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Jay Peak Leadership Series 2025
✓ Session I 

(January)

✓ Session II 

(February)

✓ Session III 

(April)

Session IV 

(June)

Session V 

(October)
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(TBD)

Example Future 

Sessions

Leading with 

Authenticity 

Through 

Emotional 

Intelligence

o Self-Awareness

o Self-

Management

o Social 

Awareness 

(Empathy)

o Relationship 

Management 

(Social Skills)

Fostering 

Engaged 

Employees by 

Connecting to 

Purpose

o Setting Goals & 

Expectations 

o Recognizing 

Success

o Giving 

Constructive 

Feedback

o Receiving 

Feedback

Communicating 

and Influencing 

with Impact

o Verbal 

Communication

o Active Listening

o Written 

Communication

Coaching for 

Success

o Delegating for 

Development

o Growing 

Employee 

Capability

o Enabling a 

Learning and 

Continuous 

Improvement 

Culture

Creating a 

Fearless Team

o Building trust

o Psychological 

safety

o Dependability

o Structure & 

clarity

o Meaning

o Purpose

Managing 

Productive 

Conflict

o Conflict Model 

principles.

o Separate 

people from 

problems and 

focus on 

interests

o Brainstorm 

creative 

solutions and 

use objective 

criteria

▪ Solving 

Problems to 

Root Cause

▪ Making High 

Impact 

Decisions

▪ Driving 

Change 

Through 

Personal 

Resilience
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Recap from Previous Sessions (1 of 2)

4

98% responded favorably to: “The session 
provided actionable tactics that I can 

immediately apply in my role.”

99% responded favorably to: “The session 
provided actionable tactics that I can 

immediately apply in my role.”

95% responded favorably to: “The session 
provided actionable tactics that I can 

immediately apply in my role.”



Recap from Previous Sessions (2 of 2)
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97% responded favorably to: “The session provided actionable tactics that I can immediately apply in my role.”



Creating a Fearless Team

Session #5



Today’s Session objectives
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After this leadership session, you will be able to:

❑ Define what trust and psychological safety mean in a team and organizational 
context, and explain how they drive performance, innovation, and engagement

❑ Recognize the key behaviors that build or erode trust and psychological safety in day-
to-day interactions

❑ Identify their personal trust opportunities (authenticity, logic, or empathy) using the 
Trust Triangle framework and reflect on how it shows up under pressure

❑ Apply practical strategies to foster psychological safety on their teams

❑ Commit to one or more behaviors that will strengthen trust and psychological safety 
within your team or peer group

❑ Be prepared to apply what you learn back on the job



BUILDING TRUST



What makes you trust 
a leader or manager? 

A Peer? A direct 
Report?



Why Focus on Trust?
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Compared to employees at low-trust companies, Employees at high trust companies report …



Elements of trust
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❑ Trust is built in small, consistent moments

❑ Your intent, actions, and follow-through shape how people experience you

❑ It’s not about being perfect—it’s about being present, honest, and reliable

❑ Trust is one of the most essential forms of capital you have

❑ Your job is to create the conditions for your people to fully realize their own capacity 
and power 

❑ It’s about empowering other people as a result of your presence, and about making 
sure that your impact continues into your absence



Exercise: Building and breaking Trust
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❑ Think about when someone at work (1) built or deepened your trust and (2) broke or weakened your trust. 

❑ Who was involved?

❑ What specifically happened?

❑ What was the outcome?

Trust Builders Trust Breakers

The situation:

The specific behavior(s) that built or deepened trust:

How did it make you feel?: 

What do you learn?

The situation:

The specific behavior(s) that broke or weakened trust:

How did it make you feel?:

What do you learn:



Small Group Discussion
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How do you build 
trust?



The trust triangle
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When trust is lost, 
it can almost 

always be traced 
back to a 

breakdown in one 
of these three 

drivers of trust.

