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o Pause & Observe

"When tensions rise, stop the spiral. Take a breath before reacting.”

¥ Call a quick time-out

"Let's take 2 minutes to regroup.”

5 Use neutral language to slow the pace

"Before we continue, let's review the facts."

« Keep your voice calm and measured

. It sets the tone for others.
a o Notice body language in the room
Calm Response Watch for crossed arms and signs of frustration.
= Take complex discussions offline

Schedule a focused follow-up when needed.
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e Name the Pattern

"Address it directly but respectfully: 'l sense we're starting to point fingers, let's shift."
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Address it directly but respectfully
"| sense we're starting to point fingers - let's shift."
Normalize it

"It happens to all teams; the key is how we move forward."

Reinforce when someone shifts to solution mode

"That's the direction we need."

Encourage peers to help spot patterns

Make naming patterns a shared team responsibility.

Keep it short and neutral

Avoid lecturing or scolding the team.
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e Focus on What, Not Who

"Reframe: Ask 'What happened?' instead of 'Who caused this?"

Reframe questions

s
R/

"What led to this?" instead of "Who made the mistake?"

g Write issues clearly

Put facts on a whiteboard or shared screen to anchor
discussion.

? WHAT ’7 @ Separate actions from intent

INSTEAD OF W HO2 Most errors are process Issues, Not personal.

~¢ Redirect blame into improvement

"What allowed this to slip through?" not "Who messed up?"

Focus on core issues

"What's the real problem we're trying to solve here?"
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o Create Shared Ownership

"We're in this together."

®, Use inclusive phrases

"We're in this together."

== Highlight interdependencies

"This outcome involves multiple teams, so let's solve it
collectively."

© Ask for team contributions

Shared Load Collaboration

Team Unity . . . .
Celebrate collective achievements publicly to reinforce the

Mmindset.

%, Remind about system issues

"No single person created this - it's a system issue."



e Ask Better Questions

"Invite curiosity: 'What are we not seeing yet?"
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Curiosity Opens Minds & Sparks Insights S

Q

Replace "Why did this happen?" with "What
factors contributed to this?"

Shift from blame to understanding underlying causes.

Invite multiple perspectives

"What are we overlooking?" to uncover hidden insights.

Encourage solution-focused thinking

"What would success look like here?" to move toward outcomes.

Ask quieter voices for input directly

"Sarah, what's your view?" to draw out diverse perspectives.

Use follow-ups to deepen understanding

"Can you give an example?" to explore ideas further.
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6 Normalize Mistakes as Learning

"Every outcome holds a lesson. Fail fast » Learn faster."

A Share one past mistake of your own as an example
) Lead with vulnherability to create safety for others.

Frame errors as feedback

P57 "This gives us useful data to improve."

/@/

= Ask: "What's one thing we'd do differently
next time?"
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Focus on future improvement rather than past blame.

&r

Aware Improve Document Avoid blaming Ianguage
N
Focus on lessons instead of faults.
o Document key learnings

So they don't get lost after the meeting.
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o Shift Energy to Curiosity

"Replace defensiveness with exploration. Encourage 'Tell me more..."

® Use "Help me understand..." instead of defensive

:' ¢ replieS
(:' 2 ’) This opens up dialogue rather than shutting it down.

8&J @ Say "That's interesting - can you expand?"

This encourages openness and deeper sharing.

1 f 1% Turn debates into joint exploration
o "Let's map the pros and cons together" creates collaborative
1 £ 1 momentum.

Curious Explorer o Praise curiosity out loud

"That's a valuable question - thank you for raising it."

© If conversation stalls, ask:

"What else could be true?" to expand thinking beyond first
assumptions.
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o Use Data, Not Assumptions

" ook for facts, patterns, and root causes - not scapegoats.”

© Ask:"What evidence do we have?"

o Before making decisions, gather all available facts.
-
— o Put data in front of the group

Share dashboards, reports, timelines where everyone can see.

® Challenge assumptions politely

"What makes us believe that's true?" invites reflection without
blame.

Encourage fact-checking in real time
@456 789

Verify information during discussions to avoid unproductive
debates.

& Track decisions back to data sources

Maintain clear links between choices and the evidence
supporting them.
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° Clarify Accountability

"Be clear: What belongs to the team versus individuals?"

®, Use direct phrasing

"Who will take ownership of this?"

# Write names and responsibilities

Task R

Document where everyone can see them.

