetings, feedback loops and leadership 
actions consistently reinforce openness and 
fairness, people start to predict  
‘I can speak freely here.’

When those signals are inconsistent, safety 
erodes quickly.

5.2	The mindset shift required

Building psychological safety means shifting  
to a new mindset.

Old mindset New mindset

We’ll run a training. We’ll build daily habits.

Leaders create safety. Everyone contributes  
to safety.

It’s about being nice. It’s about being honest 
and genuine.

It’s a cultural value. It’s a lived system with 
practiced values.

This mindset shift positions psychological 
safety as part of  how work gets done,  
not an HR initiative.

5.3	Consistent habits over time

Safety is strengthened through predictability – 
people learning that they can rely on others to 
respond with fairness and respect.

These habits include:

•	 Leaders modelling vulnerability and calm 
under pressure.

•	 Teams inviting and acting on feedback.

•	 Individuals acknowledging mistakes and 
learning publicly.

•	 Systems ensuring fairness in how decisions, 
recognition and feedback occur.

5.4	The systemic dimension

Behavioural effort alone, however well-
intentioned, remains localised without structural 
reinforcement.

Policies, feedback systems and performance 
frameworks must reward the same behaviours 
leaders promote.

To sustain psychological safety:

•	 Performance processes must emphasise 
learning and collaboration, not just output.

•	 Feedback systems must focus on growth, not 
fault-finding.

•	 Leadership selection and development must 
prioritise emotional intelligence and self-
awareness.

•	 Organisational rituals (reviews, 
retrospectives, debriefs) must normalise 
reflection and openness.

This alignment of  behaviour and system 
transforms psychological safety from a moment 
into a mechanism.

When culture and system speak the same 
language, safety becomes scalable.

Safety lives in 
experience, 
not policy

Psychological 
safety decays when 
consistency decays.
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Behavioural foundations 
What people can see, feel and do

6	

6.1	 Individual behaviours

Individual behaviours contribute to building 
safety for others with you. They are based  
on an idea that psychological safety is built  
(or broken) through consistent micro-
behaviours that signal three things:

1	 Respect – I value you and your perspective.

2	 Curiosity – I’m open to learning from you.

3	 Reliability – You can trust how I’ll respond.

How I create safety for myself and others

Behaviour theme Observable actions Risks if absent

Manage own threat 
response

Pause before reacting 
Name your emotion  
(‘I’m frustrated but curious why…’)  
Breathe before responding

Defensive
Reactive
Unpredictable

Model fallibility Admit mistakes openly  
(‘I missed that, good catch’)
Ask for help

Perfectionism
Fear of  losing credibility

Show curiosity Ask questions with genuine interest 
Seek differing views

Closed mindset
Bias toward own ideas

Give credit and 
appreciation

Publicly recognise effort 
Thank people for challenge

Others feel unseen  
or withdraw effort

Clarify intent Explain ‘why’ behind feedback 
or challenge

Others assume criticism  
or threat

Invite feedback Ask: 
‘What am I not seeing?’ 
‘How did that land?’

Feedback avoidance 
Stagnation

Practice  
micro-courage

Speak up even when unsure
Test small risks

Silence
Learned helplessness

These play out at three levels:

Through consistent awareness and 
practice then psychology safety  
is created and received.

Understanding Self
â

Interpersonal and relational
â

System (team/leader)
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6.3	Leadership behaviours

How I create safety as a leader

Behaviour theme Observable actions Impact

Model vulnerability Admit uncertainty, share learning moments Normalises imperfection

Signal curiosity Ask open questions
Explore alternatives before deciding

Encourages participation

Invite challenge explicitly ‘What am I missing?’ 
‘Who disagrees?’

Reduces fear of  dissent

Ensure fairness and clarity Be transparent about decisions and criteria Builds predictability and trust

Balance voice Create space for introverts, remote members 
and new joiners

Inclusion increases safety

Respond with appreciation Thank people for feedback even if  tough Reinforces voice behaviour

Protect learners and experimenters Frame mistakes as shared learning Keeps innovation alive

Maintain calm under pressure Regulate tone and pace when stressed Prevents contagion of  fear

Close the loop – the why Report back on what changed due to input Builds reliability

6.4	Team behaviours – Interpersonal

Actions and behaviours that teams can take to create safety 

Behaviour theme Observable actions Team example Safety signal sent

Balanced airtime Rotate speaking order 
Actively invite quieter voices

‘Let’s hear from someone 
who hasn’t spoken yet.’

