
 
 
 
 

The LAMDA Leadership Newsle2er 
 

Month 3: Integrity and Crea2ng a Culture 
 
What becomes normal because of me? 
 

In the last two month’s newsle>ers we built from self-leadership, 
through to our influence and how we lead others: 

§ How others feel from us – Psychological Safety 
§ How much ownership we provide – Challenge & Support 
§ What people hear from us – Communica2on 
§ Who people become under us – Leadership Environment 

 

We asked ourselves: “What do others experience because of us?” 
 

In this newsle>er we move from how others experience us within 
moments, to what becomes normal because of us. 
 

From individuals and rela2onships. 
To the culture that emerges around us over 2me. 

 

Leadership does not occur in moments; but those moments have 
las2ng consequences. 

 
 
 
 
 
 
 
 
 

 

In this month’s newsle>er we’ll explore how leadership 
environments are created over 2me. 

 

How we can shiR towards a Courageous Culture: 
§ From Dependence → Growth 
§ From Avoidance → Taking Ownership 
§ From Protec2ng Ego → Speaking Honestly 
§ From Exer2ng Pressure → Collec2ve Standards 
 

 
 
 
 
 
 
 
 
 

One in two employees have le1 a job to get 
away from their manager. 

- Gallup 
Google’s Project Aristotle found that 
psychological safety was the single 
most important factor in high-
performing teams. 

- Google 
Psychological safety improves 
engagement, learning behaviour, 
and willingness to speak up. 

- HBR 

If our first month helped to build awareness of self… 
 …and our second helped to build accountability… 
…this month will explore our las2ng impact. 
 
We aim to help you explore the ques2ons: 
“What impact does what I tolerate have?” 
“Am I the reason my people are frustrated?” 

This ma>ers because teams don’t rise to what we 
expect… 
…they fall to what you repeatedly tolerate. 
 

Stay Connected | Work with Us 
 

If you’re finding value in the newsle>ers, choose a way 
to stay connected and con2nue your growth: 
 

Follow the podcast for insigh[ul 
leadership conversa2ons. 
 

Visit our website: www.thelamda.co.uk 
 

Personal Page and LAMDA Solu2ons for regular 
content and updates 



1. Psychological Safety 
 

“Can people s8ll grow under pressure…under you?” 
 

We build directly on our explora2on of Psychological Safety 
from last month. 
 

Psychological safety is oRen misunderstood as: 
§ Comfort 
§ Low pressure 
§ Being “nice” 

 

But true psychological safety is not the absence of standards, 
challenge, or accountability. 
 

It is the presence of: 
→ Trust 
→ Communica2on 
→ Emo2onal Stability of the Leader 
→ Suppor2ve Challenge 
 

The Dynamics at Play: 
Leader Behaviour → Team Experience → Team Belief 
 

Responses under pressure shape the emo2onal environment. 
That environment shapes how safe people feel to contribute, challenge, and grow. 
 

Over 2me, this becomes the culture people experience every day. 
 
 
 
 

 
 
 

It is not about removing pressure, but crea2ng environments 
where people can s2ll: 
→ Speak honestly 
→ Take ownership 
→ Learn through mistakes 
→ Grow into higher standards 
 

All without fear becoming the dominant experience. 
 
Because people don’t develop through comfort… 
 

…they develop when challenge is paired with belief, support, 
and trust. 

 

Over 2me how we consistently lead through each moment 
translates to how they experience us: 
 

§ The belief we show → their confidence. 
 

§ Balancing challenge & support → shapes their 
growth. 

 

§ Our communica2on → the meaning they take. 
 
Who we are under pressure becomes their environment! 

Psychological safety was associated with 19% 
higher producHvity and 31% more innovaHon in 
Google teams. 

- Google 

Psychological safety is defined as: “a 
shared belief that the team is safe for 
interpersonal risk-taking”. 

