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What is Safety?



The 4 Hazard Categories

Regulation & Workplace Safety

?
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Physical Safety High-Hazard Industries
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Transportation & 
Warehousing
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Water & 
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Safety is Both 
Visible & Invisible



Physical 
Hazards

Psychological 
Hazards

Visible

Invisible

The 5th Hazard Category

Ergonomic

Chemical

Physical

Biological

The 2 Domains of Safety

Psychological 
Safety
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Hazard Detection

Threat Detection

Performance Response Fear Response
Punished Vulnerability

High Psychological Safety Low Psychological Safety

Rewarded Vulnerability

The  ResponsePerformance The ResponseFear
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What is ?Psychological Safety

 Sharing something personal 

 Asking for help

 Admitting you don’t know

 Trying something new

 Making a mistake

 Giving an incorrect answer

 Receiving feedback

 Contributing to a discussion

 Clarifying expectations

 Asking for more resources

 Raising a concern 

 Expressing your emotions 
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Fear Breaks the  
Feedback L p.



The 4 Stages of 
™Psychological Safety

Can I be my authentic self? Can I grow?

Can I create value? Can I be candid about change?
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The 4 Stages of Psychological Safety™

 Inclusion 
Safety

Respect for the 
individual’s innate 
need to be included, 
accepted, and gain a 
sense of belonging.

Permission for the 
individual to interact 
and be their true and 
authentic self.

Inclusion in 
exchange for 
human status & the 
absence of harm.

 Learner 
Safety

Respect for the 
individual’s innate 
need to learn, grow, 
and develop mastery.

Permission for the 
individual to engage in 
the learning process 
and make mistakes.

Encouragement 
in exchange for 
engagement.

 Contributor 
Safety

Respect for the 
individual’s innate 
need for autonomy, 
contribution, and 
recognition.

Permission for the 
individual to work with 
appropriate autonomy 
and independence.

Autonomy with 
guidance in 
exchange for 
performance 
and results.

 Challenger 
Safety

Respect for the 
individual’s innate 
need to innovate 
and improve the 
status quo.

Permission for the 
individual to make 
challenges to the 
status quo in good 
faith.

Air cover in 
exchange for 
candor.

Stage
Definition of 

Respect
Definition of 
Permission

Social 
Exchange
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The 3 Safety Systems



The 3 Safety Systems

Breakdown System Preventive System Predictive System

Low Psychological Safety High Psychological Safety
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Proactive & Reactive Safety

Proactive Reactive 
AccidentsNo Accidents

Accident

Before the

accident

After the
accident



Passive Observation vs. Active Participation

Behavioral Comparison

Self-Diagnose and Self-Correct
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High Psychological  
Safetyx

Low Psychological  
Safety

Breakdown System Predictive System
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Breaking the Chain 
of Command



Breaking the Chain of Command

Hierarchical to Distributed Systems

Why are fear-based systems dangerous?

Old Approach: Authoritarian New Approach: Egalitarian
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High Psychological   
Safety

Low Psychological 
Safety

Hierarchical Distributed



Conclusion

16©LeaderFactor

The Logic of Safety

Hierarchical System

 (Authoritarian)

Distributed System

 (Egalitarian)

Increased SafetyDecreased Safety
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Additional Resources



"Safety, commitment and 
engagement are subjective topics, 
difficult to measure and can be the 
cause of lack of results and 
turnovers. This book challenges 
the status quo, revolutionizes 
leadership perspective and can 
transform companies and the way 
they engage with people so they 
can safely do their best."

"As a person responsible for the 
development of employees in 65 
countries, I can tell you that this 
book outlines a must-have 
culture. A safe space is table 
stakes for any organization 
looking to attract and retain 
talent and innovate from every 
chair. A powerful call to action."

"This is not just a book, it is an 
urgent invitation to the kind of 
rigorous self-examination that will 
lead to breakthroughs in every 
relationship of your life. Timothy 
Clark offers us both a case for a 
path to creating the kind of 
healthy social systems that all of 
us crave and that modern 
corporate flourishing demands."

Ana Artigas

Brazilian Neuropsychologist

Simone Ciafardini

VP Clinique Global Education

Joseph Grenny

Co-author Crucial Conversations

The 4 
Stages 
Book

Get Your Copy Today
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https://www.leaderfactor.com/4-stages-of-psychological-safety


Listen Now

Listen to the .podcast

Download The Behavioral Guide

120+

.

 ways to reward 
the vulnerabilities of 
your team members
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 Behavioral Guide
T H E  4  S T A G E S  O F  P S Y C H O L O G I C A L  S A F E T Y

https://www.leaderfactor.com/podcast
https://www.leaderfactor.com/resources/the-4-stages-behavioral-guide



