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Simulations for Creating and Maintaining the Safety Context

Created by:

The Individual and Team Performance Lab
Department of Psychology

University of Calgary

Contact: Thomas O’Neill, PhD, toneill@ucalgary.ca
PACE: Strategies for Establishing the Safety Context
	1. Create a mutual Purpose

	Create a mutual purpose. Try and create a higher or longer-term purpose
	We want to have a healthy working relationship…
We want to perform at the highest level possible…
We want to ensure our customers get the best…

	2. Apologize when appropriate 

	Statement that sincerely expresses your sorrow for your role in causing/not preventing pain for others

Never use the term “but” here! 
	I’m genuinely sorry you’re feeling [X], I honestly never meant to hurt anyone’s feelings.

I want to apologize for my role in creating this situation and any harm I may have caused.

	3. Contrast to fix misunderstanding 

	Use a statement that contrasts what you perceive they are feeling with what you truly mean. 
	 The last thing I wanted was to make you feel under-valued [don’t part]. I think you are an extremely valuable member of this team [do part].” 

	4. Empathetic listening

	Seeking to understand, to truly understand…
Use open body language, do not think about your next comment
Use AMP to show empathetic listening
	Ask open-ended questions:  
I want to hear your opinion/thoughts/perspective... 
What have you observed that led to this issue? 
Tell me more about…; How is this affecting you? 
Mirror Content and Emotion to confirm
So, you’re feeling…
So, you are thinking that…
So, you were doing/focused on/helping…
Paraphrase the Story
Let’s see if I have this right, you’re concerned/upset/suspicious because…

	Remember your Non-Verbals!

Lean in, eye contact, nodding, “uh-huh” and “mm-hmm”, smiling when appropriate, open arms, friendly voice tone, volume, and intensity, friendly facial expression, directly facing the person, etc.


SCENARIO 1:

 PEER-TO-PEER CONTEXT

The TIPTOP Research Company recently moved to an “open-space” work environment. Instead of having assigned offices, every employee now works in an unassigned cubicle that is selected on a first-come, first-served basis. There are fewer cubicles than there are employees due to recent space study findings. Although this works on most days, lately it has been very crowded in the office. 

PERSPECTIVE A – Researcher Sam

Researcher Sam always arrives very early in the morning and chooses a prime cubicle right away. After spending the whole day working quietly on a grant proposal, Sam steps away to take a call in a breakout room. Thinking the call will be quick, Sam stays set up in the cubicle. Unfortunately, the call runs late and ends up taking close to an hour. 

Sam returns to the cubicle to see Taylor set up and all of Sam’s things pushed aside. It is clear to Sam that Taylor was very disrespectful to the workspace and to Sam’s work materials. This isn’t the first time these two have butted heads over cubicle space.

“Excuse me, Taylor…,” starts Sam.

PERSPECTIVE B – Researcher Taylor

Researcher Taylor likes to work the late shift at the office –  starting late and staying late. Running a little behind today, Taylor is stressed finding an open cubicle. A client just asked to see a big report ASAP and the only vacant cubicle has someone’s work all spread out. Not seeing the person around for over 15 minutes, Taylor moves things aside and rushes to send the report.

You look up just in time to hear Sam: “Excuse me, Taylor…”

Sam can sometimes be hard to handle in the new cubicle space. Just because Sam had the cubicle first does not mean it is OK to stay set up for long periods of time. It is this kind of behaviour that makes it difficult to use the open-office workspace without frustration and inefficiencies. Your late shift works best for you and you even have supervisor approval for your untraditional hours. Right now, you need to finish this report and then you can move.

PERSPECTIVE B – RESEARCHER TAYLOR SCRIPT

The conversation begins with Sam saying to you “Excuse me, Taylor.”

You continue the exchange by using an annoyed tone.
	Discussion Points
	Example Phrases

	SILENCE, Withdrawing

You don’t want to talk about the issue anymore and you look to exit the discussion.
	“Clearly you don’t care that I needed a workspace to finish up so it’s fine, I just won’t complete the client’s report and will lose my job.”

“I need to get back to my report, go away.”

	SILENCE, Masking

Selectively sharing your opinion
	“I guess it isn’t a big deal you didn’t pack up this time, but I know lots of others are frustrated that you always take the good cubicle and refuse to move.”

