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When the going gets tough;

maintaining quality of care in challenging mental health settings
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In the next 70 minutes you will have an understanding of
what psychological safety is, and how to modify your
working environment so that it is focused on learning and
Improvement.
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Warm-up exercise...
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Show to me how “safe” you would feel in a given situation by:

Walk to your left, if you would feel safe

Walk to your right, if you would NOT feel safe
* Use the space in the middle to scale your answer

* 30 seconds per image
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! FEA R‘ ’ “Anxious”

self-preservation®

Typical responses

“Confidence” “Trust”

“weighing-up my options...”



Complex work requires people to work collaboratively across
boundaries to achieve shared goals

32 =@

‘Psychological Safety’ is an important factor in understanding
how people collaborate to achieve a shared goal

@
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In organisational change...

“Psychological safety is a
counterbalance for the
ambiquity and insecurity that
comes with change”

(Edgar Schein & Warren Benni, 1965)
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In learning...

“Psychological safety helps
individuals overcome their
‘learning anxiety””

(Edgar Schein, 2004)
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't helps to explain why employees...

Share information and

knowledge

Collins & Smith, 2006; Siemsen et al. 2009



't helps to explain why employees...

Speak up win SUGQESLIONS for

organisational | 11 p roveime ntS



't helps to explain why employees...

Take |n|t|at|ve to develop new prOdUCtS

and SEIVICeS



't helps to explain why employees...

Have a sense of CO nfidenCe that the team will not
embarrass, reject  punish

someone for Speaki ng U p



Psychological Safety...

EnableS teams and organisations to Iearn and

perform

Bunderson & Boumgarden, 2010; Carmeli 2007; Carmeli & Gittell 2009; Edmondson 1999; Tucker et al. 2007;  Dansk Selskab for PS'
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“Team psychological safety positively impacts team learning, which in turn
positively impacts team performance”

(Amy Edmondson, 2003)

Team Team Team

learning performance

psychological
safety
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“Team psychological safety positively impacts team learning, which in turn
positively impacts team performance”

(Amy Edmondson, 2003)

Team Team Team

learning performance

psychological
safety
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"An individuals perceptions
of the consequences of
aking interactional risks in

Va4

a particular contex




When we go to work...

No one wants to look: It’s easier to manage:

lgnorant Don’t ask questions
Incompetent Don’t admit weakness or mistakes

Intrusive Don’t offer ideas

Negative Don’t critique the status quo
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Impression management

ERVING GOFFMAN

The
Presentation
of
Self

“A strategy for self
protection”

in
Everyday
Life

4 .)
oan
K\V A Doty Aweltunr Orighaal

Erving Goffman (1959) ‘The Presentation of Self in Everyday Life’ Dansk Selskab for
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“An individuals perceptions of the consequences of taking
interactional risks in a particular context”

LOW Psychological Safety HIGH
S —
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“An individuals perceptions of the consequences of takin
interactional risks in a particular context”

Brief Assessment

Team Psychological Safety
(Edmondson AC, 1999. Psychological safety and leaming
behavior in work teams. Adm. Sci. Q. 44(2):350-83.)

1. If you make a mistake on this team, it is often held against you.

Strongly disagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Stonglyagree

7 Strongly agree

- - 7 Strongly agree

r members of this team for help.

ngly disagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Stronglyagree

6. No one on this team would deliberately act in a way that undermines my efforts.

Strongly disagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Stronglyagree

7. Working with members of this team, my unique skills and talents are valued and utilized.

Strongly disagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Stonglyagree

Items 1, 3, and 5 are reverse scored, 8 - score.
Over 40 is considered very good.
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“Team psychological safety positively impacts team learning, which in turn
positively impacts team performance”

(Amy Edmondson, 2003)

An individuals
perceptions of the
consequences of Team Team

taking interactional learning performance
risks in a particular

context
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“Team psychological safety positively impacts team learning, which in turn
positively impacts team performance”

(Amy Edmondson, 2003)

An individuals
perceptions of the
consequences of

taking interactional

risks in a particular
context

Team
performance

Team
learning
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“Team performance involves satisfying customer needs and expectations”

J. Richard Hackman, Editor

GROUPS
THAT
WORK

(@and Those
Don't)

Hackman, J. R. (1990) Groups that work (and those that don't). Dansk Selskab for
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“Team psychological safety positively impacts team learning, which in turn
positively impacts team performance”

