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Who is here? | Canada

• USA (45 of 50 states + DC)
• Australia
• Portugal
• New Zealand
• Spain
• England
• South Africa
• Scotland

Who is here? | International

Who is here? | 
Professions
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CARE4YOU 2025 | Opening Keynote

Can I Say Something?
How Psychological Safety Can 
Transform Our Workplaces

Françoise Mathieu, MEd, RP
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What is
psychological safety?

“A belief that one will not be 
punished or humiliated for 
speaking up with ideas, 
questions, concerns, or 
mistakes, and that the team is 
safe for interpersonal risk-
taking.”

https://amycedmondson.com/psychological-safety/ | Image Source: 
https://www.newton.university/en/newton-minds

The National Standard of Canada for 
Psychological Health and Safety in the 

Workplace (the Standard): 

13 factors of psychological health 
and safety

https://mentalhealthcommission.ca/13-factors-addressing-mental-health-in-the-workplace/

Mental Health
Commission
of Canada
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https://psychhealthandsafetyconference.com

You have psychological safety 
when there is…

• Open and honest communication

• Leadership that is transparent and 
supportive

• Space for feedback and debriefing

• A culture of trust and mutual
respect

• Attention paid to power 
imbalances

• Recognition of the need for 
trauma-informed practices

Results from our 
pre-conference 

survey

The current 
state of things
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In the US, Gen Z have 
surpassed Baby Boomers in the 
workforce
By the end of 2025, ~30% will be Gen Z

In Canada:
• Millennials will still be the largest group in the 

workforce (~33% of the working-age 
population).

• Gen Z will continue to grow and will make up a
bigger part of the workforce (over 17% in 2021 
and growing).

(DeMaria et al., 2024; Statistics Canada, 2024)
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https://www.cbc.ca/news/politics/canada-population-growth-stalls-1.7564569

“We have to shift with the world as it’s changing 
to keep up, so we’re fit for future leaders 

instead of trying to lead how we effectively led a 
few years ago, because it doesn’t work 

anymore.“

– Jackie Insinger, 2024

Podcast interview with Jackie Insinger, 2024: https://mediumgiant.co/giant-stories/jackie-insinger/#transcript

transcript edited for clarity

The Five Rs

For shifting into the “Next Normal”, “Post-pandemic world”, “Onward”,
(and other future-oriented terms)

REST
RECALIBRATE

REPAIR

REBUILD

RE-ASSESS
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- Jackie Insinger, 2024

"I think one of the biggest things I saw when COVID 
happened, and everybody had to go virtual, was a 
lot of leaders were so lost on how do you connect? 
And there’s something I call culture theatre. Where 

there’s this, like, cover-up. 

- Jackie Insinger, 2024

Transcript edited for clarity
Podcast interview with Jackie Insinger, 2024: https://mediumgiant.co/giant-stories/jackie-insinger/#transcript

“When we were in person, we had kombucha on tap 
and taco Tuesdays and foosball tables, and people 
think it’s a good culture because that’s what they’re 

promoting.

[But] when that stuff was ripped away, they realized 
that the real depth of culture was not there.”

- Jackie Insinger, 2024

Transcript edited for clarity
Podcast interview with Jackie Insinger, 2024: https://mediumgiant.co/giant-stories/jackie-insinger/#transcript
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PERSONAL 
CIRCUMSTANCES

WORK-RELATED
GRIEF & LOSS

SOCIO-CULTURAL
CONTEXT

DIRECT 
EXPOSURE

INDIRECT 
EXPOSURE

SYSTEM 
CHALLENGES

WORKING 
CONDITIONS

This tool was developed by F. Mathieu, TEND, L. A. Ross, UCLA, and the Secondary Traumatic Stress Consortium, a group of researchers, trainers, practitioners, and advocates with a common 
goal to advance the field of secondary traumatic stress towards health. Special thanks to R. Cuellar, A. Hendricks, M. Clarke, and G. Sprang of the National Childhood Traumatic Stress 
Network (NCSTN) for contributing the Socio-Cultural Context circle.

Increased Polarization
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Socio-Cultural Context

• Current crisis or cultural shift.

• Being asked to do things outside 
of your scope of work due to your 
culture, race, ethnicity, language, 
or identity.

• Lack of representation.

SOCIO-CULTURAL
CONTEXT

What is a
high-stress, trauma-exposed workplace?
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Job Stress

Traumatic Workplace Stress

AMPLIFIED 
STRESS

Systemic Workplace Stress

Burnout Harassment Direct TraumaIndirect Trauma

The Complex Stress Model
© Dr. Patricia Fisher, Ph.D.

https://continuingcaresafety.ca/psychological-health-and-safety/
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13 Factors of Psychological Health and Safety 
+ 2 Factors Relevant to 
the Healthcare Sector

Support for 
Psychological 

Self-Care

Protection from 
Moral Distress

https://continuingcaresafety.ca/psychological-health-and-safety/

Common Barriers in 
Helping Roles

 Fear of judgment or “rocking
the boat”

 Power imbalances

 Stigma (impacts of trauma 
exposure can lead to silence
and withdrawal)

It's 2 AM in the ER. A nurse notices something 
that doesn't seem right about a doctor's order 

but hesitates to speak up
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A social worker has concerns about a family 
case but fears questioning their supervisor's 

assessment

A patrol officer hesitates to ask for support 
after a hard call, for fear of ridicule

An educational assistant realizes an IEP isn't 
working for a student but worries about 

challenging the team's decisions
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A junior associate notices a mistake in a legal 
brief but doesn't feel safe raising it to the 

senior partner

What happens next in each scenario could prevent 
harm - or allow it to continue.