“If you want me to be late on this report by wasting time packing up now then I will. I am just worried it will look bad that you caused such a large disruption on the project.”

	SILENCE, Avoiding
Steering away from the issue
	“So, how is your grant proposal coming? I know Jamie is excited to read it.”

	VIOLENCE, Controlling

You try to make blanket accusations or claims without the facts
	“You know a free cubicle is hard to find at this hour and with the urgent deadline, clearing your stuff was my only choice.”

	VIOLENCE, Attacking

Moving beyond winning the argument to make someone suffer

	“If you expect me to move from this cubicle… 

· …it will be clear you don’t care about me as a co-worker.”

· …I will go above your head and talk to the supervisor about your break in protocol.”

· …don’t even think about asking me to move before I complete this report.

	VIOLENCE, Labeling

You try be dismissive by labeling others since you can’t argue the case on its merits.
	“It makes sense you didn’t pack up this one time, but think about the madness if everyone decided to do things that way. Your way is totally crazy!”

“This type of open space office only works when we think about other people’s needs and our own. Clearly you didn’t think of others when you took that call. People like you are the problem.”


OBSERVER CHECKLIST

Use this checklist to make any notes or observations that you would like to feed back to the participant

	Strategy
	Feedback

	1. Create a mutual Purpose
	

	Create a mutual purpose. Try and create a higher or longer-term purpose.
	

	2. Apologize when appropriate 
	

	Statement that sincerely expresses your sorrow for your role in causing/not preventing pain for others.

Never use the term “but” here! 
	

	3. Contrast to fix misunderstanding 
	

	Use a statement that contrasts what you perceive they are feeling with what you truly mean. 
	

	4. Empathetic Listening
	

	Seeking to understand, to truly understand…
AMP: 

Ask open-ended questions:  
Mirror Content and Emotion to confirm
Paraphrase the Story
	

	5. Non-Verbal Check
	

	Lean in, eye contact, nodding, “uh-huh” and “mm-hmm”, smiling when appropriate, open arms, friendly voice tone, volume, and intensity, friendly facial expression, directly facing the person, etc.
	


SCENARIO 2:

 PEER-TO-LEADER CONTEXT

Due to a string of recent security breaches that led to classified information being released to a competitor, Speedy References Inc. has stepped up its security. They implemented a series of new strict and rigorous procedures to help prevent future leaks and attacks. Failure to comply may mean losing access to workspaces or potentially dismissal. Everyone in the company agrees these are unnecessary and completely overkill.

Perspective A – Direct Report Bailey
Bailey is on Alex’s team and has been busy getting everything ready for a project launch. Bailey agrees the security protocols are ridiculous and thinks everyone has prioritized the project over the new security measures nonsense. That is until Bailey is the only one denied access to the office on the day before the new project launch. 

Once again, Bailey put the team’s goals first and has gotten in trouble. Alex was supposed to be tracking the team’s progress on the security measures and should have sent reminders. All the long hours put towards the deliverables will be forgotten or lost if this security mess doesn’t get straightened out. Everyone else thought the security measures were silly. 

Locked out of the office with no access to their computer, and seated in the small security station with two angry looking officers, Bailey is fuming by the time Alex arrives to talk things through.

“Bailey, we need to talk…,” Alex begins.

Perspective B – Team Leader Alex
Alex has been busy managing their team’s busiest time of the year and reminding them to submit their appropriate forms. Alex’s team is known for being high performing and very independent. When the security deadline passes, Alex feels relieved the hounding is over and they can all focus on work.

While Bailey is an excellent individual contributor, following procedures has never been their strength. A true workhorse, Bailey goes so deep into projects that smaller details, like the security updates, tend to get lost. You sent a reminder a week before the due date and believe Bailey should have managed it better. Everyone else got it done. You have negotiated that Bailey can regain access within 24 hours, but this does mean missing the official project launch. It is better than the original management offer – termination.  

“Bailey, we need to talk…,” Alex begins.

PERSPECTIVE A – BAILEY SCRIPT

The conversation begins with Alex saying “Bailey, we need to talk...”