Everyone’s input matters

Active listening Paraphrase
Summarise
Check understanding

‘So what you’re saying is…’ I’ve been heard

Curiosity before 
judgment

Ask ‘What led you to that?’ 
before refuting or challenging

Challenge framed  
as exploration

It’s okay to disagree

Respond constructively 
to mistakes

Focus on learning, not blame 
Look for resolution

‘What did we learn?’ It’s safe to take risks

Consistent follow-
through

Actions match promises
Feedback acted upon

Decisions revisited next 
meeting

Reliability builds trust

Shared language for 
risk and error

Normalise uncertainty  
‘Let’s run a safe experiment’

Teams discuss failure as 
iteration

Safe to try

Repair breaches Acknowledge tension
Apologise quickly

‘I think I was too sharp 
earlier.’

Trust is restorable

Celebrate challenge  
and diversity

Praise dissent as contribution
Seek out examples

‘Thanks for raising that, 
 it helps us think.’

Voice is valued
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7.1	From behaviour to system

Behavioural consistency builds safety locally; 
organisational systems sustain it collectively.

Without structures that reward openness and 
learning, even the most well-intentioned leaders 
revert to short-term pressures.

Psychological safety therefore depends  
on both:

•	 Micro-behaviours – the daily actions that 
signal respect, curiosity and reliability.

•	 Macro-systems – the frameworks, rituals 
and governance that ensure those actions are 
repeated, reinforced and expected.

7	
Systemic foundations 
Embedding safety beyond the individual

A system can either amplify or erode 
psychological safety; it decides whether  
brave conversations become the norm  
or the exception.

7.2	System conditions that enable safety

System element What it looks like in practice Safety function

Performance and feedback 
processes

Growth-oriented reviews, balanced 
dialogue about what worked and what was 
learned

Normalises reflection and learning

Decision-making transparency Clear rationale shared for major choices, 
especially those affecting people

Builds fairness and predictability

Error and learning systems Regular debriefs, ‘after-action’ or ‘learning 
reviews’

Shifts focus from blame to improvement

Meeting and collaboration 
norms

Structured turn-taking, pre-reads, hybrid 
inclusion practices

Equalises voice and access

Diversity and inclusion policies Explicit valuing of  different perspectives in 
hiring and promotion

Expands psychological safety to 
belonging

Recognition and reward Appreciation for honesty, dissent, 
experimentation and help-seeking

Reinforces desired risk-taking 
behaviours

Leadership development and 
selection

Emphasis on self-awareness, humility and 
empathy alongside results

Builds future leadership safety capacity
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7.3	System barriers and contradictions

Even well-designed systems can erode safety 
when misaligned.

Common barriers include:

•	 Inconsistent leadership signals –  
public encouragement of  openness,  
private penalisation of  error.

•	 Over-emphasis on short-term metrics – 
discouraging experimentation.

•	 Opaque decision-making – fuelling 
cynicism and mistrust.

•	 Punitive performance management – 
reinforcing silence and compliance.

•	 Cultural double binds – saying ‘speak up’ 
while rewarding only agreement.

Facet5 practitioners can help organisations 
diagnose where systemic signals contradict 
behavioural intent. Personality data offers  
a unique view into how people interpret  
those systems – some may see ambiguity  
as opportunity; others experience it as threat.

7.4	Reinforcing mechanisms

To make psychological safety sustainable:

•	 Design predictable rituals – weekly retros, 
‘What did we learn?’ check-ins or ‘safe to fail’ 
discussions.

•	 Embed voice loops – anonymous or open 
feedback channels with visible follow-up.

•	 Integrate learning metrics – track idea 
submission, cross-team collaboration,  
or peer recognition.

•	 Align leadership KPIs – include trust and 
inclusion indicators in performance goals.

•	 Communicate progress – share stories  
of  speaking up and what changed as a result.

When systems reward the courage to 
speak rather than the comfort of  silence, 
psychological safety becomes self-reinforcing.

A system can either 
amplify or erode 
psychological safety
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8.1	Leaders as tone-setters

Leaders shape the micro-climate of  safety 
within their teams.

Their behaviour sets the tone for what is 
permitted, valued and repeated. And what isn’t!

Observable leadership practices that set this 
tone include:

•	 Modelling vulnerability – admitting 
uncertainty or error without loss of  authority.