(Amy Edmondson, 2003)

An individuals
perceptions of the

consequences of Team Satisfying

customer needs &
expectations

taking interactional learning
risks in a particular
context
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“Team psychological safety positively impacts team learning, which in turn
positively impacts team performance”

(Amy Edmondson, 2003)

An individuals

perceptions of the e
L , consequences of Team custgrit;f%lgg .
taking interactional learning expectations
m risks in a particular

context
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“Team psychological safety positively impacts team learning, which in turn
positively impacts team performance”

Organisational
factors

An individuals
perceptions of the
consequences of

taking interactional
risks in a particular
context

(Amy Edmondson, 2003)

Team
learning

Satisfying
customer needs &
expectations
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Model of antecedents & consequences of team
Psychological Safety

Team

Organisational Psychological

Learning

factors Safety

Dansk Selskab for PS'
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Model of antecedents & consequences of team
Psychological Safety

Team Leader Feedback
Behaviour Seeking

Informal Group

ST \

Trust and : a Psychological
Respect S af ety

Help Seeking

Use of Practice

fields Innovation
gl:ggr? ir;Zcieonal Boundary
Context Spanning
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Organisational factors influence team psychological safety, which in turn
Impacts on team learning and team performance?

An individuals
perceptions of the

g consequences of Satisfying
Org?;éfgrtlsonal taking Team learning customer needs &
interactional risks expectations

in a particular
context
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Organisational factors influence team psychological safety, which in turn
Impacts on team learning and team performance?

An individuals
perceptions of the

Team leader
behaviour

Feedback

Group dynamics consequences of Help Satisfying
Trust & respect taking Speaking up customer needs &
Practice fields interactional risks Innovation expectations

in a particular

Supportive org.
context

context Boundary spanning
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Psychological Safety...

Does NOT imply a ‘cosy’ (hygge) environment with friends,
Nor the absence of pressure or problems
but...
A climate which focuses on PRODUCTIVE & CANDID discussion

..without focusing on | SELF-PROTECTION

E tie k Ikllz bhf d Psl



Safe but unaccountable?

High
(O
O
o]0)
o o
o %
S n
>
wn
Q-

Low

People enjoy working together, Focus on collaboration and

don’t feel that challenged, seldom learning and improvement
work very hard

People tend to fulfil function of
their role and not very motivated fliPeople don’t feel safe to offer ideas
to work collaboratively, may jockeyfll for fear of ridicule, getting “it”
for position rather than focus on wrong, afraid to ask for help

’

shared goals

Low High

Motivation & Accountability
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What can do to improve the organisational factors that shape your team
psychological safety, team learning, and team performance?

Team
psychological Team learning
safety

Team
performance

Organisational

factors
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Model of antecedents & consequences of team
Psychological Safety

Team Leader Feedback
Behaviour "N Seeking

~—  —
Informal Group

ST \
Trust and : a Psychological
Respect S af ety

Help Seeking

Use of Practice

fields Innovation
gl:ggr? ir;Zcieonal Boundary
Context Spanning
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What is it, why is it important and what can | do

about it?
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Team Leader Behaviour

“Psychological safety is not a personality
difference, but rather a feature of the
workplace that leaders can and must help
create”

o Dan k elskab for PS'
Amy Edmondson, 2018 — ‘Fearless organisation’ PatientS!kkerhed



The Dark Side of Leadership

“Erm... Lord Vader, it seems some of the officers don’t feel Danek Selekab for -
. . v an
able to raise concerns with you... PatientS!kkerhed PS.




Leadership Behaviour

BAME @ vouraccount News = Sport Weather Shop = Reel = Travel = Mor

Home = Video World UK Business Tech | Science Stories = Entertainment & Arts

England = LocalNews = Regions = Manchester

Hawksmoor Manchester: Diners given Hawksmoor Manchester ’

£4,500 red wine by mistake wireRiTO ]
. @HawksmoorMCR
© 16 May 2019 f © ¥ [ <« share

To the customer who accidentally got given
a bottle of Chateau le Pin Pomerol 2001,
which is £4500 on our menu, last night -
hope you enjoyed your evening! To the
member of staff who accidentally gave it
away, chin up! One-off mistakes happen
_ , _ and we love you anyway *2
TR T ARy 18, 018 o

Hawksmoor Manchester said on Twitter it hoped the customers had enjoyed their
evening after being given the pricey 2001 bottle of Chateau le Pin Pomerol

>

Wine drinkers toast cellar confusion after £4,500 bottle mix-up

The diners ordered a £260 Bordeaux but received the bottle "of the same vintage"
which was 17 times the price

A "mortified" staff member who made the error has been urged to keep their "chin
up" as "one-off mistakes happen”

It was only afterwards that the restaurant's manager realised the mistake, a
spokesman said
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Leadershi P Behaviour (observational tool)

Dansk Selskab for
PatientS!'kkerhed PS!