Bailey continues the exchange by using a frustrated tone.
	Discussion Points
	Example Phrases

	SILENCE, Withdrawing

You don’t want to talk about the issue anymore and you look to exit the discussion.
	“Just let me go home and return in 24 hours. You can fill me in on the project launch then. I don’t even want to talk about this.”

“Who knew the CEO would actually follow through on her threats. Let’s get me out of here and share a laugh and beer over this later. I need to wash the station smell off me.”

	SILENCE, Masking

Selectively sharing your opinion
	“I always thought your priority was the deliverable. I acted in a way I thought you wanted. You know that management would always choose performance over security.”

	SILENCE, Avoiding
Steering away from the issue
	“Let’s just forget this even happened. How is your marathon training going?”

	VIOLENCE, Controlling

You try to make blanket accusations or claims without the facts
	“I cannot believe you let them do this to me. This is all your fault.”

“I know security doesn’t matter to you, so why should it matter to me.”

“Alex, these two station officers agree with me, those forms were all hoopla anyway.”

	VIOLENCE, Attacking

Moving beyond winning the argument to make someone suffer.

	“I know the most important technical parts of the new project – you wouldn’t dare launch without me!”

“If I wasn’t so focused on the project the team could never meet our deadlines. I dare you to try to make this a problem for me.”

	VIOLENCE, Labeling

You try be dismissive by labeling others since you can’t argue the case on its merits.
	“This whole security issue is just going to blow up in our faces…it’s a train wreck!”




OBSERVER CHECKLIST

Use this checklist to make any notes or observations that you would like to feed back to the participant

	Strategy
	Feedback

	1. Create a mutual Purpose
	

	Create a mutual purpose. Try and create a higher or longer-term purpose.
	

	2. Apologize when appropriate 
	

	Statement that sincerely expresses your sorrow for your role in causing/not preventing pain for others.

Never use the term “but” here! 
	

	3. Contrast to fix misunderstanding 
	

	Use a statement that contrasts what you perceive they are feeling with what you truly mean. 
	

	4. Empathetic Listening
	

	Seeking to understand, to truly understand…
AMP: 

Ask open-ended questions:  
Mirror Content and Emotion to confirm
Paraphrase the Story
	

	5. Non-Verbal Check
	

	Lean in, eye contact, nodding, “uh-huh” and “mm-hmm”, smiling when appropriate, open arms, friendly voice tone, volume, and intensity, friendly facial expression, directly facing the person, etc.
	


SCENARIO 3:

PERSPECIVE A: FRIEND AND DIRECT REPORT CONTEXT

A friend of yours informed you about a job opening in their department. At the interview, you made a positive impression and are offered the position. On the first day, you find out that you are one of fifteen individuals assigned to the “Organizational Change” committee, an initiative to revamp current processes and procedures throughout the organization. If performance is not acceptable during your probation period, you are sure you will be let go, so you want to impress them. 

You found out that it is your friend who initially told you about the job who is leading the committee and team project assignments. You asked your friend to be assigned to the “Safety” project, which is your area of expertise. However, there is another individual that has experience with “Safety” initiatives that the leader thinks would be better suited for the job, Helen, considering her tenure within the company. 

Your friend, the team leader, has asked to have a meeting with you to sit down and discuss the issue.

PERSPECTIVE A – FRIEND AND DIRECT REPORT

You were excited about being assigned to the same team with your friend, especially because they have the power to give you the best projects that could get you noticed in the department and secure your job. You are upset to find out that he/she is considering someone else (Helen) for the “Safety” project when you specifically asked your friend to assign it to you. You feel as though you would do a good job if given the chance. You also feel like your friend does not trust your expertise and places no value in your friendship. You are annoyed that your friend wants to drag it out more in a conversation. 

You should draw from the 6 examples (in order that seems most natural) of dysfunctional conflict strategies first, in a perturbed, disgruntled, and annoyed tone. Then, perhaps, you can be persuaded to work toward resolution.

SCENARIO 3:

PERSPECTIVE B: FRIEND AND INFORMAL LEADER CONTEXT

You have recently been put in charge of leading an “Organizational Change,” an initiative to revamp current processes and procedures throughout the department. As part of the initiative, your department wanted to hire extra help and advertised for the position. You informed a friend about a job opening because you thought they would be a good fit for the position. Your friend impressed the interviewers, was offered the position, and accepted. 