•	 Responding constructively to challenge – 
rewarding dissent with curiosity.

•	 Maintaining composure under pressure – 
regulating tone and pace to prevent emotional 
contagion.

•	 Clarifying expectations – translating 
ambiguity into direction and psychological 
containment.

•	 Closing the loop – showing how input  
or feedback leads to tangible change.

Facet5 data provides an additional lens:  
leaders high in Will may need to dial down 
certainty to invite dissent, while those high 
in Affection may need to embrace productive 
conflict. Understanding personality differences 
helps leaders flex appropriately.

8	
The role of  leadership
Setting the tone and buffering the system

8.2	Leaders as buffers

While systems and culture influence safety, 
individual leaders often buffer their teams from 
the wider organisation’s volatility.

They do this by:

•	 Translating external pressures into clarity 
rather than chaos.

•	 Advocating for fair treatment and consistency 
when organisational messages conflict.

•	 Holding space for reflection during periods  
of  change.

•	 Reframing mistakes as opportunities for 
collective learning.

A psychologically safe leader acts as a shock 
absorber, protecting the team’s trust when the 
broader system sends mixed signals.

Safety starts where 
authority meets 
humility
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8.3	Leaders as multipliers

Leaders who create psychological safety  
don’t only protect their own teams; they amplify 
it across boundaries.

Their behaviours spread via observation and 
imitation—colleagues emulate openness, 
peers replicate rituals and psychological safety 
becomes contagious.

Sustaining that contagion requires:

•	 Consistency across contexts – same tone 
in meetings, emails and decision reviews.

•	 Integration into leadership pipelines – 
coaching and 360 feedback focused on trust 
behaviours.

•	 Visible storytelling – sharing real examples 
of  learning, challenge and recovery.

Every conversation either multiplies or depletes 
safety; leadership determines the balance.

8.4	Coaching the leader

Facet5 practitioners play a crucial role  
by helping leaders:

•	 Identify their natural safety enablers and 
inhibitors through personality insights.

•	 Build personalised strategies to maintain 
composure, openness and fairness  
under stress.

•	 Practise micro-interventions; those  
short, consistent behavioural shifts that 
reshape trust.

•	 Use reflection tools (for example,  
‘What signals did I send today?’) to maintain 
awareness.

The combination of  self-knowledge  
and structured practice enables leaders  
to create climates where candour and 
compassion coexist.

8.5	The leadership equation

Psychological Safety =  
(Leader Behaviour × System Consistency)  
÷ Pressure

When pressure rises, the multiplier effect  
of  leader behaviour matters most.

A consistent leader can stabilise uncertainty;  
an inconsistent one magnifies it.

Leaders cannot control every system signal, but 
they can always control how they respond to it.

For a detailed explanation of  the leadership 
equation refer to the Appendix

The psychological safety equation

Psychological Safety = (Leader Behaviour × System Consistency) ÷ Pressure
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9	
Building a sustainable model 
of  psychological safety

9.1	From insight to integration

Psychological safety cannot be mandated  
and it cannot be sustained through leadership 
training alone.

It requires an integrated approach that 
connects individual awareness, interpersonal 
behaviour and organisational systems into one 
continuous loop.

Sustainable psychological safety emerges 
when self-awareness, shared behaviours and 
organisational design work in sync.

The behavioural and systemic foundations 
outlined earlier form the basis for a three-tier 
model of  sustained safety:

1	 Self-awareness – understanding personal 
triggers, needs and responses.

2	 Relational practice – consistent, visible 
behaviours that reinforce trust and fairness.

3	 Systemic reinforcement – structures and 
norms that institutionalise these behaviours.

Each layer depends on the others. Without 
self-awareness, behaviours are inconsistent. 
Without supportive systems, those behaviours 
fade under pressure.

The model positions Facet5 personality 
insight as the engine that translates intention 
into consistent practice. It helps individuals 
and leaders understand their natural style, 
their impact and how to flex when safety feels 
threatened.

