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A structured conversation plan for nonprofit teams
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Four-Week Discussion Framework
A Structured Conversation Plan for Nonprofit Teams

This discussion framework is designed to help
nonprofit leaders bring the powerful insights into everyday team
conversations.

This tool turns big ideas into small, manageable conversations that spark
reflection, surface opportunities, and strengthen your team’s ability to
learn and grow together.

In case you're looking for more ways to improve your

organization’s impact, you can check out our other RESOURCES.

Get the Book Get the Book
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How to Use This Tool

Timeframe: 4 sessions (one per week recommended, but can be adapted)
Participants: Leadership teams, staff cohorts,

program departments, or cross-functional groups

Meeting Length: 60-75 minutes

Materials Needed: Copies of The Fearless Organization (individual or
shared), this framework, and a note-taking method (digital or print)

Each weekly section includes:
eA brief reading assignment
eKey discussion prompts
oA “Team Challenge” to apply the concept in practice

You don't need to be a book club expert to facilitate this. You just
need curiosity, consistency, and a commitment to honest
conversation. Feel free to modify the questions or pacing to fit
your team’s needs and culture.
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Week One

What Is Psychological Safety?
Chapters: Introduction & Chapter 1-2
Focus: Understanding the concept and why it matters in nonprofit settings.

Discussion Prompts:
What does psychological safety mean to you?
Have you ever experienced it—or the lack of it—in a work setting?

Edmondson says, “Silence is not golden—it's dangerous.”
Where do we see silence showing up in our organization?
How might fear (of failure, blame, or conflict) be impacting innovation, equity, or trust on our team?

Team Challenge:
Invite one person to share a small risk they took at work recently.
What helped them feel safe (or unsafe) doing so?

Week Two

The Business (and Mission) Case for Safety
Chapters: Chapters 3-4
Focus: Connecting psychological safety to team performance, innovation, and impact.

Discussion Prompts:

What surprised you most about the research and case studies in these chapters?

What's one example in our work where more candor or feedback might improve results?
How do high-stakes missions (like ours) either support or suppress psychological safety?

Team Challenge:
Do a "Stop / Start / Continue" check-in: What should we stop doing that hurts trust?
What could we start doing to invite more honest conversation?
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Week Three @

What Gets in the Way
Chapters: Chapters 5-6
Focus: Identifying the barriers to psychological safety, especially in nonprofit teams.

Discussion Prompts:

Where do we see blame, hierarchy, or perfectionism getting in the way of learning and growth?
Are there voices in our organization (staff, volunteers, community members) that are not being
heard? Why?

What role does identity, lived experience, or power play in whether someone feels safe to speak up?

Team Challenge:
In pairs or small groups, brainstorm 1-2 "everyday habits" your team could adopt to reduce fear and
increase safety.

Week Four

Leading for Psychological Safety
Chapters: Chapters 7-Conclusion
Focus: Action planning and applying insights to your unique culture.

Discussion Prompts:

Which leadership behaviors create safety—and which ones unintentionally shut it down?
What's one commitment each of us can make to build more safety in our corner of the
organization?

What systems or practices (e.g., team meetings, supervision, performance reviews) could we redesign
with safety in mind?

Team Challenge:
Draft a short team agreement: 3-5 norms or commitments that reflect a psychologically safe culture.
Post it and revisit monthly.

Closing Reflection:
Invite each team member to share:

Impact

“One thing I'm taking away from this R cocio
book and one thing | want to try.” A

Consulting

www.colaluca.associates