- Leaders Performance InsHtute 

High-performing teams are built on five 
dynamics, with psychological safety as 
the most important factor. 

- Google 



2. Coaching & Development (vs DirecDng) 
 

“Are you developing people…or just changing how 8ghtly 
you control them?” 

 

This all builds from our understanding of ownership and 
autonomy, and how we adapt as a leader. 
 

Most problems within teams are not caused by a lack of 
care or effort… 
…they’re caused by an ineffec2ve fit between the 
leadership behaviour and the follower’s need! 
 

Leaders oRen swing between two extremes: 
→ Over-Direc2ng:  Control, Clarity, Dependency. 
→ Over-Delega2ng:  Freedom, Ambiguity, Abandonment. 
 

But this is not how you build sustained ownership. 
 

Empowerment is oRen framed as: 
 

§ “Step back more.” 
§ “Give them space.” 
§ “Let them figure it out.” 

 

Applied too quickly and it stops being empowerment and 
starts being abandonment. 
 

They don’t need autonomy… 
…they need appropriate autonomy! 
 
 
 
 
 

 
 

The Leadership Spectrum 
 

People adapt to the environment you create.  Effec2ve 
leadership sits on a developmental con2nuum: 
 

→ Direc2ng:  High guidance, high clarity, low autonomy 
 

→ Coaching:  Guidance & ques2oning, builds thinking 
 

→ Mentoring:  Space & proximity, support available 
 

→ Delega2ng:  Full ownership & accountability 
 
A useful way to determine which to use is to assess 
independence through levels of ability, experience and 
mo2va2on. 
 

§ Low Independence → Needs Direc2on 
§ Developing Independence → Needs Coaching 
§ Establishing Independence → Needs Mentoring 
§ High Independence → Can be Delegated to 

 

Importantly this score is not sta2c, it changes with 
context, confidence, and the environment. 

Firms with high-trust cultures outperform 
low-trust companies by up to 286% in total 
return to shareholders. 

- Harvard Business Review 

In high-performing cultures, accountability 
becomes internal rather than enforced 
through hierarchy. 

- Harvard Business Review 

The most effecHve leaders act as ‘culture 
carriers’, not just decision makers. 
 

- Harvard Business Review 



3. Authority vs Ego 
 

“Are people following your authority…or reac8ng 
to your ego?” 

 

This builds from our understanding of self-leadership and 
emo2onal regula2on, and the impact these have on the 
psychological safety of our teams. 
 

Importantly, we need to understand a dis2nc2on: 
 

§ Authority is given through trust. 
§ Ego is protected through control. 

 

Under pressure, leaders reveal which one they actually 
operate from. 
 

Authority within leadership is not our 2tle or posi2on 
within the hierarchy. 
→ A 2tle only explains where you sit in the organisa2onal 
structure! 
 

It does not guarantee: 
§ Influence. 
§ Trust. 
§ Followership. 
§ Respect. 

 

People may comply due to posi2on…but they only truly 
follow through choice. 
 

People buy-in to other people who buy-in to them! 
 
 
 
 

 
 
From Self to Service 

 
When leaders are driven by Ego: 
→ Feedback becomes personal. 
 

→ Disagreement feels like threat. 
 

→ Standards become inconsistent. 
 

→ People shiR from contribu2on to compliance. 
 
However, when we lead from Service: 
→ Standards stay clear without emo2onal charge. 
 

→ People feel safe to speak honestly. 
 

→ Accountability and trust coexist. 
 

→ Performance becomes sustainable. 
 
The environment changes based on what the leader is 
trying to protect:  Themselves or Others. 

84% of execuHves believe that culture is criHcal to success, but 
only 12% believe their culture is driving the right behaviours. 

- DeloiZe 

Leadership behaviour cascades through organisaHons, with senior 
leaders se[ng norms that are amplified at every level below them. 

- McKinsey and Company 



The Deeper Leadership Responsibility 
 
True authority is built when people want to follow a leader. 
 