9.2	The psychological safety system model

Layer Focus Practices and levers Facet5 lens

1	Self-awareness Knowing what creates 
or erodes safety for me

Recognise emotional triggers

Reflect on reactions to risk  
and feedback

Practise self-regulation and 
openness

Emotionality and Control factors 
indicate how people manage 
pressure and uncertainty

2	Relational 
behaviour

Building safety with 
others

Show curiosity before judgment

Acknowledge and repair breaches

Invite challenge and feedback

Will and Affection factors influence 
comfort with disagreement, empathy 
and trust

3 	Systemic 
reinforcement

Making safety part  
of  ‘how we work’

Transparent decisions and fair 
feedback

Learning reviews and voice rituals

Reward collaboration and honesty

Control and Energy factors 
highlight organisational predictability 
and communication tone
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9.3	The Facet5 advantage – 
personalising safety

Most psychological safety initiatives stop  
at ‘behaviours.’

Facet5 goes further by helping people 
understand the personality pathways behind 
those behaviours – why they are easy for some 
and difficult for others.

Each of  the five factors brings distinct strengths 
and sensitivities to the creation of  safety.

Will

Shapes how we express confidence, authority 
and challenge.

•	 High Will leaders often need to consciously 
create space for dissent

•	 Lower Will individuals may need 
encouragement to assert their view.

Energy

Influences how openly and frequently we 
communicate.

•	 High Energy encourages visible engagement 
and warmth

•	 Lower Energy may require structured ways  
to contribute and be heard.

Affection

Drives our natural empathy and trust 
orientation.

•	 High Affection promotes inclusion and care 
but can avoid necessary conflict

•	 Lower Affection brings objectivity yet may 
seem detached.

Control

Determines how we create order and manage 
uncertainty.

•	 High Control stabilises systems and clarifies 
expectations

•	 Lower Control fosters flexibility but can 
unsettle others under stress.

Emotionality

Acts as the lens through which we interpret 
the world around us. It governs how strongly 
we experience emotion, how quickly we detect 
potential threat and how long we take to return 
to equilibrium.

•	 Those high in Emotionality tend to notice 
subtle shifts in tone, language and non-verbal 
cues. They are finely tuned to emotional 
signals and therefore quick to sense when 
something feels unsafe. This sensitivity  
is valuable for empathy and awareness,  
but it can also heighten reactivity or 
misinterpret neutral feedback as criticism  
if  trust is uncertain.

•	 Those low in Emotionality experience less 
internal fluctuation and may underestimate 
the emotional impact of  their behaviour on 
others. They can appear calm and resilient, 
yet risk seeming indifferent to the emotional 
context that others feel keenly.

Emotionality therefore shapes how safety  
is both experienced and signalled.

It influences:

•	 How people read the intent behind a message 
(‘Are they criticising me or helping me?’).

•	 How they react to disagreement or stress 
(fight, flight or steady reflection).

•	 How quickly they recover after conflict  
or error.
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Understanding one’s Emotionality profile helps 
leaders and teams interpret responses more 
accurately, manage triggers consciously and 
avoid unintentional escalation.

Facet5 reveals that psychological safety is 
filtered through perception. Emotionality 
determines the clarity or distortion of  that lens.

By linking all five factors to real workplace 
dynamics, Facet5 enables leaders and teams 
to move beyond generic ‘safe behaviour’ 
checklists toward truly personalised safety 
strategies – ones that reflect who they are, how 
they see the world and what they need to stay 
open, fair and resilient under pressure.

9.4	The implementation pathway

Creating psychological safety at scale requires 
moving through four interlocking stages.

Each stage can be supported through Facet5 
data, coaching and development interventions.

This process reframes psychological safety 
as an organisational capability, not a one-off 
cultural aspiration.

Stage Goal Key activities Facet5 role

1 Assess Understand current 
state of  safety and 
trust

Team diagnostic and qualitative 
pulse checks

Review leadership and system 
alignment

Use Facet5 profiles to explore 
behavioural risks and team dynamics

2 Educate Build awareness and 
shared language

Workshops linking personality to 
safety behaviours

Leadership coaching and team 
reflection sessions

Translate personality insight into  
safety actions

3 Embed Integrate safety into 
daily work

Meeting rituals, peer feedback loops, 
after-action reviews

System updates (performance, 
recognition, decision transparency)

Use Facet5 Spotlight for self–other 
awareness and development

4 Monitor and 
reinforce

Sustain trust under 
pressure

Regular voice surveys and team 
reflections

Leader check-ins to recalibrate tone 
and fairness

Use ongoing Facet5 coaching to 
maintain awareness and adaptability
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9.5	Measuring and maintaining safety

While psychological safety is felt before it is 
measured, tracking progress is critical.

Useful indicators include:

Quantitative measures

•	 Employee voice metrics (for example, survey 
items: ‘I feel safe to speak up’).

