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Setting the Stage: Applying a Trauma Lens
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• _______________ event or series of events

•   Lack of actual or perceived _______________ in the 

harmful situation

• Violation of _______________ and _______________

• Disruption in the _______________

Types of Trauma

• _______________ – Those specific, identifiable, and hurtful 

events that create autonomic and powerful responses in our 

body. 

• _______________ – Less memorable but hurtful 

misfortunes of childhood. 

• _______________– Events that cause temporary distress 

but which our bodies can adapt and recover within a 

reasonable period. 

≠ TRAUMA 

What Characterizes Trauma?



Setting the Stage: Applying a Trauma Lens
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Collective Trauma

Syndemic Trauma

Trauma and the Current Workforce

In our field, we are likely working with families every 
day who have experience capital “T” trauma.

Many of us and our staff have experienced their 
own capital “T” trauma or small “t” trauma.

These experiences impact how we connect and 
relate with another, causing tension and frustration.

Notes



Traumatic Stress Response Cycle

Why is this important?
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• _________________________ the widespread impact of 

trauma and understand paths for recovery;

• _________________________ the signs and symptoms of 

trauma in patients, families, and staff;

• _________________________ about trauma into policies, 

procedures, and practices; and

• Actively _________________________.

What is Trauma-Informed Care?
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Trauma-informed care seeks to:

SAMHSA’s Key Principles of a Trauma-Informed Approach

Safety
Trustworthiness 

and 
Transparency

Peer Support

Collaboration 
and Mutuality

Empowerment, 
Voice, and 

Choice

Cultural, 
Historical, and 
Gender Issues



What Does it Mean to be a Trauma-

Informed Leader? 
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A Trauma-Informed Leader…

The Four Pillars of Trauma-Informed Leadership

and



• __________________ - Freedom from threats of violence, whether from 

self or others. 

• __________________ - The ability to be safe within one’s own identity 

and the sense of feeling safe with other people and in one’s community. 

Safety
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Types of Safety

Psychological Safety is:

Psychological Safety is NOT:

The Role of Safety in Trauma and Trauma-Informed Leadership



• Encourages __________________ 

• Enables __________________ 

• Supports __________________

• Mitigates __________________

• Promotes __________________ 

• Removes __________________ to 

pursuing goals 

• Increases __________________

Safety
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The Benefits of Psychological Safety

Low Standards High Standards

High Psychological 

Safety

Low Psychological 

Safety

Psychological Safety and Team Engagement

How Leaders Can Cultivate Psychological Safety in Their Teams
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Choosing to risk making something you value __________________ to 

another person’s actions.

Trust and Transparency
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Trust Defined

BRAVING

The Role of Trust in Trauma and Trauma-Informed Leadership

Notes



Trust and Transparency
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Increasing Trust and Transparency

The Benefits of Cultivating Trust and Transparency

✓ Consistency – checking in, following up

✓ Have the hard conversations

✓ Question (and encourage staff to question) the “stories we tell ourselves”

✓ Doing what you say you will do (being dependable and consistent)

✓ Being approachable and friendly (people trust leaders they like)

✓ Championing authenticity, empathy, and humanity

✓ Showing support for your team members, even when they make mistakes 

(and admitting to your own)

✓ Balancing the need for individual confidentiality with organizational 

transparency



Autonomy
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The Role of Autonomy in Trauma and Trauma-Informed Leadership

The Benefits of Championing Autonomy

Strategies to Increase Autonomy



Autonomy
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Notes

• Areas that we cannot change. We might be able to 
write letters or state our preferences in open 
forums, but our influence is indirect at best.

Zone of

_____________

• Areas where we can provide direct input, but we 
do not make the final decision. These are likely 
areas in which we advocate for staff at our Senior 
Leadership/Board level or with the various funding 
sources through ongoing meetings, etc.

Zone of 

_____________

• Areas that we have complete power over and 
should be the areas in which we spend most of our 
time and energy

Zone of 

_____________

Setting the Stage



Connection and Relationships
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Facilitate Opportunities for Social Support

The Role of Connections and Relationships in Trauma and 

Trauma-Informed Leadership

Social support refers to activities that allow team members to remain 

_________________________, especially at times of emotional turmoil (e.g., 

when conflict arises). 

The Benefits of Cultivating Connections and Relationships



Connection and Relationships
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Additional Strategies to Build Connections and Relationships

Boundaries



Next Steps
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❖ Review the handout, How to Foster Psychological Safety on Your 

Teams, and note your key takeaways.

❖ Complete the Trauma-Informed Leadership Self-Assessment for your 

own reflection and identify one to two areas that you’d like to focus 

on in the coming months.

