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The Foundation of Growth is Understanding™
Trained to stay calm, think creatively, and build unshakeable trust under pressure—

now we bring that approach to wellness. Through coaching, neuroscience, and
human-centered tools, we help you and your team adapt and thrive.

The Story of Marcus…

Marcus slumped in his office chair, staring at the latest engagement survey results.
His team's scores had tanked—again. But it wasn't the numbers that haunted him. It
was the comment from an anonymous team member: "Our manager cares more
about looking good to leadership than having our backs."

He'd thought he was being strategic. When Sarah's project hit roadblocks, he'd
deflected blame upward to protect his reputation with the executive team. When Tom
asked for backup on a controversial decision, Marcus had stayed silent in the
leadership meeting. He told himself it was just "being politically smart." But now his
team was hemorrhaging talent, and he couldn't figure out why.

Marcus had it backwards. He was protecting his reputation at the expense of his team
—and ironically, destroying both in the process.

Leadership as Shield, Not Spotlight
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Gallup's 2025 State of the Global Workplace reveals that only 32% of U.S. employees
are engaged at work, with manager engagement dropping from 30% to 27%
globally GallupUNLEASH. The research is clear: managers account for 70% of the
variance in team engagement Mo, making leadership behavior the single most critical
factor in workplace performance.

But here's where it gets interesting. Harvard researcher Amy Edmondson's
groundbreaking work on psychological safety—the belief that you won't be punished
for speaking up, making mistakes, or taking interpersonal risks—shows it's the
strongest predictor of team performance Harvard Business School. Google's Project
Aristotle found that teams with strong psychological safety report 27% higher
productivity and 40% higher engagement levels The HR Digest.

When leaders prioritize protecting their own reputation, they create the opposite
environment. Research shows that low psychological safety combined with
inauthentic leadership increases defensive decision-making, where employees don't
decide in the organization's best interest but opt for personally safer
alternatives ScienceDirect. Defensive leadership behaviors—like blame-shifting,
withdrawing support, or controlling information to look good—damage trust and
undermine team performance Talogy.

The counterintuitive truth? Leaders who take calculated risks by extending trust and
supporting their teams actually build stronger reputations through demonstrated
competence, benevolence, and integrity Smiles at Work. Your reputation becomes a
byproduct of your team's success, not something you protect at their expense.

Tips for Change

For Individual Leaders:

Model vulnerability first. Start your next team meeting by acknowledging a mistake
you made or a decision you're uncertain about. When you admit "I don't have all the
answers on this project," you give permission for others to be honest about their own
challenges.
Take public accountability for team failures. Next time something goes wrong,
practice this phrase with leadership: "That's on me. Here's what I'm doing to fix it."

https://www.gallup.com/workplace/692954/anemic-employee-engagement-points-leadership-challenges.aspx
https://www.unleash.ai/employee-experience-and-engagement/gallups-2025-state-of-the-workforce-report-4-things-hr-needs-to-know/
https://mo.work/insights/gallups-state-of-the-global-workplace-2025-our-key-insights/
https://www.library.hbs.edu/working-knowledge/four-steps-to-build-the-psychological-safety-that-high-performing-teams-need-today
https://www.thehrdigest.com/why-psychological-safety-is-the-strongest-predictor-of-team-performance
https://www.sciencedirect.com/science/article/pii/S0148296325000633
https://talogy.com/en/blog/the-importance-of-understanding-a-leaders-defensive-behaviors/
https://happily.ai/blog/the-hidden-truth-about-workplace-vulnerability-why-leaders-are-building-trust-all-wrong/amp/


Then privately work with your team on solutions. Your team will remember who had
their back when it mattered.
Redirect credit downward. When executives praise your work, respond with specific
team member contributions: "Sarah's data analysis made this possible" or "Tom's
client relationship saved this deal." Your reputation grows stronger when others see
you developing talent.

For Teams:

Create a "failure debrief" ritual. After projects, dedicate 15 minutes to discussing
what went wrong without blame. Have the team leader share their mistakes first,
establishing that learning matters more than looking good.
Establish upward feedback channels. Implement anonymous quarterly surveys
asking: "Do you feel your manager supports you publicly?" and "Can you disagree
with leadership without career consequences?" Share results transparently and act
on patterns.
Celebrate "smart risks" regardless of outcome. When team members try
innovative approaches that fail, recognize the attempt publicly. This signals that
growth matters more than perfection and builds the psychological safety that drives
real performance.

For Organizational Leaders:

Audit for defensive leadership. Review exit interview data for patterns like "lack of
support," "thrown under the bus," or "political maneuvering." These phrases indicate
leaders prioritizing reputation over team protection.

Rewrite performance metrics. Add "team psychological safety scores" and "direct
report development" to leadership evaluations. What gets measured gets managed—
make team advocacy a promotion requirement, not team performance alone.

Model the behavior at the top. In executive meetings, publicly acknowledge when
you need your team's help or expertise. Share how specific team members influenced
your decisions. Senior leadership sets the tone for the entire organization.



🔷 Final Thought:

The strongest reputations in leadership aren't built by self-protection—they're earned
by protecting others. When you stop worrying about looking good and start ensuring
your team feels safe to perform, challenge, and grow, something remarkable
happens: your reputation takes care of itself. The question isn't whether you'll be
judged as a leader. The question is whether you'll be remembered as someone who
used their position as a shield for their team, or as a spotlight for themselves.

P.S. I'm currently training in neurofeedback techniques and will be offering support services
soon. If you're interested in exploring how this technology might benefit you or your team, feel
free to reach out – I'm building a waiting list for interested folks. No pressure, just
possibilities.

Waitlist

Free Wellness Assessment!

Want to see where your personal
wellness stands—without the
overwhelm? We created a free
Pinnacle Wellness Assessment to help
you identify strengths, spot burnout
early, and make aligned adjustments.

✨ Built for busy professionals
🧭 Takes less than 15 minutes
📈 Gives clear, strengths-based

insights
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Take the Assessment

InkWell™
For the Thinkers and the Forgetters.

Transform thoughts → insights →
action with our science-backed digital
journaling and manifesting app.

Get AI-powered support from "Sophy",
connect with verified coaches, or bring
your own trusted professional for
growth that creates real change.

🖋️ Simple intuitive interface
🌤️ Support at everystep

🧠 Learns your habits and give insight

Join InkWell!

Know someone who may benefit from this? Click the link below!

Click to share with anyone who may find this helpful.

Want to explore habit-building in depth or learn about CBT-powered coaching
strategies?

Click on Pegasus Realm for organizations, or coaching for yourself.

https://pegasusrealm.com/pinnacle-wellness-assessment/
https://inkwelljournal.io/
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