The Leaders Toolkit for building Psychological safety

Set the Invite Respond
stage Participation § Productively

Psychological Safety
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The Leaders Toolkit for building Psychological safety

1. Setting the stage 2. Inviting Participation 3. Responding Productively

Frame the Work Demonstrate Situational Humility  Express Appreciation
e Set expectations about  Acknowledge gaps e Listen
failure, uncertainty, and  Acknowledge and thank

interdependence to clarify
the need for ‘voice’

Emphasize Purpose Practice Inquiry Destigmatize Failure
e |dentify what’s a stake, why ¢ Ask good questions e Look forward
it matters, and for whom  Model intense listening « Offer help

* Discuss, consider, and
brainstorm next steps

Set up Structures and Processes  Sanction Clear Violations!
e Create forums for input
* Provide guidelines for

discussion

: : . Confidence that ‘voice’ is Orientation towards continuous
Accomplishes | Shared expectations & meaning . :
welcome learning & improvement



Framing the Role of the Leader

Default Frames

(ways of thinking) Reframe

Has answer Sets direction
Gives orders / instructions Invites input to clarify & improve

The Boss

Creates conditions for continued

Assesses others’ performance : :
learning to achieve excellence

Subordinates who must do what Contributors with crucial
they’re told knowledge & insight

Dansk Selskab for PS'
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What can do to improve the organisational factors that shape your team
psychological safety, team learning, and team performance?

Team
psychological Team learning
safety

Team
performance

Organisational

factors
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Examples of work?
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KOPA — Organisational development program

Region Kompetencecenter
Hovedstaden  for Patientoplevelser

Aim

'YDELSER 'UNDERS@GELSER INSPIRATION OG METODE MEDARBEJDERE

A

Sperg brugerne!

- _— [

Vi yder konsulentbistand il regioner, kommuner, hospitaler og afdelinger,
der ensker mere patient- og brugercentrerede behandiingsforiab.

» L/AESMERE =l

Evaluering og kvalitetsudvikiing i
sundhedssekloren

Spergeskemaundersagelser

Interviewundersagelser og andre
kvalitative undersagelser

Undenvisning og metodeudvikiing

9/10-2019

Behov for at styrke
tolkebistanden i Region
Hovedstaden

Antallet af tolkninger i 2018 i Region

LAS MERE PA VORES LUP-SITE

12/8-2019

for

27/6-2019 RAPPORT

senkomplikationer: Skaber
de vardi for personer med
diabetes?

Hovedstaden var pa 74.672 pa 89 sprog déen om at samle undersagelser for
senkomplikationer samme sted, samme ~ samarbejdsaftale om sva

med

> LESMERE

dag vil
» LS MERE

til sarbare gravide

15/3-2019 RAPPORT

Patienters oplevelser i

mangler samar
pa tvaers

Almen praksis, region og kommune
mangler en formaliseret

» LS MERE

Region } 2018

Sporgeskemaundersogelse blandt
50.368 patienter i Region Hovedstaden

> L/ES MERE

Viden, metode og inspiration

| slutningen af 2024 vil vi vaere de bedste i Europa til at styrke
brugernes og pargrendes ressourcer i social- og sundhedsvaesenet.

MOTIVERENDE
ARBEJDSFALLESSKAB

Leder og medarbejdere
i KOPA motiverer,
skaber sammenhang
og fastholder fokus pa
malet.

KOMPETENCER

Medarbejdernes
kompetencer udvikles
for at sikre hgj
faglighed i KOPA.

ORGANISERING

KOPA organiserer sig
for at skabe optimale
rammer for hgj faglig
kvalitet og staerk
holdand for at na
malet.

FORNYET FOKUS

KOPA er mere
proaktive i udviklingen
af et personcentreret

social- og
sundhedsvasen.