❖ Review the “BRAVING” worksheet and reflect on your strengths and 

areas to grow.

https://www.caltrin.org/wp-content/uploads/2022/09/Actions-for-Psychological-Safety.pdf
https://www.caltrin.org/wp-content/uploads/2022/09/Actions-for-Psychological-Safety.pdf
https://www.caltrin.org/wp-content/uploads/2023/08/TIL-Self-Assessment.pdf
https://www.caltrin.org/wp-content/uploads/2022/09/DTL_BRAVING_102221-1.pdf


Resources

❖ The Fearless Organization: Creating Psychological Safety 

in the Workplace for Learning, Innovation, and Growth by 

Amy C. Edmondson

❖ The Myth of Normal: Trauma, Illness, and Healing in a 

Toxic Culture by Gabor Maté, MD and Daniel Maté

❖ Set Boundaries, Find Peace: A Guide to Reclaiming 

Yourself by Nedra Glover Tawwab 

❖ Inclusion on Purpose: An Intersectional Approach to 

Creating a Culture of Belonging at Work by Ruchika T. 

Malhotra

❖ Dare to Lead: Brave Work. Tough Conversations. Whole 

Hearts. by Brené Brown

❖ Teaming: How Organizations Learn, Innovate, and 

Compete in the Knowledge Economy by Amy C. 

