
 

  

  

 

 

 

PSYCHOLOGICAL 
SAFETY 
THE SECRET OF HIGH-

PERFORMING TEAMS 

 

Barcley Consulting 



Psychological safety – the missing key to team performance 

Recent multi-year research programs at Harvard and Google are calling 

into question everything we thought we knew about team dynamics. It 

turns out, counterintuitively, that traditionally structured teams focused 

singularly on error-free task completion are not particularly high-

performing. 

New empirical evidence suggests that the teams who are most 

successful have an important difference – they are open to admitting 

mistakes and discussing them with one another. These teams display a 

unique openness to and culture of constant learning and improvement. 

People in such teams understand they can take risks and make mistakes 

without being ridiculed or rejected. It is this psychological safety which 

gives rise to creative, innovative, ground-breaking thinking and problem-

solving; and which more than any other single factor is the determinant of 

making a team successful. 

We now understand that the idea of putting on a ‘‘work face’’ when they 

get to the office is fundamentally flawed. No one wants to leave part of 

their personality and inner life at home. But to be fully present at work to 

feel ‘‘psychologically safe,’’ we must know that we can be free enough 

sometimes to share the things that scare us without fear of recrimination. 

We must be able to talk about what is messy or sad and to have hard 

conversations with colleagues who are driving us crazy. 

 

 

 

Today’s complex problems and decisions demand diversity of perspective, 

collaboration and innovation. If your people are fearful of speaking up, 

making mistakes and taking risks, chances are your solutions and 

decisions will be sub-optimal at best. In psychologically safe 

environments, workers are less concerned with managing impressions 

and image and can spend more time focussed on work. 

Luckily, the behaviours that create psychological safety — things like 

conversational turn-taking and empathy — are part of the same unwritten 

rules we often turn to, as individuals, when we need to establish a bond. 

And those human bonds matter as much at work as anywhere else. In 

fact, they sometimes matter more. Much of the work then is around 

recognising work environments that we have allowed to be de-humanised 

or over corporatised and creating space to recognise the importance of 

the wellbeing of employees and their contribution to the team. 

 

“A team is not a group of people that work together. A team is 

a group of people that trust each other.” – Simon Sinek 
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How can Barcley help? 

Barcley consultants are committed to helping you foster a psychologically safe work environment 

and improve the outcomes of your team. We will partner with you to measure the levels of 

psychological safety in your organisation and identify and implement opportunities to rapidly lift 

team performance and business results. 

Regardless of where you are on your psychological safety journey, we are experienced in 

supporting senior executives, HR professionals and line managers to move their organisations 

along the maturity curve by building more trust in their teams. 

Stage setting 

Conversational turn taking 

Employee “voice” sessions 

Behavior commitment matrices 

Empathy training – storytelling 

Prototype, test and evaluate 

Key psychological safety development tools 

Barcley Psychological Safety – Rapid Development Program 

Our proprietary, five-week program supports organisations, departments and functional areas to 

develop an as-is baseline, set goals and plan effective initiatives to improve team culture and trust. 

Specifically, the program consists of:  

1. On-line confidential diagnostic survey and analysis 

2. Expert review of existing policies, documents and frameworks 

3. Virtual and in-office observations of general working interactions and scheduled meetings 

4. One-on-one employee consultations 

5. Workshop training on phycological safety training principles 

6. Development of Psychological Safety Roadmap with clear next steps 

Our program can fast track your culture and team development strategy by pinpointing how to 

quickly transition towards behaviours that enable psychological safety. 



 

they belong and can 

connect with others they 

are able to do their best 

work.  

• Managers focus on 

relationships within their 

team and encourage 

team members to Invest 

time in building 

connected relationships. 

What does a psychologically safe workplace feel like? 

Psychologically safe workplaces have a unique ambiance, culture and feel that allows employees to 

contribute their full potential in the workplace. Team members feel safe to take risks around their co-

workers, have conversations about difficult and sensitive topics and have each other’s back. They feel 

confident that no one on the team will embarrass or punish anyone else for admitting a mistake, asking a 

question, or offering a new idea. There is a welcoming and inclusive environment where people can bring 

their authentic selves to work. 

 

A learning mindset 

• If the team’s focus is on 
learning rather than judging, 
on encouraging rather than 
marginalising, this leads to 
enhanced psychological 
safety of the team. 

• A team with a culture of 
learning is comfortable with 
raising difficult issues, 
challenging the status quo, 
and asking questions. 

Demonstrated vulnerability 

• Managers that are 
comfortable showing 
vulnerability in front of their 
team members promote a 
unique sense of openness.  

• Leaders encourage others 
to speak about their 
challenges, their 
development areas, and the 
struggles of balancing work 
and home. 

Valued social connection 

• When individuals feel like 
they belong and can 
connect with others, they 
are able to do their best 
work.  

• Managers focus on 
relationships within their 
team and encourage team 
members to invest time in 
building connected 
relationships. 

Case Study – Queensland Department of Resources 

The Challenge 

Barcley worked with the Department of Resources to help it 

carry out a Psychological Safety Maturity Assessment, 

identify opportunities to improve team performance, and 

build a Psychological Safety Development Roadmap. 