The difference?
Psychological safety.

• Decreased errors

• Enhanced creativity

• Diversity of voices and 
ideas

• Increased retention

Benefits of a 
psychologically safe 
work environment

Edmondson, A. (2018). The fearless organization: Creating psychological 
safety in the workplace for learning, innovation, and growth. Wiley.
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What are the costs of not having a 
psychologically safe workplace?

When you have it:

• Mistakes are opportunities to learn.

• I can take risks and fail.

• I can speak my mind.

• I can share my struggles.

• I trust my teammates and supervisors.

Grant, A. (2021). Think again: The power of knowing what you don’t know. Viking.

You have psychological safety 
when people can…

• Engage in generous 
interpretations
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Generous Interpretations

 Interpreting actions or 
words in a kind and 
understanding way.

 Assume positive 
intent and give others
the benefit of the 
doubt.

Curiosity

49

50

51

https://www.tendacademy.ca/care4you/

© Françoise Mathieu 2025 | TEND 2025



18

“Can you tell me more?”

“What’s working 
well?”

“What’s not 
working?”

 Leaders who invite questions improve decision-
making and trust (HBR, 2018).

“What’s 
missing?”

What is
psychological safety in a

high-stress, trauma-exposed workplace during
times of uncertainty and disruption?
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“There’s always going to be another mountain.”

https://www.youtube.com/watch?v=NG2zyeVRcbs

Time for a bit of military/MBA/business 
jargon.

Image: Jono Hey, Sketchplanations

55

56

57

https://www.tendacademy.ca/care4you/

© Françoise Mathieu 2025 | TEND 2025



20

"As creatures inherently inclined towards routine 
and familiarity, we grapple with the discomfort of 

uncertainties and the disruptions they bring. 

Our cognitive wiring predisposes us to seek out 
patterns and structured environments.“

– Stefan F. Dieffenbacher, 2023

Dieffenbacher, S. F. (2023, September). BANI world: What is it and why we need it? Digital Leadership. https://digitalleadership.com/blog/bani-
world/ | Image source: https://digitalleadership.com/the-founder/

Your Prefrontal Cortex
(and everyone else's)

https://www.neuroscientificallychallenged.com/blog/2014/5/16/know-your-brain-prefrontal-cortex
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• Reflexive behaviors
• Planning, decision-making, 

problem-solving, self-control
• Controls our ability to 

experience empathy for 
others

https://www.neuroscientificallychallenged.com/blog/2014/5/16/know-your-brain-prefrontal-cortex

"Under extreme uncertainty, people tend to develop 

threat rigidity and a degraded ability to 
interact and make decisions.

They also catastrophize, filling a communications
void with negative chatter, distorted interpretations, dire 

predictions, and fatalistic scenarios. […]”

Timothy R. Clark, HBR, 2024

Image: Jono Hey, Sketchplanations

Sudden changes or 
spikes in demand can 

be destabilizing

 Rapid caseload 
increases after a 
crisis

 Community 
emergencies (e.g., 
wildfires
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Image: Jono Hey, Sketchplanations

Lack of predictability due to 
shifting policies and 

unknown future. Basic 
cause & effect is known, 
but not the outcome or 

timeline.

 Funding cuts

 Rapid policy 
changes or 
community needs

Image: Jono Hey, Sketchplanations

Many parts and variables 
interact. We have some 

information, but it can feel 
overwhelming to manage. 

 Multiple sectors 
involved (justice, 
health, social 
services).

 Competing priorities
and ethical 
tensions.

Image: Jono Hey, Sketchplanations

No clear cause-effect or 
roadmap.

Truly unknown situations.

 Moral distress due to
unclear expectations.

 Confusion around
responsibilities

 e.g.: Impact of AI in 
health & social 
services.
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“[…] BANI requires companies to 
rethink their risk tolerance, focus on 
the emotional needs of employees 
and strengthen their ability to solve
problems non-linearly. 

Companies that adopt the BANI 
model meet modern challenges with 
resilient structures, mindfulness, 
adaptability & transparency.”

https://www.schulmeister-consulting.com/en/magazine/overview/detail/vuca-vs-bani-the-corporate-strategies-of-the-future?utm_source=chatgpt.com

Barbara Schreiber Dec 17, 2023

Eber, K. (2018, January). Make waffles, not spaghetti. Chief Learning Officer. https://www.chieflearningofficer.com/2018/01/25/make-waffles-not-spaghetti/

“Make waffles, not spaghetti”
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“Think of the stressed-out brain 
as a plate of spaghetti. The 
noodles are a tangled mess.
One twists around another. 