•	 Idea submission and implementation rates.

•	 Turnover and engagement data segmented 
by leader or team.

Qualitative signals

•	 Who speaks in meetings and who doesn’t?

•	 How are mistakes discussed?

•	 What happens after someone raises  
a concern?

•	 Do teams reflect together after pressure  
or failure?

Safety is demonstrated not by what people say 
they believe, but by how they behave when risk 
is present.

Measurement should not assess comfort,  
it should assess courage.

9.6	The maintenance loop –  
keeping safety alive

Psychological safety decays naturally without 
renewal. The maintenance loop ensures  
it remains dynamic and self-correcting.

1	 Reflect – What helped or hindered safety 
this quarter?

2	 Discuss – What systemic factors are 
reinforcing or undermining it?

3	 Adjust –Refine rituals, processes and 
behaviours accordingly.

4	 Recognise –Celebrate micro-moments  
of  courage and honesty.

This loop is how safety evolves into resilience,  
a culture that can adapt, recover and grow 
under pressure.

9.7	 Bringing it all together

The combined model now reads as a system:

Every individual, team and leader plays a role  
in maintaining this loop.

The stronger the alignment between personality 
insight, behavioural consistency and system 
reliability, the more safety can thrive under 
pressure.

Psychological safety is not the absence of  fear, 
it is the presence of  predictable care.

Self-awareness creates choice

â
Choice enables behaviour

â
Behaviour is reinforced by systems

â
System consistency builds trust

â
Trust sustains psychological safety

Psychological safety is 
not the absence of  fear, 
but the presence of  
predictable care
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10	

From safety to performance

10.1	The human foundation  
of performance

Psychological safety sits at the heart of  how 
people work, learn and lead together.

It is not a soft idea, it is a strategic condition 
that determines whether intelligence, creativity 
and integrity can be expressed within an 
organisation.

When people feel safe to share ideas, admit 
mistakes and question decisions, they unlock 
collective intelligence.

When they do not, fear fragments effort and 
innovation stalls.

Performance and wellbeing share the same 
foundation: a predictable environment where 
people can bring their best without fear.

10.2	Safety as a systemic outcome

Throughout this paper, we’ve described 
psychological safety as an outcome, not an 
initiative.

It cannot be created by slogans, policies  
or one-off interventions.

It emerges from the alignment between:

•	 Leader behaviour – how people experience 
fairness, curiosity and reliability.

•	 Team norms – the micro-habits that shape 
everyday collaboration.

•	 System design – the formal and informal 
structures that sustain trust over time.

The research is unequivocal: psychological 
safety is built between people, reinforced  
by systems and tested by pressure.

It lives in the gap between what organisations 
say and what they consistently do.

10.3	The role of leadership

Leaders are the visible signal of  an 
organisation’s intent.

They cannot control every structural factor, 
but they can control how they respond under 
pressure, with composure, clarity and care.

They set the emotional tone that defines how 
others feel permitted to act.

Leaders don’t create safety for people; they 
create the conditions in which people feel safe 
to be themselves.

The most effective leaders act as both tone-
setters and buffers:

•	 Setting the tone through curiosity, inclusion 
and fairness.

•	 Buffering their teams from systemic  
volatility by translating pressure into  
purpose and clarity.

By doing so, they build the bridge between 
organisational design and human experience.

10.4	The organisational imperative

For organisations, the case is both ethical  
and economic.

Ignoring psychological safety carries 
measurable risk, in disengagement, turnover, 
rework and reputational harm.

Investing in it delivers measurable return, 
 in innovation, adaptability and trust.

Psychological safety is not a cultural extra.  
It is the infrastructure of  organisational health.
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Focus Without psychological safety With psychological safety

Innovation Groupthink, avoidance, risk aversion Experimentation, creativity, progress

Engagement Silence, frustration, withdrawal Energy, contribution, collaboration

Decision Quality Compliance, hidden information Challenge, insight, diverse input

Wellbeing Stress, burnout, attrition Resilience, learning, belonging

Reputation Ethical blind spots Integrity and accountability

10.5 The Facet5 contribution

Facet5 brings a distinctive strength to this 
challenge:

a scientifically grounded, trait-based 
understanding of  how personality influences 
behaviour and therefore, how people create, 
experience and sustain psychological safety.

•	 It reveals how individuals interpret risk, 
authority and feedback.