Authenticity

Logic

Empathy



Exercise: Identifying Your Trust Opportunity
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Authenticity
(Do others see the real you?)

Logic
(Do others believe you have good 

judgment and expertise?)

Empathy
(Do others feel like you genuinely care 

about them?)

― I express my true thoughts and 
values—even when it’s 
uncomfortable. #

― People would say I show up the 
same way with everyone, regardless 
of level or status. #

― I am clear and honest about what I 
believe and where I stand. #

― I can explain my reasoning clearly 
and concisely when I make 
decisions. #

― People trust the quality of my 
thinking and problem-solving. #

― I stay calm and confident—even 
under pressure. #

― I make others feel heard, especially 
when they’re frustrated or uncertain. 
#

― I stay fully present in conversations, 
without distractions. #

― I ask thoughtful questions that 
show genuine interest in others’ 
perspectives. #

Score: # Score: # Score:#

Instructions: For each statement, rate yourself on a scale from 1 to 5

1 = Rarely     2 = Occasionally     3 = Sometimes     4 = Often     5 = Consistently

Total Score: #      



The trust triangle
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Authenticity

I experience the real you

Are you showing up as the real 
you?

Are you misrepresenting some 
part of yourself or your story?

Authenticity

Logic

Empathy



Exercise: Identifying Your Trust Opportunity
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Authenticity
(Do others see the real you?)

Logic
(Do others believe you have good 

judgment and expertise?)

Empathy
(Do others feel like you genuinely care 

about them?)

― I express my true thoughts and 
values—even when it’s 
uncomfortable. #

― People would say I show up the 
same way with everyone, regardless 
of level or status. #

― I am clear and honest about what I 
believe and where I stand. #

Score: # Score: # Score:#

Instructions: For each statement, rate yourself on a scale from 1 to 5

1 = Rarely     2 = Occasionally     3 = Sometimes     4 = Often     5 = Consistently

Total Score: #      



The trust triangle

19

Logic

I know you can do it; 
your reasoning and 
judgment are sound

Do your ideas and 
decisions make sense?

 How’s the rigor of your 
analysis or your ability 

to execute on an 
ambitious plan? 

Authenticity

Logic

Empathy



Exercise: Identifying Your Trust Opportunity
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Authenticity
(Do others see the real you?)

Logic
(Do others believe you have good 

judgment and expertise?)

Empathy
(Do others feel like you genuinely care 

about them?)

― I express my true thoughts and 
values—even when it’s 
uncomfortable. #

― People would say I show up the 
same way with everyone, regardless 
of level or status. #

― I am clear and honest about what I 
believe and where I stand. #

― I can explain my reasoning clearly 
and concisely when I make 
decisions. #

― People trust the quality of my 
thinking and problem-solving. #

― I stay calm and confident—even 
under pressure. #

Score: # Score: # Score:#

Instructions: For each statement, rate yourself on a scale from 1 to 5

1 = Rarely     2 = Occasionally     3 = Sometimes     4 = Often     5 = Consistently

Total Score: #      



The trust triangle
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Empathy

I believe you care about 
me and my success

Do you care about 
others and understand 

their perspective?

Are you putting your 
own interests first?

Authenticity

Logic

Empathy



Exercise: Identifying Your Trust Opportunity
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Authenticity
(Do others see the real you?)

Logic
(Do others believe you have good 

judgment and expertise?)

Empathy
(Do others feel like you genuinely care 

about them?)