Your friend is one of fifteen individuals assigned to the “Organizational Change” committee that you are leading. This leadership role is a big opportunity for you to prove yourself to upper management, and you want to make sure that you assign the best people to the various projects. Your friend asked to be assigned to the “Safety” project, but you feel another team member, Helen, would be better suited for the position because of her tenure and experience in the company. You didn’t mean to offend your friend but could tell they were annoyed that you weren’t considering them for the role. 

You ask your friend to have a meeting with you to discuss the issue.

PERSPECTIVE B – FRIEND AND INFORMAL LEADER

You were happy to have a familiar face on your “Organizational Change” team. When you were put in charge of assigning the projects, your teammate told you that they desperately wanted to be assigned the “Safety” project because it could get them noticed by management. This put you in a tough position because you wanted to help but there is another team member, Helen, with a lot of experience in “Safety” initiatives who has been with the company much longer. If you don’t assign the best person to the project, it will reflect poorly on you as a potential leader for career advancement. 

As the informal team leader, you decide to have a meeting to sit down and discuss the issue with your old friend.

Using the strategies you’ve learned to create a context of safety, go through the steps to find is the best way for everyone to be happy with your project assignments.

Your goal is to establish the safety context and possibly even identify a solution.

PERSPECTIVE A – FRIEND AND DIRECT REPORT SCRIPT

Begin the conversation by asking in an annoyed tone
 “So what do you want to talk about?”
	Discussion Points
	Example Phrases

	SILENCE, Withdrawing

You don’t want to talk about the issue anymore and you look to exit the discussion.
	“Clearly you don’t care about what I want, even when you know it could help my career so I’m over it. I’m leaving.”
“Sorry, I’m not going to have this discussion again. Our relationship can’t handle it”

	SILENCE, Masking

Selectively sharing your opinion
	“I mean, if you don’t need me then I guess that’s fine, I just worry that it might look bad if you don’t include someone with my motivation to work on safety.”

	SILENCE, Avoiding
Steering away from the issue
	“So how are your other projects going…anything interesting on the horizon?”

“I’m sure you’ll see my perspective soon, so what else is new?”

	VIOLENCE, Controlling

You try to make blanket accusations or claims without the facts
	“Only I can bring a fresh perspective to the project.”

“You haven’t even thought about this for a minute, have you? If you did, you would know how badly you need me to succeed”

	VIOLENCE, Attacking

Moving beyond winning the argument to making someone suffer

	“If you don’t put me on that project… 

· …I know you’ll regret it!”

· …our friendship is over!”

· …it will be clear you don’t care about me as a friend.”

· …you might as well be getting me fired.”

· …I will go above your head to get on the project, which will make you look bad.”

“I dare you to leave me off this project…go ahead, let’s see what happens”

	VIOLENCE, Labeling

You try be dismissive by labeling others since you can’t argue the case on its merits.
	“I guess you’re just looking out for number one so why should I expect anything different?”

“Helen is stuck in her ways after being an ‘old timer’ here – so good luck creating anything new or interesting.”

“Just keep in mind that the team will be a disaster without me on it.”


OBSERVER CHECKLIST

Use this checklist to make any notes or observations that you would like to feed back to the participant

	Strategy
	Feedback

	1. Create a mutual Purpose
	

	Create a mutual purpose. Try and create a higher or longer-term purpose.
	

	2. Apologize when appropriate 
	

	Statement that sincerely expresses your sorrow for your role in causing/not preventing pain for others.

Never use the term “but” here! 
	

	3. Contrast to fix misunderstanding 
	

	Use a statement that contrasts what you perceive they are feeling with what you truly mean. 
	

	4. Empathetic Listening
	

	Seeking to understand, to truly understand…
AMP: 

Ask open-ended questions:  
Mirror Content and Emotion to confirm
Paraphrase the Story
	

	5. Non-Verbal Check
	

	Lean in, eye contact, nodding, “uh-huh” and “mm-hmm”, smiling when appropriate, open arms, friendly voice tone, volume, and intensity, friendly facial expression, directly facing the person, etc.
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