•	 It helps leaders understand the impact  
of  their natural style under stress.

•	 It enables teams to discuss differences 
openly and work with diversity rather than 
against it.

•	 It gives organisations the data and shared 
language to scale safety systemically, turning 
insight into culture.

Facet5 translates the idea of  safety into 
observable, repeatable behaviour.

Through personality insight, coaching and 
development, Facet5 practitioners help 
individuals and teams move from awareness  
to action, ensuring that psychological safety 
 is not simply understood, but lived.

10.6	The future of work  
demands safety

As organisations adapt to AI, hybrid structures 
and rapid change, the future of  work will be 
defined less by technology and more by trust.

Safety becomes the precondition for agility, 
creativity and ethical decision-making in 
complex systems.

The organisations that thrive will be those 
where:

•	 People can challenge ideas without 
challenging belonging.

•	 Leaders model humanity as much  
as expertise.

•	 Systems protect integrity as fiercely  
as performance.

Psychological safety is the currency of  modern 
leadership, earned through every interaction, 
every decision and every conversation.

10.7	Final thought

Safety is not the opposite of  pressure.

It is the capacity to remain human under 
pressure, to think clearly, speak honestly and 
act ethically even when the stakes are high.

It is not built overnight, but moment by moment, 
through the alignment of  personality, behaviour 
and system design.

And when that alignment holds organisations 
don’t just feel safer – they perform better, adapt 
faster and lead with greater integrity.

Safety is not the 
opposite of  pressure
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Given all the above, here are practical 
suggestions for your work:

•	 Start with personality: Use Facet5 profiles 
to help leaders and teams identify: what does 
psychological safety feel like for me? What 
behaviours help me feel safe / unsafe? What 
behaviours do I typically exhibit that help or 
hinder psychological safety in others?

•	 Map safety drivers: For each leader/team, 
map key ‘drivers of  safety’ (for example, 
voice invited, mistakes acknowledged, equal 
participation) and ‘sources of  breakdown’ 
(for example, leader dismisses dissent, 
one person dominates meeting, remote 
participants aren’t heard).

•	 Embed rituals: Create simple recurring 
practices that promote safety: for example, 
start each meeting with ‘What’s one thing 
I’m unsure about?’ or ‘What risk did we avoid 
speaking up about?’ Or in a team feedback 
session ask: ‘What made it safe/un-safe  
for you?’

•	 Monitor and reflect: Include short surveys or 
check-in questions periodically: ‘On a scale 
of  1-5: I feel safe to speak up in this team.’ 
Use this to detect drop-offs and intervene.

Appendix 
Practical implications for your Facet5

•	 Link to performance and innovation: 
Emphasise to leaders that psychological 
safety is not just ‘nice’ for wellbeing, research 
shows links to innovation, error reduction, 
retention. That helps business-case 
alignment.

•	 Coach for maintenance: Especially when 
the going gets tougher (stress, deadlines, 
remote/hybrid shifts), psychological safety 
can degrade. Coach leaders to keep their 
behaviours consistent under pressure.

•	 Tailor to context: Recognise the 
specific context (remote/hybrid, high-risk 
environment, cross-functional agile team)  
and adapt the safety practices accordingly.

•	 Highlight inclusion and diversity risk: 
Safety isn’t equally felt by all. Use data to 
surface differences (for example, by role, 
demographic) and ensure under-represented 
voices feel safe to speak up.

Informed coaching and leadership development
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1	 Leader behaviour –  
The immediate signal

This represents the daily, human actions 
that shape how safe people feel to speak up, 
disagree or take risks.

Leaders are the primary transmitters of  
psychological safety within teams.

Their behaviours, especially under stress, 
send clear signals about whether openness is 
rewarded or punished.

Examples of positive safety-building 
behaviours

•	 Admitting uncertainty or mistakes (modelling 
vulnerability).

•	 Inviting and rewarding dissent (‘What am I 
missing?’).

•	 Responding with curiosity instead of  
defensiveness.

•	 Remaining calm and predictable under 
pressure.

•	 Following through on promises (‘closing the 
loop’).

Why it matters

People take their cue from the leader’s 
consistency, tone and fairness. A single 
dismissive comment can undo weeks of  trust.

That’s why leader behaviour carries the biggest 
weighting in the safety equation, it sets the tone 
for the whole system.