Edmondson

❖ Video: Offering Social Support

❖ Behaviors and Actions of Trauma Informed Leaders

❖ Languages of Appreciation Quiz
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https://www.amazon.com/Fearless-Organization-Psychological-Workplace-Innovation/dp/1119477247/ref=sr_1_1?dib=eyJ2IjoiMSJ9.dm0E3IlCSA0cNVP9liXBVt6LJZvZcNiVyXovNc5-Rh4hkoCxl_SbHf6MwTmSG3xXBepvXxKLjHSnEOqH5Rbn3UlSL9KPJU-0K4dtOKYGMIOhUVEnml-1EkRScYEIu1KBmpRgZXgtI--uh7WtKn12S1PZr4tC55viw572ReSYSSWnCPN5woc4BDcBSHYUIZQaYhwPg_7EmHV2FsBbaNNTwPa3w1uyRHTJqgemZmnqL0Y.GtFggnCBJwtdidZOCE9oVmC9CB6YTazJXxOMYlnyFOo&dib_tag=se&gclid=CjwKCAjwsMGYBhAEEiwAGUXJaRpzAAfwMY2_p4NoqDhZk1FbvR5V2cQao-0UioK_1bxSEatvHiGOkxoC5twQAvD_BwE&hvadid=397056077277&hvdev=c&hvlocphy=1015695&hvnetw=g&hvqmt=e&hvrand=11625433650967492874&hvtargid=kwd-634046129204&hydadcr=22591_10348034&keywords=the+fearless+organization+book&qid=1725382875&sr=8-1
https://www.amazon.com/Fearless-Organization-Psychological-Workplace-Innovation/dp/1119477247/ref=sr_1_1?dib=eyJ2IjoiMSJ9.dm0E3IlCSA0cNVP9liXBVt6LJZvZcNiVyXovNc5-Rh4hkoCxl_SbHf6MwTmSG3xXBepvXxKLjHSnEOqH5Rbn3UlSL9KPJU-0K4dtOKYGMIOhUVEnml-1EkRScYEIu1KBmpRgZXgtI--uh7WtKn12S1PZr4tC55viw572ReSYSSWnCPN5woc4BDcBSHYUIZQaYhwPg_7EmHV2FsBbaNNTwPa3w1uyRHTJqgemZmnqL0Y.GtFggnCBJwtdidZOCE9oVmC9CB6YTazJXxOMYlnyFOo&dib_tag=se&gclid=CjwKCAjwsMGYBhAEEiwAGUXJaRpzAAfwMY2_p4NoqDhZk1FbvR5V2cQao-0UioK_1bxSEatvHiGOkxoC5twQAvD_BwE&hvadid=397056077277&hvdev=c&hvlocphy=1015695&hvnetw=g&hvqmt=e&hvrand=11625433650967492874&hvtargid=kwd-634046129204&hydadcr=22591_10348034&keywords=the+fearless+organization+book&qid=1725382875&sr=8-1
https://www.amazon.com/Myth-Normal-Illness-Healing-Culture/dp/0593083881
https://www.amazon.com/Myth-Normal-Illness-Healing-Culture/dp/0593083881
https://www.amazon.com/Set-Boundaries-Find-Peace-Reclaiming/dp/0593192095
https://www.amazon.com/Set-Boundaries-Find-Peace-Reclaiming/dp/0593192095
https://www.amazon.com/Inclusion-Purpose-Intersectional-Approach-Belonging/dp/0262046555
https://www.amazon.com/Inclusion-Purpose-Intersectional-Approach-Belonging/dp/0262046555
https://www.amazon.com/Dare-to-Lead-Brene-Brown-audiobook/dp/B07DJYFLX8/ref=sr_1_1?dib=eyJ2IjoiMSJ9.aUsfWIuVnb37eSOisc1e-fjBPbunX6-bczzgL9E6QAbVv--B825vadpZ7QfgqyCLSXVR0DCZb26JItchmya4UIP7GuKKukkjziQY5EvuCBNZjWf6u6ACn1p2pDMkWzjycqfpCDcEyf8hPvW6JS1sKnc4kdyhOD2Jw7rIV5WOHUUf9oP5ZOju1ATT9zBBOrO4K2mUflHdYnLF4FIwafJuQmbsdWmdDBxteRkJiS1NE2E.JBd_MXWvhTqcmrkNi-_UqNq7m6hNSfdqR66RG_dXeTM&dib_tag=se&hvadid=570436970049&hvdev=c&hvlocphy=9032944&hvnetw=g&hvqmt=e&hvrand=9935351780242686581&hvtargid=kwd-644746515110&hydadcr=27917_14512675&keywords=dare+to+lead+book+by+brene+brown&qid=1725387193&sr=8-1
https://www.amazon.com/Dare-to-Lead-Brene-Brown-audiobook/dp/B07DJYFLX8/ref=sr_1_1?dib=eyJ2IjoiMSJ9.aUsfWIuVnb37eSOisc1e-fjBPbunX6-bczzgL9E6QAbVv--B825vadpZ7QfgqyCLSXVR0DCZb26JItchmya4UIP7GuKKukkjziQY5EvuCBNZjWf6u6ACn1p2pDMkWzjycqfpCDcEyf8hPvW6JS1sKnc4kdyhOD2Jw7rIV5WOHUUf9oP5ZOju1ATT9zBBOrO4K2mUflHdYnLF4FIwafJuQmbsdWmdDBxteRkJiS1NE2E.JBd_MXWvhTqcmrkNi-_UqNq7m6hNSfdqR66RG_dXeTM&dib_tag=se&hvadid=570436970049&hvdev=c&hvlocphy=9032944&hvnetw=g&hvqmt=e&hvrand=9935351780242686581&hvtargid=kwd-644746515110&hydadcr=27917_14512675&keywords=dare+to+lead+book+by+brene+brown&qid=1725387193&sr=8-1
https://www.amazon.com/Teaming-Organizations-Innovate-Compete-Knowledge/dp/078797093X/ref=sr_1_1?dib=eyJ2IjoiMSJ9.vhlrqU5ijOXzm7tlhajqAVRYHuE5fOMMuTKkurpEPmELYtMnGovWU42dalCzzRkJB0laBT3J7_mTYS0znT2Zo3WefWElaFYHRZQC10nUyraIyfrWnaOqGaJ3ZDTBbH_oZAKKxuTg2i8XBEkr1lN2OxxEsFXyLWeUlRaoh7YVk2N6vH3W0Kj5sMD2lyQfiwxg0FGGXtoZ2HsyHLcMvD6a1HIkWdHkpatijIrz7Fb8--c.3kU5huixKzLATpbkZkBg6q9S1JqUqs4kZJ4a6-1atUg&dib_tag=se&hvadid=580712020549&hvdev=c&hvlocphy=9032944&hvnetw=g&hvqmt=e&hvrand=11146679593053929266&hvtargid=kwd-352367854929&hydadcr=21904_13324237&keywords=teaming+by+amy+edmondson&qid=1725389935&sr=8-1
https://www.amazon.com/Teaming-Organizations-Innovate-Compete-Knowledge/dp/078797093X/ref=sr_1_1?dib=eyJ2IjoiMSJ9.vhlrqU5ijOXzm7tlhajqAVRYHuE5fOMMuTKkurpEPmELYtMnGovWU42dalCzzRkJB0laBT3J7_mTYS0znT2Zo3WefWElaFYHRZQC10nUyraIyfrWnaOqGaJ3ZDTBbH_oZAKKxuTg2i8XBEkr1lN2OxxEsFXyLWeUlRaoh7YVk2N6vH3W0Kj5sMD2lyQfiwxg0FGGXtoZ2HsyHLcMvD6a1HIkWdHkpatijIrz7Fb8--c.3kU5huixKzLATpbkZkBg6q9S1JqUqs4kZJ4a6-1atUg&dib_tag=se&hvadid=580712020549&hvdev=c&hvlocphy=9032944&hvnetw=g&hvqmt=e&hvrand=11146679593053929266&hvtargid=kwd-352367854929&hydadcr=21904_13324237&keywords=teaming+by+amy+edmondson&qid=1725389935&sr=8-1
https://www.youtube.com/watch?v=NSbSG-MYdJQ
https://traumainformedoregon.org/wp-content/uploads/2020/08/Research-Notes-Behaviors-and-Actions-of-Trauma-Informed-Leaders.pdf
https://www.caltrin.org/wp-content/uploads/2023/08/Languages-of-Appreciation-Quiz.pdf
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