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Part 1 - About this challenge

Build trust, eliminate gossip and cliques, and create a culture where everyone can thrive
What this challenge covers

Learning Objectives:

« Create environments where staff feel safe to take risks
« Eliminate toxic behaviors like gossip and cliques
e Build trust-based team cultures

« Develop skills in fostering psychological safety
Key Topics:

« Psychological safety principles

e Trust-building practices

« Addressing toxic team dynamics

e Creating speak-up cultures

« Vulnerability and openness in teams

Intended Audience:

Team leaders, supervisors, and all staff interested in improving team culture

Prerequisites:

None - valuable for anyone invested in team health
Related Content:
Psychological Safety modules « Team Chemistry workshops ¢ Safety Circle workshops

Build Trust, Break Barriers, Create Authentic Team Connection

Transform Your Team Culture in 30 Days

Psychological safety is the foundation of high-performing teams. This challenge systematically
builds trust, eliminates toxic dynamics, and creates authentic connection. Each day offers
practical experiments that transform team culture from the inside out.

You'll learn to identify and eliminate gossip and cliques, build genuine trust through vulnerability,
create structures that support authentic communication, and sustain psychological safety
long-term.

Break Down Barriers
Build Trust
Stop Gossip

Unite Teams

© The Recovery Files Page 2



Embrace, Empower & Evolve - 30-Day Challenges Psychological Safety Challenge

Important: Creating psychological safety requires courage and consistency. Some exercises may
surface difficult team dynamics. Have support structures in place.

Daily Practice: Each challenge includes a practical exercise (20-30 minutes), personal reflection,
and team culture insight. Real change comes from consistent application.
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Part 2 - Week 1

Theme: Foundation of Safety & Trust

Day 1 - Assessment
The Safety Baseline
Today's Challenge:

Create an anonymous survey asking: 'On a scale of 1-10, how safe do you feel: 1) Asking for help,
2) Admitting mistakes, 3) Raising concerns, 4) Being yourself at work.' Compile results without
judgment.

Personal Reflection:

What patterns emerged in the safety scores? What surprised you most?
Your reflection...

Team Culture Insight:

How might fear be silently shaping your team's performance and wellbeing?
How will you apply this insight?

Day 2 - Vulnerability
The First Stone

Today's Challenge:

In team meeting, share a specific mistake you made and what you learned. Then say: 'l share this
because | want us all to feel safe learning from our mistakes.' Watch what happens next.

Personal Reflection:

How did it feel to go first with vulnerability? What shifted in the room?
Your reflection...

Team Culture Insight:
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What prevents team members from being the first to show vulnerability?
How will you apply this insight?

Day 3 - Curiosity
Questions Over Answers

Today's Challenge:

For one full day, respond to team problems with curious questions instead of immediate solutions.
'What have you tried?' 'What are your thoughts?' 'What would success look like?' Document the
difference.

Personal Reflection:

How did asking questions change the dynamic? What was hard about not giving answers?
Your reflection...

Team Culture Insight:

How does immediate problem-solving potentially shut down team learning?
How will you apply this insight?

Day 4 - Listening
The Sacred Pause

Today's Challenge:

Institute a 3-second pause after anyone speaks before anyone responds. Do this in every
interaction today. Notice what emerges in the silence.

Personal Reflection:
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What happened in those 3-second gaps? How did it change the quality of dialogue?
Your reflection...

Team Culture Insight:

How might rushing to respond prevent deeper understanding?
How will you apply this insight?

Day 5 - Recognition
Catching Courage

Today's Challenge:

Publicly recognize every act of interpersonal risk-taking today: someone asking for help,
admitting uncertainty, challenging an idea respectfully. Make courage visible.

Personal Reflection:

What acts of courage had been going unnoticed? How did recognition change behavior?
Your reflection...

Team Culture Insight:

What behaviors are you accidentally reinforcing through attention or inattention?
How will you apply this insight?

Day 6 - Boundaries
The Container

Today's Challenge:

Establish one team meeting as a 'vault'—what's shared there stays there. Set clear agreements
about confidentiality. Test it with a real but non-critical issue.
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Personal Reflection:

How did establishing a 'vault' change what people were willing to share?
Your reflection...

Team Culture Insight:

Where else might your team need stronger containers for sensitive conversations?
How will you apply this insight?

Day 7 - Reflection
Safety Check-In

Today's Challenge:

End the week with a team reflection: 'What made you feel more safe this week? Less safe?' Share
your own observations first. Create space for honest feedback.

Personal Reflection:

What themes emerged about safety? What responsibility do you hold for team safety?
Your reflection...