― I express my true thoughts and 
values—even when it’s 
uncomfortable. #

― People would say I show up the 
same way with everyone, regardless 
of level or status. #

― I am clear and honest about what I 
believe and where I stand. #

― I can explain my reasoning clearly 
and concisely when I make 
decisions. #

― People trust the quality of my 
thinking and problem-solving. #

― I stay calm and confident—even 
under pressure. #

― I make others feel heard, especially 
when they’re frustrated or uncertain. 
#

― I stay fully present in conversations, 
without distractions. #

― I ask thoughtful questions that 
show genuine interest in others’ 
perspectives. #

Score: # Score: # Score:#

Instructions: For each statement, rate yourself on a scale from 1 to 5

1 = Rarely     2 = Occasionally     3 = Sometimes     4 = Often     5 = Consistently

Total Score: #      



Self-Reflection: Your Trust Opportunity
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Your Initial Reactions Your Strengths Your Growth Opportunities My Next Step Actions

o How do you feel about your 
results (e.g., surprised, 
validated, confused)? 

o Do your scores align with your 
self-perception? Why or why 
not?

o Which was the strongest and 
where you want to be?

o How do these strengths show 
up? 

o Which needs more focused 
attention and is not quite 
where you want to be?

o How might these areas be 
limiting your success or 
relationships?

o Based on what I learned, I am 
going to commit to: 



Small Group Discussion
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• Which of these do you lead 
with? 

• Which do you need to build?

• Do you see these in the 
situations you used in the 
build / break trust exercise?



The trust triangle

25

Authenticity

Logic

Empathy



How do you rebuild 
trust?



Steps to Rebuild Trust in a Work Relationship
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ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In
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Steps to Rebuild Trust in a Work Relationship

28

ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In

“I want to recognize that something broke in 
our working relationship. I may not fully 

understand the impact yet, but I take 
responsibility for how we got here.”
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Steps to Rebuild Trust in a Work Relationship

29

ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In

“I’d really value your perspective. If you’re 
open to it, I’d like to understand what I did—

or didn’t do—that affected your trust.”
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Steps to Rebuild Trust in a Work Relationship

30

ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In

“I can see that when I missed that 
deadline/dismissed your idea/spoke sharply 
in that meeting, it made you feel unheard and 

unsupported.”
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Steps to Rebuild Trust in a Work Relationship
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ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In

“I’m sorry for how I handled that situation. I regret 
that it made you question whether you can count 

on me or speak up around me. That wasn’t my 
intention—but I know intent doesn’t erase the 

impact.”
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Steps to Rebuild Trust in a Work Relationship

32

ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In

“Moving forward, I’m committed to doing X 
and Y to rebuild trust. Please hold me 

accountable—and let me know if I fall short.”
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Steps to Rebuild Trust in a Work Relationship

33

ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In

“Since we last talked, I hope you’ve seen a 
consistent change in me and understand 

how I care about you and our relationship.”
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Steps to Rebuild Trust in a Work Relationship

34

ACKNOWLEDGE --- APOLOGIZE --- ACT --- ASK

Own the 
Break in Trust

Invite Honest 
Feedback

Acknowledge 
the Impact

Make a 
Meaningful 
Apology

Commit to 
Specific 
Change

Rebuild 
Consistently 
Over Time

Reflect and 
Check In

“I wanted to check in—have things felt better 
between us? Is there anything more I can do 

to continue earning your trust?”
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Steps to Rebuild Trust in a Work Relationship (1 of 2)

35

Step Actions Say

Own the Break in 
Trust

• Acknowledge your role—even if it wasn’t intentional or solely 
your fault.

• Avoid defensiveness, justifications, or blame
• Focus on your behavior and its impact—not your intent

“I want to recognize that something 
broke in our working relationship. I may 
not fully understand the impact yet, but I 
take responsibility for how we got here.”

Invite Honest 
Feedback

• Create a safe space for the other person or team to express 
how they experienced the situation.

• Listen without interrupting
• Validate their experience, even if it’s hard to hear

“I’d really value your perspective. If 
you’re open to it, I’d like to understand 
what I did—or didn’t do—that affected 
your trust.”

Acknowledge the 
Impact

• Show you’ve truly heard and understand what happened—
emotionally and practically.