GUIDE TIL ORGANISATORISK
BRUGERINDDRAGELSE
Patientinddragelsesguiden.dk er en ny
hjemmeside, der samler metoder til og
viden om organisatorisk
brugerinddragelse

IDEKATALOG OM FORBEDRING AF
PARGRENDEINDDRAGELSE PATIENTOPLEVET KVALITET -
Kompetencecenter fo Patientoplevelser () TRIN FOR TRIN o
h?r udarbejdet et idékatalog om Trin for trin guide. Sddan kan du bruge
parerendeinddragelse LUP i kvalitetsarbejdet

SPORG BRUGERNE

"Sparg brugeme" er en metodevejledning
il personale i sundnedsvaesenet, der
ansker at gennemfore en
brugerundersagelse.

SKYGGEMETODEN DIREKTE PATIENTFEEDBACK

En guide til at faige og observere Kompetencecenter for Patientoplevelser

patienter og fa indblik i forizbet set fra ° tilbyder hjzelp til hospitaler og afdelinger, °
patientens perspektiv. Publikationen der onsker direkte feedback fra patienter.

indenolder konkrete vaerkiajer til at

Psychological Safety

Dansk Selskab for
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KOPA — Organisational development program

Aim

| slutningen af 2024 vil vi veere de bedste i Europa til at styrke
Brief Assessment brugernes og pargrendes ressourcer i social- og sundhedsvaesenet.

Team Psychological Safety

{Edmendsen AC, 1999. Psychelogical safety and learning
behavior in work teams. Adm. Sei. Q. 44(2):350-83.) ARBN;J?:;I-SI:;RLE:S[;E(AB KOMPETENCER ORGANISERING FORNYET FOKUS
KOPA organiserer sig
Leder og medarbejdere mMedarhe]dem for at skabe optimale I:SPA.er dm.irl.e
1. If you make a mistake on this team, it is often held against you. i KOPA motiverer, mpetencer u - rammer for hgj faglig e ladi ol a4
Kab B for at sikre hgj 5 af et personcentreret
Stonglydisagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Stonglyagree skaber sammenhaeng faglighed i KOPA kvalitet og staerk social- og
og fastholder fokus pa - holdand for at nd .
........................................................................................................................... malet. malet sundhedsvaesen.

2. Members of this team are able to bring up problems and tough issues.

Stronglydisagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Sto

3. People on this team sometimes reject others for being di
Strongly disagree 1 -
4. It is safe to take a risk on this teal y g y

- 6 - 7 Strongly agree

100% ¢ Shewhart Control Chart (P Chart)
- 6 - 7 Strongly agree
90% ¢
No one on this team would deliberately act in a way that undermines my efforts. 80% f M /
op, £ .
Stonglydisagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Stonglyagree § 70% Ll;r;]plemenhng 2 . g
........................................................................................................................... 9 60% anges \//
7. Working with members of this team, my unique skills and talents are valued and utilized. 3 50%
Stronglydisagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Stonglyagree % 40% Maintence Period (sustainability)
o
........................................................................................................................... é
o,
0% Testing and
o adapting changes
ltems 1, 3, and 5 are reverse scored, 8 - score. 20% ping 9
Over 40 is considered very good. 10% £ Baseline Data - Team Formed
w7
1 2 3 4 6 6 7 8 9 10 11 12 1,?_14 15_1& 17 18 19 20 21 22 23 24 25 26 27 28
ime Perio
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Herlev Hospital — Akutmodtagelsen

o Nyheder WV Radio Annoncer  Abonnemen

SENESTENYT INDLAND  UDLAND
—

INDLAND

Teenagedrenge dede af
meningitis efter flere ars
advarsler om fejl i
meningitisbehandling

Danske Regioner mener, at sundhedsvaesnet skal lzere af sine fejl,
men at fejl ikke kan undgas helt.

\__/
=pp= Psychological Safety in Healt
Skyld, straf, tillid - og sycnaiogical satety in Rieaixheare

Hans og Matthias

To feedre, der har mistet deres sgnner til meningitis, leverer en uhyre preecis faglig analyse
med nogle &benlyst rigtige l@sningsforslag.

Published on April 1

£ Edit article I View stats

f Simon Tulloch

>~ Chefkonsu

® patie

Da 16-4rige Mathias Baadsgaard-Lund far det drligt og biiver indlagt pa hospitalet

ijanuar 2016, afviser flere laager, at han har smitsom meningitis. FA timer efter dor

3 articles

teenageren af sygdommen.