Team Culture Insight:

How can regular safety check-ins become part of team culture?
How will you apply this insight?

Week 1 Integration: Foundation of Safety & Trust
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What barriers to psychological safety did you identify this week?
Specific barriers, patterns, or dynamics...

What breakthroughs occurred in trust and connection?
Moments of authentic connection, trust building...

What specific practices will you continue from this week?
Concrete practices to maintain...
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Part 3 - Week 2

Theme: Breaking Down Barriers
Day 8 - Gossip

The Gossip Audit

Today's Challenge:

Track every instance of gossip you hear today (including your own). Don't judge, just notice:
Who? About whom? What purpose did it serve? What need was underneath?

Personal Reflection:

What patterns did you notice in gossip? What needs drive workplace gossip?
Your reflection...

Team Culture Insight:

How might gossip be a misguided attempt to meet legitimate needs?
How will you apply this insight?

Day 9 - Directness
The Direct Path

Today's Challenge:

When you hear gossip today, gently redirect: 'That sounds important. Have you shared this
directly with [person]?' or 'l wonder what their perspective might be?' Model the alternative.

Personal Reflection:

How did people respond to redirection? What resistance did you encounter?
Your reflection...

Team Culture Insight:
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What skills do team members need to have direct conversations instead of gossiping?
How will you apply this insight?

Day 10 - Cliques
Mapping the Tribes
Today's Challenge:

Map the informal subgroups in your team. Who eats lunch together? Who are the 'information
brokers'? Without judgment, notice how cliques form and what purpose they serve.

Personal Reflection:

What clique patterns did you discover? What needs do cliques meet?
Your reflection...

Team Culture Insight:

How do cliques both support and undermine psychological safety?
How will you apply this insight?

Day 11 - Inclusion
The Mixer

Today's Challenge:

Deliberately mix up usual patterns: Assign projects across typical groups, change seating
arrangements, pair unlikely partners. Create 'collision points' for new connections.

Personal Reflection:

What happened when you disrupted normal groupings? What new connections formed?
Your reflection...
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Team Culture Insight:

How can you create structures that naturally prevent rigid cliques?
How will you apply this insight?

Day 12 - Transparency
Open Books

Today's Challenge:

Share something typically kept 'private' with the whole team—a decision-making process,
resource allocation, or challenge you're facing. Notice how transparency affects trust.

Personal Reflection:

What felt risky about transparency? How did the team respond to openness?
Your reflection...

Team Culture Insight:

Where does lack of transparency breed mistrust and speculation?
How will you apply this insight?

Day 13 - Conflict
Healthy Friction

Today's Challenge:

When conflict arises today, celebrate it: 'This disagreement means we feel safe enough to have
different opinions. Let's explore both perspectives.' Normalize productive conflict.

Personal Reflection:
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How did reframing conflict as healthy change its trajectory?
Your reflection...

Team Culture Insight:

What's the difference between psychological safety and artificial harmony?
How will you apply this insight?

Day 14 - Repair
The Cleanup

Today's Challenge:

Address one piece of 'old damage'—a past conflict, misunderstanding, or hurt that still affects
team dynamics. Model how to repair relationships openly.

Personal Reflection:

What was scary about addressing old damage? What healing occurred?
Your reflection...

Team Culture Insight:

How do unrepaired ruptures continue to undermine safety?
How will you apply this insight?

Week 2 Integration: Breaking Down Barriers
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What barriers to psychological safety did you identify this week?
Specific barriers, patterns, or dynamics...

What breakthroughs occurred in trust and connection?
Moments of authentic connection, trust building...

What specific practices will you continue from this week?
Concrete practices to maintain...
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Part 4 - Week 3

Theme: Building Authentic Connection
Day 15 - Authenticity

The Mask Drop

Today's Challenge:

Share something about your authentic self that might surprise the team—a struggle, passion, or
aspect of identity you usually keep private. Invite (don't require) reciprocity.

Personal Reflection:

What felt risky about being more authentic? How did it change team perception?
Your reflection...

Team Culture Insight:

What masks do your team members wear, and what energy does that consume?
How will you apply this insight?

Day 16 - Empathy
Walk in Their Shoes

Today's Challenge:

Shadow different team members for an hour. Experience their daily reality, challenges, and
pressures. Share what you learned about their world.

Personal Reflection:

What surprised you about others' experiences? How did this change your perspective?
Your reflection...

Team Culture Insight:
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How does lack of understanding about each other's roles create friction?
How will you apply this insight?

Day 17 - Appreciation
The Specificity Challenge
Today's Challenge:

Give hyper-specific appreciation: Not 'good job' but 'When you stayed calm during that crisis call
and used that grounding technique, it helped the whole team regulate.' Be precise.