• Focus on empathy, not excuses  
• Acknowledge what they needed and didn’t get from you

“I can see that when I missed that 
deadline/dismissed your idea/spoke 
sharply in that meeting, it made you feel 
unheard and unsupported.”

Make a Meaningful 
Apology

• Go beyond “I’m sorry”—be specific and sincere.
• Avoid vague or generic apologies
• Don’t ask for immediate forgiveness—rebuilding takes time

“I’m sorry for how I handled that 
situation. I regret that it made you 
question whether you can count on me 
or speak up around me. That wasn’t my 
intention—but I know intent doesn’t 
erase the impact.”
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Steps to Rebuild Trust in a Work Relationship (2 of 2)
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Step Actions Say

Commit to 
Specific Change

• State what you’ll do differently, and how they’ll know.
• Make behavioral commitments
• Ask for feedback along the way

“Moving forward, I’m committed 
to doing X and Y to rebuild trust. 
Please hold me accountable—and 
let me know if I fall short.”

Rebuild 
Consistently 
Over Time

• Trust is rebuilt through small, consistent moments of 
reliability, honesty, and care.

• Keep your promises—big and small
• Communicate transparently, especially when things 

change
• Be generous with your trust in others (it encourages 

reciprocity)

“Since we last talked, I hope 
you’ve seen a consistent change 
in me and understand how I care 
about you and our relationship.”

Reflect and 
Check In

• After a few weeks, check in to ask how things feel now.
• Shows humility and growth mindset
• Keeps trust top of mind and open for discussion

“I wanted to check in—have 
things felt better between us? Is 
there anything more I can do to 
continue earning your trust?”
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Steps to Rebuild Trust in a Work Relationship

37



What’s one action 
About building trust 
are you taking with 

you?



BUILDING A FEARLESS 
ORGANIZATION



What makes you 
speak up or stay silent 

in a team setting?



How would your team 
respond to: “Is this a 

place where I can 
speak up, ask 

questions, and take 
risks without fear?”



42

Meyer: “Ok, so Amy …”

Amy: “Thank you ma’am ... I have put together a summary list of what I discovered were the most 
egregious flaws of our organization.”

Meyer (talking over her): “I said this already, this is what I just said!”

Amy: “Great, first and foremost, there was reluctance on the part of the candidate to take 
responsibility for mistakes.”

Meyer: “What?!, No, you were the one that made mistakes. What else, go on …”

Amy: “Second, there was a culture of blame which made people feel unsafe expressing 
criticisms.”

Meyer: “What dumb #$%& said that?”

Amy: “Number three, an unwillingness to actually discuss strategies and share ideas with 
campaign staff.”

Meyer: “Yah, alright, autopsy is now over … Forget about it … Oh my God … how many pages is 
this, 500?”

The report is thrown in the trash can.

On an episode of HBO’s VEEP, President Selena Myer (Julia Louis Dreyfus) asks her chief of staff Amy Brookheimer (Anna Chlumsky) to 
“prepare a full autopsy of the last campaign to specifically identify problem areas in the organization.” This is the scene that ensues as Amy 
debriefs the senior campaign staff.



What Is psychological 
safety?



Psychological safety defined

44

❑ “Psychological safety is broadly defined as a climate in which people are comfortable 
expressing and being themselves. 

❑ When people have psychological safety at work they feel comfortable sharing 
concerns and mistakes without fear of embarrassment or retribution. 

❑ They are confident that they can speak up and won’t be humiliated, ignored, or blamed. 

❑ They know they can ask questions when they are unsure about something. 

❑ They tend to trust and respect their colleagues. 

❑ When a work environment has reasonable high psychological safety, good things 
happen: 

❑ Mistakes are reported quickly so that prompt corrective action can be taken; 

❑ Seamless coordination across groups or departments is enabled, and 

❑ Potentially game-changing ideas for innovation are shared.” (p. xvi)



What Google Learned … 

45

… From Its Quest to Build the Perfect Team



Describe Your actions driving Your team’s success

46

Dependability Structure & Clarity Meaning Impact

My team members get 
things done on time and 
meet Jay Peak’s high bar 
for excellence.