- e B e T

Et4r efter dor den 17-4rige gymnasieelev Hans Petersen ogs4 af smitsom

Nicolai Déllner | 20/04,

[

meningitis. Selvom han har symptomer pa den livsfarlige sygdom, der ogsé bliver
kaldt meningokoksygdom, beder akuttelefonen 1813 gymnasieelevens forzeldre

om selv at kore sonnen til hospitalet. Deldette: | W Twitter | [ Facebook

- Faellestraekket ef jo, at der gér for lang tid, for man mistaenker
meningokoksygdom. Og der gar for lang tid, for man ivaerksaetter

antibiotikabehandling, siger speciallzege og lektor i infektionssygdomme ved 5 5 i F
o NG, SQerTpace9n %9 . Y9 v To steerke og kloge feedre har pa det seneste optradt i Dagens Medicin

med budskaber, der bar vakke til eftertanke og handling i
sundhedssektoren. Feedrene har mistet deres sgnner til meningitis i
nogle forlgb, der har veeret genstand for stor opmaerksomhed og
ballade - og desvzerre med en uforlgst udgang. Sennerne er vaek, og
efterfalgende skeendes ‘systemet’ med sig selv om ansvar, straf og
Herlev Hospital har | Mathias Baadsgaard-Lunds sag faet kritik af Styrelsen for leering.

Patientsikkerhed for forst ikke at mistanke meningitis som diagnose og for ikke at

Aarhus Universitetshospital, Carsten Schade, om de to sager.
Sundhedsvzesnet fejlede

1 bide Mathias Baadsgaard-Lunds og Hans Petersens forlob har
sundhedsmyndighederne begaet fejl.
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PatientS!'kkerhed PS!



Herlev Hospital — Akutmodtagelsen

< Tweet

Observationsvaerktgj til vurdering af psykologisk tryghed i tea

L‘-:_] Peter Dieckmann W
@pdieckmann

sessment

Nedenfor er en enkel ramme i i o af isk tryghed i teams.

Formalet med rammen, er at gge palideligheden af observationer ved at lede observataren hen imod ti (10) f

som g sty 4 vare et med g . Discussing Psychological Safety with @simontulloch in Team Psychological Safety

y § : ) (Edmondson AC, 1999. Psychological safety and lsaming
Under observationen af teaminteraktioner styres observatdrer mod disse faktorer og bedes give en kvantitati behavior in work teams, A, o1, O, 442):350-63)

(17 o8 oot e frrs, oo e e e emergency departments. Influences and outcomes to

NB: Ikke alle faktorer skal have en vurdering / fii tekst. Malet er ikke at give en "samlet score”.

P& bagsiden er angivet detaljerede definitioner af hver faktor og vejledning om ratings. Varktajet skal bruges n Ot I et fea r i n te rfe re Wi t h p at i e nt t reat m e n t. #C a m e S 1 make a mistake on this team, it is often held against you.

vurdere en diskret og specifik oplevelse / interaktion / mgde.
Stronglydisagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Strongly agree

Yderligere plads er tilgangeligt nederst i tabellen for at inkludere kontekstuelle oplysninger, f.eks. placering, i

rrison @patientsikker

Rating - Rating
(1-7) Fri tekst -7

)ers of this team are able to bring up problems and tough issues.
Faktor

Strongly disagree 1 - 2 - 3 - 4 - 5 - 6 - 7

Team Seger

lederadfard Feedback & on this team sometimes reject others for being different.

Strongly disagree 1 - 2 - 3

. Uformel

Eruppedynamik ife to take a risk on this team.

\4\" n "\"{ .

.th”., 6 - 7 Strongly agree

- 3 - 4 - 5 - 6 - 7 Stonglyagree

m would deliberately act in a way that undermines my efforts.

!ung\yd\sagree 1 -2 -3 - 4 -5 - 6 - 7 Stonglyagree

organisatorisk
struktur

2g with members of this team, my unique skills and talents are valued and utilized.

Stronglydisagree 1 - 2 - 3 - 4 - 5 - 6 - 7 Strongly agree

Kontekstuelle oplysninger Kontekstuelle oplysninger

3, and 5 are reverse scored, 8 - score.
is considered very good.

.18 For more info: st@patientsikkerhed.dk / Peter.Dieckmi
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What questions do you have?
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Thank you

aaaaaaaaaaaaaaa
PatientS!'kkerhed