Facet5 helps here by showing what comes 
naturally to a leader and where their risks lie 
under pressure (for example, high-Will leaders 
may need to signal more curiosity; high-Control 
leaders may need to normalise flexibility).

2	 System consistency –  
The organisational reinforcement

System consistency represents the structures, 
rituals and processes that either reinforce or 
contradict safety.

Even if  a leader behaves inclusively, if  the 
system rewards only results, punishes error  
or hides decisions, safety erodes.

Conversely, when systems support openness, 
through transparent communication, learning 
reviews or fair feedback processes, safety 
becomes self-sustaining.

Examples of system-level reinforcement

•	 Growth-based performance reviews (not 
punitive appraisals).

•	 Regular learning retrospectives (‘What did we 
learn?’).

•	 Decision transparency (clear rationale 
shared).

•	 Leadership development that values EQ as 
much as IQ.

•	 Recognition for curiosity, challenge and 
collaboration.

Why it matters

Without consistent systems, psychological 
safety stays localised, dependent on individual 
leaders.

With consistent systems, it becomes cultural, 
embedded in ‘the way we do things here.’

The psychological safety equation

Psychological Safety = (Leader Behaviour × System Consistency) ÷ Pressure
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3	 Pressure –  
The safety stress test

Pressure represents the forces that threaten 
safety, such as time scarcity, uncertainty, 
performance targets, restructuring or crises.

Under pressure, humans revert to survival 
patterns: control, defensiveness, conformity or 
blame.

The true test of  psychological safety is 
whether the leader and system can maintain 
consistency when pressure increases.

Examples of rising pressure

•	 Market volatility organisational change  
or layoffs.

•	 Leadership transitions or unclear 
accountability.

•	 Burnout or competing priorities.

•	 High performance expectations without 
psychological support.

Why it matters

Safety isn’t measured in calm times,  
it’s revealed in high-stakes moments.

If  safety collapses under pressure, it means the 
system and behaviour patterns were not robust 
enough.

4	 The interaction between them

Let’s look at how the elements interact dynamically.

Scenario Leader Behaviour System Consistency Pressure
Resulting  
Psychological Safety

Ideal state Consistently open, fair, 
humble

Reinforcing systems 
and rituals

Moderate pressure Safety thrives
Team speaks up, learns, 
innovates

Fragile safety Good leader behaviour Weak or contradictory 
systems

Moderate pressure Safety depends on leader 
Easily disrupted

False safety Systems say ‘safe,’ 
but leader punishes 
dissent

High formal safety   
Low interpersonal trust

Low pressure Surface compliance 
People stay silent when risk 
increases

Safety collapse Inconsistent leader, 
punitive systems

No reinforcement  
High ambiguity

High pressure Fear dominates
Learning stops
Risk avoidance increases
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5	 Implications for Leaders and 
Practitioners

For leaders

•	 Your behaviour is the most visible and 
immediate signal of  safety.

•	 But your behaviour must be aligned with 
system signals, otherwise, people won’t trust 
what you say.

•	 During times of  pressure, doubling down  
on consistency and fairness is key.

For Facet5 practitioners

•	 Use the model diagnostically:

–	What’s happening with leader behaviour?

–	How consistent are systems?

–	What’s the level of  pressure the team  
is under?

•	 Coach leaders to strengthen their behavioural 
consistency and advocate for system 
alignment.

•	 Map team personality dynamics to 
understand which individuals are most 
affected by perceived safety gaps.

6	 The deeper insight

This model shifts the conversation  
from ‘Do we have psychological safety?’  
to ‘What’s driving or depleting it?’

•	 If  leader behaviour and system consistency 
are strong, safety is resilient, even when 
pressure is high.

•	 If  either is weak, safety becomes conditional 
and brittle.

•	 If  both are weak, pressure will quickly 
overwhelm trust.

Psychological safety, then, isn’t a state,  
it’s a ratio of  consistency to pressure.

It’s a living condition that must be renewed 
through every action, decision and 
conversation.

Component Function Practical levers

Leader behaviour Immediate, relational signal Self-awareness, curiosity, predictability, calm under pressure

System consistency Structural reinforcement Fair processes, transparent decisions, learning rituals

Pressure Environmental stress test Resilience, communication, containment, prioritisation

High safety = predictable, fair, open behaviour sustained through fair systems, even when the heat is on.

Low safety = inconsistent, reactive behaviour magnified by contradictory systems, especially under stress.

In summary
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