My team members have 
clear roles, plans, and 
goals.

Work is personally 
important to my team 
members.

My team members think 
their work matters and 
creates change.



fearless Organization Assessment

47

Question
My Team’s Average 

Rating
Why Am I Rating This Question This Way? What 
Behaviors Am I Doing? What Examples Do I Have?

If you make a mistake on this team, it is often held against you.

Members of this team are able to bring up problems ad tough 
issues.

People on this team sometimes reject others for being different. 

It is safe to take a risk on this team.

It is difficult to ask other members of this team for help.

No one on this team would deliberately act in a way that 
undermines my efforts.

Working with members of this team, my unique skills and 
talents are valued and utilized.

Instructions: For each statement, rate your team on a scale from 1 to 5

1 = Rarely     2 = Occasionally     3 = Sometimes     4 = Often     5 = Always



Small Group Discussion

48



What psychological safety is not

49

• Psychological Safety Means Being Nice

• Psychological Safety Means Getting Your 

Way

• Psychological Safety Means Job Security

• Psychological Safety Requires a Trade-

Off with Performance

• Psychological Safety Is a Policy

• Psychological Safety Requires a Top-

Down Approach

Misconceptions

• Psychological Safety Means Being Nice

• Psychological Safety Means Getting Your Way

• Psychological Safety Means Job Security

• Psychological Safety Requires a Trade-Off with 
Performance

• Psychological Safety Is a Policy

• Psychological Safety Requires a Top-Down Approach



How do you foster 
Psychological Safety 

on your teams?



Steps to fostering Psychological Safety

51

Demonstrate 
Engagement

Show 
Understanding

Be Inclusive in 
Interpersonal 
Settings

Be Inclusive in 
Decision-Making

Show Confidence 
and Conviction 
Without 
Appearing 
Inflexible



Demonstrate engagement

52

❑ 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

53

❑ Recap what’s been said to confirm mutual understanding/alignment (e.g., “What I 
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

54

❑ 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

55

❑ 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 & conviction without appearing inflexible

56

❑ 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



How to foster Psychological Safety in your teams 

57



Psychological Safety Scenarios

58

Team Scenario Description

1 Silence in a Team Meeting 
• You’re leading a brainstorming session. You 

ask for ideas—but the team stays quiet. You 
sense hesitation or fear of being wrong.

2 Public Criticism of a Team Member

• One team member harshly criticizes another 
in a meeting (e.g., “That’s a terrible idea”). 
The mood shifts and the criticized teammate 
shuts down.

3
A Team Member Admits a Mistake

• A team member tells you privately that they 
made a mistake in a client deliverable that 
could impact the outcome. They’re nervous 
and visibly anxious.

4
A Junior Team Member Challenges an 
Idea in a Meeting

• During a team meeting, a junior colleague 
disagrees with your proposed approach. The 
group goes quiet. All eyes are on you.

5 Someone Feels Left Out of a Decision
• A teammate approaches you and says they 

were excluded from a key decision they 
believed they should have been involved in.



Small Group Discussion

59

How would you respond 
as the manager in this 
situation to create a 

fearless organization?



What’s one behavior 
you’ll try this week to 

create a fearless 
organization?



Brainstorm Key Takeaways from Session #5

❑ …..
❑ …..
❑ …..
❑ …..
❑ …..

61



Backup



How do you build a 
culture of trust? 



Steps to building a culture of trust

64

Recognize 
Excellence

Induce 
“Challenge 
Stress”

Give People 
Discretion in 
How They Do 
Their Work

Enable Job 
Crafting

Share 
Information 
Broadly

Intentionally 
Build 
Relationships

Facilitate 
Whole Person 
Growth

Show 
Vulnerability
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