Personal Reflection:

How did specific appreciation land differently than general praise?
Your reflection...

Team Culture Insight:

What gets lost when we default to generic recognition?
How will you apply this insight?

Day 18 - Play
Serious Playfulness

Today's Challenge:

Introduce appropriate playfulness into work—a team game, creative exercise, or moment of
structured silliness. Notice how play affects psychological safety.

Personal Reflection:

What happened to team dynamics during play? Who participated, who held back?
Your reflection...
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Team Culture Insight:

How does the absence of play affect team resilience and connection?
How will you apply this insight?

Day 19 - Storytelling
Origin Stories

Today's Challenge:

Create space for team members to share their 'origin story'—why they chose this work, what
drives them, their journey here. Go deep, not superficial.

Personal Reflection:

What common themes emerged in origin stories? What moved you?
Your reflection...

Team Culture Insight:

How do shared stories create bonds that transcend workplace roles?
How will you apply this insight?

Day 20 - Support
The Support Circle
Today's Challenge:

Institute 'support rounds'—each person shares one challenge and receives 2 minutes of pure
support (no advice) from the team. Experience being held without fixing.

Personal Reflection:
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How did it feel to receive support without advice? To give it?
Your reflection...

Team Culture Insight:

How does compulsive advice-giving prevent deeper support?
How will you apply this insight?

Day 21 - Ritual
Sacred Time

Today's Challenge:

Create a weekly ritual that builds connection—shared lunch, walking meeting, gratitude circle.
Make it sacred time that's protected from work tasks.

Personal Reflection:

What ritual resonated with your team? How did protected time feel different?
Your reflection...

Team Culture Insight:

What happens when teams have no rituals beyond task-focused meetings?
How will you apply this insight?

Week 3 Integration: Building Authentic Connection
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What barriers to psychological safety did you identify this week?
Specific barriers, patterns, or dynamics...

What breakthroughs occurred in trust and connection?
Moments of authentic connection, trust building...

What specific practices will you continue from this week?
Concrete practices to maintain...
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Part 5 - Week 4

Theme: Sustaining Psychological Safety

Day 22 - Maintenance
The Safety Pulse

Today's Challenge:

Implement weekly 'safety pulse checks'—quick, anonymous ratings of psychological safety with
follow-up discussions about what's supporting or threatening safety.

Personal Reflection:

What patterns are emerging in safety levels? What consistently threatens safety?
Your reflection...

Team Culture Insight:

How can you catch safety erosion before it becomes crisis?
How will you apply this insight?

Day 23 - Accountability
Calling In, Not Out

Today's Challenge:

When someone violates safety norms (gossips, excludes, etc.), practice 'calling in'—private,
compassionate accountability focused on impact and repair, not shame.

Personal Reflection:

How did 'calling in' differ from typical corrections? What was the response?
Your reflection...

Team Culture Insight:

© The Recovery Files Page 19



Embrace, Empower & Evolve - 30-Day Challenges Psychological Safety Challenge

How can accountability strengthen rather than threaten psychological safety?
How will you apply this insight?

Day 24 - Modeling
The Ripple Effect

Today's Challenge:

Identify and acknowledge team members who model psychological safety. Make their behaviors
explicit and celebrate the ripple effects of their choices.

Personal Reflection:

Who are your safety champions? How can you amplify their influence?
Your reflection...

Team Culture Insight:

How do you create positive peer pressure for psychological safety?
How will you apply this insight?

Day 25 - Evolution
Growing Edges

Today's Challenge:

Facilitate discussion about the team's growing edges: 'Where do we still feel unsafe? What's our
next level of psychological safety?' Dream together.

Personal Reflection:

What emerged as your team's next growth areas? What felt possible?
Your reflection...
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Team Culture Insight:

How do you balance celebrating progress with continued growth?
How will you apply this insight?

Day 26 - Protection
Guardian Protocol

Today's Challenge:

Establish team agreements about protecting psychological safety: How will you handle violations?
Support vulnerable members? Maintain gains? Create your protocol.

Personal Reflection:

What protective factors did your team prioritize? How will you maintain them?
Your reflection...

Team Culture Insight:

What threatens psychological safety from outside the team?
How will you apply this insight?

Day 27 - Integration
The New Normal

Today's Challenge:

Document what's become 'normal' that wasn't 27 days ago. Celebrate specific changes in
communication, support, and trust. Make the invisible visible.

Personal Reflection:
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What changes now feel natural that once felt forced? What shifted permanently?
Your reflection...