You can’t easily identify where 
one begins and another ends. 
They are jumbled, disorderly and 
difficult to shape.”

Eber, K. (2018, January). Make waffles, not spaghetti. Chief Learning Officer. https://www.chieflearningofficer.com/2018/01/25/make-waffles-not-spaghetti/

Source: Extract from INQ000204014 | https://covid19.public-inquiry.uk/wp-content/uploads/2023/07/22155048/INQ000204014.pdf

“A waffle has many squares. It is 
orderly. Each square is 
compartmentalized. 

You can focus on one square at a 
time. You know the other squares are 
there, but you don’t have to pay 
attention to them.”

Eber, K. (2018, January). Make waffles, not spaghetti. Chief Learning Officer. https://www.chieflearningofficer.com/2018/01/25/make-waffles-not-spaghetti/

 “The goal as a leader is to focus 
employees on what is known.”
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The Role of Emotional Intelligence 
and Adaptability

“To address brittleness, organizations must 

prioritize factors like emotional 
intelligence and empathy.

These qualities can help build better 
employee relations, foster a more 
supportive work environment, and 
enhance adaptability.”

Stefan F. Dieffenbacher, 2023

Misconceptions, over-simplifications, and 
misapplications of psychological safety

[…] It's important to express confidence in your 
ability to meet the future - just make sure you 

don't give unfounded assurances, which is 
simply dangerous." 

Timothy R. Clark, HBR, 2024
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Psychological safety is not:

• Avoiding accountability or lowering standards.

• Synonymous with job security or a permanent state.

• Solely about mental health or diversity initiatives.

• A shield for underperformance or a substitute for 
genuine leadership.

https://www.workplacestrategiesformentalhealth.com/resources/listening-to-understand-for-leaders

Cautions and Misapplications

Superficial Implementation

Simply stating that an organization values 
psychological safety without tangible 
actions can be detrimental.

Such declarations, especially in toxic 
environments, can be perceived as 
insincere and may exacerbate existing 
issues. 

https://www.workplacestrategiesformentalhealth.com/resources/listening-to-understand-for-leaders

Fostering Psychological Safety
Strategies for Leaders
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From Judgment to Curiosity
Replace “Why did you do that?”
with “Can you tell me more?”

https://hbr.org/2018/04/leaders-stop-avoiding-hard-decisions

From Perfection to Authenticity
• Normalize vulnerability: mistakes and tough days happen in 

helping work.

• Let go of “I have to be perfect” to protect colleagues and
clients.

• Reframing mistakes as learning moments can reduce moral
distress. 

Institute of Medicine (US) Committee on Quality of Health Care in America, Kohn, L. T., Corrigan, J. M., & Donaldson, M. S. 
(Eds.). (2000). To Err is Human: Building a Safer Health System. National Academies Press (US).

From Closing Down to 
Opening Up
• Team check-ins: naming what’s working and what’s hard.

• Modeling vulnerability: “I don’t have all the answers.”

• Encouraging small questions rather than big leaps.

• Leaders as role models: how to listen, how to invite 
questions.

• Checking for hierarchy: are newer or quieter voices being 
heard?
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Trauma Exposure & Psychological Safety

• Acknowledging how trauma exposure can erode trust
and safety.

• Teams that talk about it can reduce the impacts of 
secondary traumatic stress.

Building a Culture That Lasts

• Embedding safety into daily work: small steps over 
time.

• Celebrating the small wins - one conversation, one
safe moment at a time.

Reflection Questions 

 What are the moments when you wanted
to speak but didn’t?

 What might help you or your team create 
more space for authentic 
conversations?

 How might you gently invite others to
speak up?
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How do we transform our workplaces with 
psychological safety?

Five Strategies

Offer Generous Interpretations

Stay Curious
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Leaders, “Make Waffles, Not Spaghetti”

Eber, K. (2018, January). Make waffles, not spaghetti. Chief Learning Officer. https://www.chieflearningofficer.com/2018/01/25/make-waffles-not-spaghetti/

Learn Constructive Conflict Skills

Lead by Example, Make Mistakes
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 Normalize vulnerability: mistakes and tough days
happen in helping work.

 Let go of “I have to be perfect” to protectt
colleagues and clients

 Mistakes reframed as learning moments reduce
moral distress 

Institute of Medicine (US) Committee on Quality of Health Care in America, Kohn, L. T., Corrigan, J. M., & Donaldson, M. S. 
(Eds.). (2000). To Err is Human: Building a Safer Health System. National Academies Press (US).

Lead with compassion and kindness. 

And don’t forget to treat yourself
with the same. 
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Ripley, A. (2021). High conflict: Why we get trapped and how we get out. Simon & Schuster.

When you find yourself in high conflict 
situations, ask these three questions:

 Does it need to be said?

 Does it need to be said by me?

 Does it need to be said by me right now?

(It’s surprising how often the answer is NO.)

Why Am I Talking?

 Workplace Strategies for Mental 
Health.com | Stratégies en milieu de 
travail sur la santé mentale.com

https://www.linkedin.com/posts/maryannbaynton_home-workplace-
strategies-for-mental-health-activity-7320787119973507073-zbum/
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