o Psychological Safety
Team members feel safe to take risks and

be vulnerable in front of each other.
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Team Effectiveness Discussion Guide
Below is a sampling of improvement indicators and guiding questions:
Psychological Safety

Signs that your team needs to improve psychological safety:
e Fear of asking for or giving constructive feedback
e Hesitance around expressing divergent ideas and asking “silly” questions
Questions to ask yourself:
e Do all team members feel comfortable brainstorming in front of each other?
e Do all team members feel they can fail openly, or will they feel shunned?

Dependability

Signs that your team needs to improve dependability:
e Team has poor visibility into project priorities or progress
e Diffusion of responsibility and no clear owners for tasks or problems
Questions to ask yourself:
e When team members say they'll get something done, do they?
e Do team members proactively communicate with each other about delays and assume
responsibility?

Structure and Clarity

Signs that your team needs to improve structure and clarity:
e Lack of clarity about who is responsible for what
e Unclear decision-making process, owners, or rationale
Questions to ask yourself:
e Do team members know what the team and project goals are and how to get there?
e Do team members feel like they have autonomy, ownership, and discrete projects?

Signs that your team needs to improve meaning:
e Work assignments based solely on ability, expertise, workload; little consideration for
individual development needs and interests
e Lack of regular recognition for achievements or milestones
Questions to ask yourself:
e Does the work give team members a sense of personal and professional fulfillment?
e Is work matched to team members based on both skills/ability and interest?

Impact

Signs that your team needs to improve impact:
e Framing work as “treading water”
e Too many goals, limiting ability to make meaningful progress
Questions to ask yourself:
e Do team members see their work as creating change for the better?
e Do team members feel their work matters for a higher-order goal?
e How are current team processes affecting well-being/burnout?
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How to foster Psychological Safety on your teams

Demonstrate engagement

Be present and focus on the conversation (e.g., close your laptop during meetings)

Ask questions with the intention of learning from your teammates

Offer input, be interactive, and show you're listening

Respond verbally to show engagement (“That makes sense. Tell us more.”)

Be aware of your body language; make sure to lean towards or face the person speaking
Make eye contact to show connection and active listening

Show understanding

Recap what's been said to confirm mutual understanding/alignment (e.g., “What | heard you say is..."); then
acknowledge areas of agreement, disagreement, and be open to questions within the group

Validate comments verbally (“I understand.” “I see what you're saying.”)

Avoid placing blame (“Why did you do this?”) and focus on solutions (“How can we work toward making sure this
goes more smoothly next time?”, “What can we do together to make a game plan for next time?”)

Think about your facial expressions- - are they unintentionally negative (a scowl or grimace)?

Nod your head to demonstrate understanding during conversations/meetings

Be inclusive in interpersonal settings

Share information about your personal work style and preferences, encourage teammates to do the same

Be available and approachable to teammates (e.g., make time for ad hoc 1:1 conversations, feedback sessions,
career coaching)

Clearly communicate the purpose of ad hoc meetings scheduled outside normal 1:1s/team meetings

Express gratitude for contributions from the team

Step in if team members talk negatively about another team member

Have open body posture (e.g., face all team members, don't turn your back to part of the group)

Build rapport (e.g., talk with your teammates about their lives outside of work)

Be inclusive in decision-making

Solicit input, opinions, and feedback from your teammates

Don't interrupt or allow interruptions (e.g., step in when someone is interrupted and ensure his/her idea is heard)
Explain the reasoning behind your decisions (live or via email, walk team through how you arrived at a decision)
Acknowledge input from others (e.g., highlight when team members were contributors to a success or decision)

Show confidence and conviction without appearing inflexible

Manage team discussions (e.g., don't allow side conversations in team meetings, make sure conflict isn't personal)
Use a voice that is clear and audible in a team setting

Support and represent the team (e.g., share team’s work with senior leadership, give credit to teammates)

Invite the team to challenge your perspective and push back

Model vulnerability; share your personal perspective on work and failures with your teammates

Encourage teammates to take risks, and demonstrate risk-taking in your own work
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