Team Culture Insight:

How do you prevent 'safety drift' back to old patterns?
How will you apply this insight?

Day 28 - Legacy
Safety Storytelling
Today's Challenge:

Collect stories of psychological safety making a real difference—in client care, team support, or

personal growth. Create a 'Safety Story Archive' to inspire continuation.

Personal Reflection:

What stories most powerfully illustrate the impact of psychological safety?
Your reflection...

Team Culture Insight:

How do stories sustain culture change better than policies?
How will you apply this insight?

Day 29 - Commitment
The Team Charter

Today's Challenge:

Co-create a Team Psychological Safety Charter—your collective commitments, values, and
practices. Sign it together. Display it prominently.
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Personal Reflection:

What commitments feel most important to memorialize? How will you stay accountable?
Your reflection...

Team Culture Insight:

How does co-creation differ from top-down culture initiatives?
How will you apply this insight?

Day 30 - Celebration
The Safety Celebration

Today's Challenge:

Design a meaningful celebration of your team's courage in building psychological safety. Honor
specific acts of bravery, moments of growth, and the journey itself.

Personal Reflection:

How has your team transformed? What courage have you witnessed?
Your reflection...

Team Culture Insight:

How will you continue nurturing the psychological safety you've built?
How will you apply this insight?

Week 4 Integration: Sustaining Psychological Safety
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What barriers to psychological safety did you identify this week?
Specific barriers, patterns, or dynamics...

What breakthroughs occurred in trust and connection?
Moments of authentic connection, trust building...

What specific practices will you continue from this week?
Concrete practices to maintain...
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Part 6 - Safety Metrics

Team Psychological Safety Metrics

Safety Indicators (Rate 1-10)

Team members freely admit mistakes
0l0203040506070809010

5

People ask for help without hesitation
0l10203040506070809010

5

Difficult issues are discussed openly
0102030405060 70809010

5

Team members can be vulnerable 01 02 03040506070809010

Toxic Behavior Frequency

Gossip occurrence (10=Never, 1=Constant)
01l10203040506070809010

5

Cligue exclusion (L0=None, 1=Severe)
010203040506070809010

5

Blame culture (10=Learning, 1=Blame)
0102030405060 70809010

5

Fear of speaking up (10=None, 1=High)
010203040506070809010

Overall Team Safety Score
__ /10

Track progress over time to see cultural transformation
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Part 7 - Safety Toolkit

Psychological Safety Toolkit

Gossip Circuit Breakers

e "That sounds important. Have you shared this directly with [person]?"

* "I'm not comfortable discussing someone who isn't here to share their perspective."
« "Let's focus on what we can control in our own work."

« "I wonder what their side of the story might be?"

« "How can we address this constructively as a team?"

Trust Building Rituals

« Weekly "Failure Parties" - celebrate learning from mistakes
e "Help Requests" round - normalize asking for support

e "Appreciation Specifics" - detailed recognition practice

e "Vulnerability Rounds" - structured authentic sharing

« "Conflict Celebration" - acknowledge healthy disagreements

Clique Dissolvers

« Random pairing for projects and tasks

« Rotating lunch groups or walking partners

« Cross-functional collaboration requirements
« Team-wide decision making processes

e Shared experiences outside usual groups

Communication Protocols

e "Ouch/Oops" protocol for addressing harm

« "Pause and Breathe" before responding

e "Impact over Intent" conversations

e "Calling In" instead of calling out

« "Circle Back" commitment for unresolved issues

Quick Reference: Building Safety Daily

Morning Practices

« Start with authentic check-ins

« Acknowledge yesterday's courage
« Set safety intentions for the day

« Address any overnight concerns

Throughout the Day
e Catch and redirect gossip
e Celebrate acts of vulnerability
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e Mix up usual groupings
« Practice radical candor with care

In Meetings

e Equalize speaking time

« Welcome dissenting views

« Address elephants directly

» End with appreciation rounds

Week Closing

« Safety pulse check

« Repair any ruptures

« Celebrate growth moments
e Set intentions for next week
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Part 8 - Psychological Safety Transformation
Complete!

Psychological Safety Transformation Complete!
Team Safety Charter - Your Commitments

Document your team's commitments to maintaining psychological safety...

Transformation Story

How has your team transformed over these 30 days? What's now possible that wasn't before?

You've Created a Psychologically Safe Team

30 days of intentional practice have transformed your team culture. You've broken down barriers,
built genuine trust, eliminated toxic dynamics, and created a space where everyone can thrive.
This is just the beginning of what's possible when people feel truly safe to be themselves.

"The best teams are built on a foundation of psychological safety. You've laid that foundation."
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