Outcome 

Working with departmental leaders, Barcley supported the 

realization of a range of project benefits including: 

• Increasing SMART accountability to ensure clarity of 

responsibilities 

• Transparency of work within the team to build empathy & 

collaboration 

• Embedding opportunities to speak up, ideate and 

innovate  

• Conscious acknowledgement of modelled behaviours. 

Measuring Psychological Safety

Desktop 
Review

Observations

Survey

Interviews

Policies, Procedures, Guidelines

A desktop review of current organisational and team documentation as it relates to staff wellbeing / ways of working to 
identify gaps and areas requiring action  

In this Psychological Safety (PS) Maturity Assessment, the approach included 4 components, shown below. It’s important 
to understand a baseline that GSQ can build on. By measuring the degree of PS felt by team members, you can more 
intelligently utilise and adopt behaviours and practices that improve psychological safety in different ways.

Patterns of behaviour 

Observing the current team dynamics and interactions can often unearth pattens of behaviour

Online quantitative and qualitative 

Anonymous survey online (Likert Scale) assess current level of psychological safety within the team

1:1 interviews

Conversations and dialogue with individual team members can be a powerful metric to gain a deeper understanding of 
current state within the team

Survey insights

Question R1 R2 R3 R4 R5 R6 R7 R8 R9 R10 Avg.

Q1 3 3 3 4 3 3 4 2 3 3 3.1

Q2 3 3 4 4 3 3 4 4 4 3 3.5

Q3 3 2 3 3 3 3 4 2 3 2 2.8

Q4 3 3 3 3 3 3 4 2 3 3 3

Q5 3 3 3 3 3 3 4 3 3 3 3.1

Q6 3 3 3 3 3 3 4 3 4 3 3.2

Q7 3 3 3 3 3 3 3 3 4 2 3

Q8 2 3 3 3 3 3 4 3 3 2 2.9

Q9 3 3 4 3 3 3 4 3 4 3 3.3

Q10 3 3 3 4 2 2 4 3 3 2 2.9

Q11 3 4 3 4 3 3 4 4 3 3 3.4

Q12 3 3 3 3 4 2 4 3 4 3 3.2

Q13 3 3 3 4 3 3 4 3 4 3 3.3

Q14 3 4 4 3 4 3 4 4 4 4 3.7

Q15 4 3 4 3 3 3 4 3 4 3 3.4

Q16 3 4 4 4 3 2 4 4 4 3 3.5

Q17 3 4 3 4 3 3 3 2 4 3 3.2

Q18 3 3 4 3 3 4 4 2 4 4 3.4

Avg. 3.00 3.17 3.33 3.39 3.06 2.89 3.89 2.94 3.61 2.89 3.22

There was 1 responder who provided the highest average response of 3.89 out of a possible maximum of 4, and the 
lowest 2 responders average scores were 2.89.  The other 7 responders averaged close to the overall 3.22 average.

1. Strongly Disagree 2. Disagree 3. Agree 4. Strongly Agree

Psychological 
Safety

A focus on Psychological Safety will be integral to your team’s success in implementing Agile and maturing your Ways of 
Working, and that’s why we’re recommending a maturity assessment and action plan to help increase your likelihood of 
growth and success.

Speaking Up

Ability to raise 
concerns, issues and 
callout behaviours 
not aligned to 
values.

New Ideas

Suggesting ideas 
and trying new 
things.

Accountability

Being accountable and 
making decisions.

Challenge

Healthy discussion 
including questioning, 
debating, or challenging 
the status quo.

Emotional

We’ve got your 
back, no blame, 
no eye rolling.

Inclusion

Embracing all news 
and valuing all 
opinions in the 
room.

The belief that one can speak up without risk of punishment or 
humiliation — has been well established as a critical driver of high-
quality decision making, healthy group dynamics and interpersonal 
relationships, greater innovation,  and more effective execution in 
organisations.         - HBR 



 

 

 

 

 

 

 

 

 

 

 

About Barcley  

Barcley Consulting is a boutique management consulting company which is dedicated to 

providing high-value strategic advice to organisations and helping them create the change that 

matters most to them.  

• We help organizations across the private, public, and social sectors to redefine their strategies, 

to embed innovation in everything they do and to execute their transformative change agenda.  

• We do this by working hand in hand with our clients to achieve the results they desire. Whether 

it is managing an internal improvement program or negotiating a complex financial transaction 

on behalf of our clients, we offer a variety of services from leadership coaching to delivery 

partnership. 

• We are a proud Gold Coast based business focused on Southeast Queensland; we bring our 

clients extensive international experience and global best practice adapted to be practical in 

local market conditions. 

Barcley HR Consulting Team 

Mark Morris 

HR Practice Lead 

Luke Ingles 

Partner 

Sanuri De Silva 

Consultant 

Chelsea Wei 
Analyst 

Recent projects undertaken by our consultants. 

• Department of Resources – Ways of Working, Agile & Psychological Safety 

• Mercy Community – Values & Employee Value Proposition  

• NSW Department of Education – Diversity & Inclusion Strategy 

• OZ Minerals – Culture Transformation Program 

• Climate Council – Culture Roadmap 

• City of Gold Coast – Membership model review  

• City of Gold Coast – Portfolio Management & PMO Governance 



 

 

 

 

 

Contact information 

luke@barcley.com.au 

+61 (04) 1315 7186 

Suite 1102, Level 1 Southport Central Tower 1 
56 Scarborough Street, Southport, Qld 4215 