This only happens when they experience: 
§ Trust in the leader. 
§ Belief in their development. 
§ Consistency in the standards. 
§ Psychological safety in challenge. 

 

Our leadership in every moment, and from every interac2on, 
shapes the environment. 
 

→ What gets said. 
→ What gets avoided. 
→ How safe people feel to fail. 
→ Whether feedback is honest or filtered. 
 

From this people quickly learn: 
→ whether they are safe to grow. 
→ or only safe when they comply. 
 
 
 
 
 

 
4. Performance & Accountability 
 
 “Does your team perform because of you…or because 

of the culture you’ve built?” 
 
Pressure can drive performance temporarily. 
→ But only culture sustains it. 
 

If you want your team to be accountable, don’t 
confuse it with pressure. 
 

They are not the same. 
§ Pressure is external:  “I have to…” 
§ Accountability is internal:  “I own this…” 

 
When a leader relies too heavily on pressure: 
→ Performance rises in the short term. 
→ But it collapses then the leader is absent. 
 

It creates in the short term what looks like a high 
performing team… 
…but it’s actually a compliance culture. 
 

This is a culture that is easy to spot: 
ü Standards increase when the leader is present. 
ü Urgency disappears when scru2ny is removed. 
ü Performance is driven by fear or consequences. 
 
But it is fragile as compliance only lasts whilst the force 
crea2ng it is present.  

Leadership is about: 
§ Protec2ng people whilst maintaining 

standards. 
§ Separa2ng iden2ty from 

performance outcomes. 
§ Crea2ng clarity without ins2lling 

fear. 
§ Serving the development of others. 

 

If the leader needs to win, the team will 
always lose. 
 

So, we must ask ourselves: 
 

In this moment, am I protec2ng my ego… 
 

…or am I protec2ng the environment my 
team needs to grow? 

Only 30% of U.S. employees and 
13% globally are engaged at work. 
 

- Gallup 

Companies with strong cultures saw 4x higher 
revenue than companies with weak cultures. 
 

- McKinsey & Company 

Culture is not what we say, it is what 
we do and tolerate every day. 
 

- Harvard Business Review 



A Courageous Culture 
 
When people have ownership: 
 

→ Standards remain consistent without supervision. 
→ Accountability becomes self-generated. 
→ Performance is stable under pressure and absence. 
 

Pressure is not the problem! 
 

It’s pressure with the absence of support. 
 
Leaders are accountable for the environment, not just the 
outcomes. 
 

This includes: 
§ Clarity of expecta2ons. 
§ Consistency of standards. 
§ Emo2onal safety. 
§ Communica2on quality. 
§ Resourcing and support. 
§ Behavioural modelling. 

 

You cannot demand performance, whilst ignoring the 
condi2ons required to produce it. 
 

Sustainable performance cultures require two things in 
balance: psychological safety and standards. 
 

§ Without safety → people withdraw. 
 

§ Without standards → people driR. 
 
 
 
 
 

The strongest cultures are not the ones where the leader gets 
results by exer2ng more pressure… 
…they are the ones where pressure is no longer needed to 
sustain performance. 
 

By that point: 
→ Standards are shared. 
→ Accountability is internal. 
→ Trust is established. 
→ Ownership is cultural. 
 

It all comes from shiRing leadership from enforcing 
performance… 
…to sustaining the environment where performance becomes 
inevitable.. 

 

Partner with LAMDA SoluDons 
 
At LAMDA Solu+ons, we work with 
organisa+ons to develop confident, 
capable middle leaders who can drive 
performance and shape culture. 

We offer: 
§ Targeted leadership development programmes for middle leaders. 
§ One-to-one coaching to support individual growth and 

performance. 
 

If you’re looking to invest in your leaders…or your own development…reach 
out via LinkedIn (either directly to me or through LAMDA Solu+ons). 
 

We can start a conversa+on to explore how we might work together. 


