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IASPA " presentation Overview

What is Trauma?

What Tools Do Leaders Have to Address Trauma?

What Are Our Own Experiences with Trauma?

How Can Our Own Experiences With Trauma Positively Impact Our Ability to
Lead?
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Trauma is...

The experience of severe psychological and / or physical
distress following any event that threatens one’s life,
psychological and physical wellbeing, or social belonging:

Sufferers may develop emotional disturbances such as:
- Anxiety

- Depression

- Anhger

- Extreme Sadness
- Survivor’s guilt

- PTSD
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Types of Trauma

- Acute: resulting from a single stressful event.

- Chronic: resulting from ongoing, repeated exposure to a
single or multiple trauma events over a long period of
time.

- Complex Trauma: resulting from negative experiences
within interpersonal relationships. Complex trauma can
often have a severe impact on the person’s mental and
psychological health.
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Trauma-Informed
Resilience-Oriented
Leadership Framework

Source: National Council for Behavioral Health



TIRO Leadership Framework

Adaptive Leadership Elements
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The National Council’s Framework for Trauma-informed, Resilience-Oriented (TIRO) Leadership



https://ncsacw.samhsa.gov/userfiles/files/SAMHSA_Trauma.pdf
https://ncsacw.samhsa.gov/userfiles/files/SAMHSA_Trauma.pdf
https://ncsacw.samhsa.gov/userfiles/files/SAMHSA_Trauma.pdf
https://corporatefinanceinstitute.com/resources/careers/soft-skills/adaptive-leadership/
https://corporatefinanceinstitute.com/resources/careers/soft-skills/adaptive-leadership/

TRAUMA-INFORMED, RESILIENCE-ORIENTED CARE
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The National Council’'s Framework for Trauma-Informed, Resilience-Oriented
Leadership

eSafety - physical, psychological,
emotional, and social

*Trustworthiness and
transparency - among staff,
clients/patients, family
members, and partners

ePeer support and mutual self-
help

*Collaboration and mutuality -
partnering to level power
differentials

*Empowerment, voice, and
choice - for staff,
clients/patients, family
members, and partners

*Confronts cultural,
historical, and gender
issues to promote
meaningful inclusion

eDiversity, equity, and inclusion
as central principles

*Safety includes physical,
psychological, and emotional
considerations

*Opportunities for collaboration
without punishment for failure

eDare to Lead™ Heart of Daring
Leadership principles (Brown,
2018) - courage and
vulnerability, self-awareness and
self-love, rewarding brave work,
touch conversations, and whole
hearts

Trauma-
Informed
Principles

(SAMHSA, 2014)

Fostering
Supportive
Environments

Adaptive
Leadership Skills
for Managing
Change

Implementation
Strategies for
Organizational
Change (adapted
from Kotter, Inc.,
2019)

*Advocacy vs. inquiry
eDiscussion vs. dialogue
*Getting on the balcony
eldentifying the adaptive change
*Stepping into the void: Risk and
courage
*Creating a holding environment
eMaintain focused attention
*Give the work back to the team
eProtect all voices
*Reset

*Gain commitment from
organizational leadership

eDevelop a Core Implementation
Team (CIT)

*Build consensus

*Create a shared vision

eCommunicate for buy-in

*Assess the organization

*Develop a plan

*Create a monitoring system

*Take action

NATIONAL COUNCIL FOR BEHAVIORAL HEALTH | TRAUMA-INFORMED, RESILIENCE-ORIENTED CARE

Copyright: National Council for Behavioral Health. May not be reproduced in whole or part without express permission.
Contact: Communications@TheNationalCouncil.org or 202.684.7457.
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Adaptive Leadership Skills

Advocacy v.s Inquiry

Discussion vs. Dialogue

Getting Back on the Balcony

Indentify the Adaptive Change

Stepping in the Void: The Skill of Risk and Courage
Creating a Holding Environment

Maintained Focued Attendition

Give the Work back to the Team

Protect all voices

Reset



Adaptive Leadership Skills for Managing Change
Adapted from: Blau, G. & Mcgrab, P (2010). The Leadership Equation: Strategies for Individuals Who are Champions for Children, Youth and Families. And,
Georgetown University Center for Child and Human Development (2012). Georgetown University Leadership Academy Leading in Challenging Times Curriculum.

Advocacy is stating a point of view and urging action. Inquiry involves asking questions,
clarifying information, and sensing processes. Leadership requires both, but balance is
important. High advocacy and low inquiry translate into explaining or telling. When inquiry is
stronger, a leader spends more time interviewing and asking. Low inquiry and low advocacy
yield observation. Finally, high advocacy and high inquiry generate mutual learning. Each
combination has a proper time and place; learn when to prioritize each skill.