2 Differentiate team vs individual

Team accountability vs. individual ownership.

© @ @, ®
al a? -/ - ]
Responsible Accountable Consulted Informed < Check ahgnment
"Do you feel clear and comfortable with this role?"
~ Review commitments

Revisit in the next meeting to reinforce accountability.
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Q End with Solutions

I "Close the loop with next steps, not complaints.”

- @

4 "Is everyone on board with this?"

Action-Oriented .~ End on a constructive note

Highlight progress, not just problems.

# Summarize before closing

"So our agreed action is X."

Make sure at least one concrete next step is
captured

Every meeting should end with clear, specific actions.

- Redirect complaints into action

"What's one thing we can try?"

2%: Confirm alignment
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° Align on Next Actions

"Turn insights into commitments: owners + timelines.”

» Capture tasks live in a shared document

v o Use project management tools that everyone can access in
real-time.

. Always ask: "Who will do what by when?"
Be specific about ownership, deliverables, and deadlines.

© Confirm timelines are realistic
"Can you commit to this date?" ensures follow-through.

Revisit commitments in the next check-in

Start stand-ups or meetings with a review of previous action
items.

Q

Link each action to the bigger goal
Help people see the value and impact of their commitments.
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@ Celebrate Insights

"Recognize contributions and highlight wins from learning."

<

Close meetings by asking:

"What's one key takeaway from today?"

Recognize contributions:
"Thanks for speaking up - that was valuable."
Share quick wins

INn team channels or at the start of the next meeting.

Connect insights to progress:

"Because of what we learned last time, we improved here."

Rotate who shares the "lesson of the week"

To involve everyone in the learning process.
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Summary: Quick Reference - 12 Steps

From Blamestorming » Brainstorming

Pause & Observe

Stop, breathe, reset.

Create Shared Ownership

"Our problem, our solution."

Shift Energy to Curiosity

Explore instead of defend.

End with Solutions

Actions, not complaints.

Name the Pattern

Acknowledge the blame spiral.

Ask Better Questions

Curiosity over judgment.

Use Data, Not Assumptions

Facts first, not blame.

Align on Next Actions

Turn ideas into commitments.

2

Focus on What, Not Who

Shift to issues, not people.

Normalize Mistakes

Fail fast, learn faster.

Clarify Accountability

Define roles clearly.

Celebrate Insights

Recognize progress, however small.

Use these steps in team huddles, retrospectives, or any meeting where tensions arise.

Remember: "Blamestorming divides. Brainstorming unites.”
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ey | e
from Blame-storming to Brain-storming

Blame-storming storming

and Team Psychological Safety

©® Teams spend more energy pointing fingers than ©@ Replace blame with curiosity and collective
solving problems. problem-solving.

© Creates fear, wastes time, and erodes trust. @ Mistakes become fuel for innovation and growth.

©® Focus on who caused the problem rather © Built on Team Psychological Safety, a safe space
than what happened.

to take risks.
\ 17
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&
These 12 steps are practical tools for leaders and teams to shift from fault-finding to future-building.
Use them in team huddles, retrospectives, or meetings where tensions arise.
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Why this Playbook?
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Purpose of the 12 Steps

This's a leader’s toolkit for building safe-to-grow teams. They provide clear practices

to shift dynamics, encourage accountability, and foster meaningful collaboration.

® Foster Innovation

Encourage experimentation and
bold ideas without fear of failure

® Inspire Ownership

Empower every team member to
take responsibility for solutions

® Sharpen Focus

Align the team’s energy toward
priorities that matter most.

® Enhance Collaboration

Move from individual blame to
collective problem-solving

® Accelerate Learning

Turn mistakes into opportunities
for growth and innovation

® Strengthen Resilience

Equip teams to bounce back
stronger from challenges.
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When to Use This Playbook

]

«l

High-Tension Moments

During conflicts or when
mistakes occur and the team is
at risk of blame-spiraling

e

Innovation Sessions

Creative meetings where
psychological safety is crucial for
Idea generation

Performance Discussions

When evaluating results and
discussing improvements
without demotivating the team

5

Team Meeting

Daily or weekly check-ins where
you need to discuss challenges
without assigning blame
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Retrospectives

Post-project reviews when you
need to extract learnings rather
than pointing fingers

~3
A4
Leadership Shifts

When a new leader steps in
and needs to set the tone for a
safe-to-grow culture.