Both discussion and dialogue have their place in leading change. The skill for the leader is to
know when to use each approach. When leading a discussion, the facilitator has already
identified the challenge and solution and seeks input from others. When engaged in a dialogue,
the leader enables the group to define the challenge and brainstorm the best solution. While a
dialogue may be more collaborative, consider when discussion may be more productive.

To manage change, leaders may need to step back from the issue at hand and “get on the
balcony” to see the context of the challenge in front of them. From this position, identify
differences in values and behavior, recognize patterns of work avoidance, and watch for
unproductive reactions to change.

An adaptive challenge is difficult to identify, requires changes in values, beliefs, and approaches
to work, and does not have a quick fix. Leaders must be able to spot these challenges to be able
to address them. Start by recognizing the need for a collective sense of responsibility and the
requirements for developing new competencies. Then, lead staff to work collectively to address
these types of challenges.

Leaders must be willing to take risks and have the courage to put the adaptive challenge on the
table. “Stepping into the Void” means seeing the opportunity to say what needs to be said-
knowing there will be tension and yet putting it on the table anyway so that the adaptive
challenge can be resolved. Have courage and take the risk to address challenges transparently
and collaboratively.

Leaders are able to regulate distress by creating a holding environment: a place where difficult
challenges can be discussed safely, where diversity of opinion is welcome, where experiences,
values and assumptions are shared and challenged, and where stress is expected and tolerated.
Regulate your own personal emotional response in order to manage organizational distress,
tolerate uncertainty and frustration, and to facilitate a learning process.

Leaders must use conflict as a source of creativity. |dentify distractions immediately and move
to regain focus. The strongest leaders do not engage in work avoidance behaviors such as
scapegoating, denial, focusing on technical issues, or focusing on individual action.

TRAUMA-INFORMED, RESILIENCE-ORIENTED CARE

Copyright: National Council for Behavioral Health. May not be reproduced in whole or part without express permission.
Contact: Communications@TheNationalCouncil.org or 202.684.7457.
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Leaders share responsibility for the work of change with their team. Allow the team to take the
initiative to define and solve problems and support the team, rather than control them. Instill
confidence in the team so that they will take risks and support the team to learn from their
mistakes

Give the
Work Back
to the Team

Protect All
Voices

Resetting requires leaders to identify their top values and what values need to be embedded in
the transformation process. Stay focused on what matters and what drives your work.

Trauma-Informed Leadership Sources and References
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What Are Our
Own
Experiences
with Trauma?
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Early
Death

Disease,
Disability, and
Social Problems

Social, Emotional, and
Cognitive Impairment

Disrupted Neurodevelopment

Adverse Childhood Experiences

Conception

Mechanism by Which Adverse Childhood Experiences
Influence Health and Well-being Throughout the Lifespan

This Photo by Unknown author is licensed under CC BY-SA-NC.



https://traumainformedschoolpractices.pressbooks.com/chapter/chapter-3/
https://creativecommons.org/licenses/by-nc-sa/3.0/

ASPA ACES Study Findings

nois Association of School
Personnel Administrators

More than 25% grew up in a
household with an alcoholic or
drug user

Of the 17,000+ respondents... 25% had been beaten as children

source: Adverse Childhood
Experiences (ACE) Study.
Information available at
http://www.cdc.gov/ace/index.h
tm

Two-thirds had 1 adverse
childhood event

1in 6 people had four or more
ACES



http://www.cdc.gov/ace/index.htm
http://www.cdc.gov/ace/index.htm
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Lack of physical activity Smoking Alcoholism Drug use Missed work

/" PHYSICAL & MENTAL HEALTH S ONONONON

Severe obesity Diabetes Depression Suicide attempts

Heart disease ‘ Cancer ‘ Stroke Broken bones



IASPA Take the ACES Quiz...
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ACES Pyramid - Updated Version
IASPA > °

Death

Early
Death

Disease,
Disability, &
Social Problems

Adoption of
Health Risk Behavior

Social, Emotional,
& Cognitive Impairment
Disrupted Neurodevelopment

Adverse Childhood Experiences
Social Conditions / Local Context

Generational Embodiment / Historical Trauma
This Photo by Unknown author is Conception

. : Mechanism by which Adverse Childhood Experiences
licensed under CC BY-NC. Influence Health and Well-being Throughout the Lifespan



https://kpu.pressbooks.pub/nevr/chapter/chapter-19/
https://creativecommons.org/licenses/by-nc/3.0/

How Can Our
Experiences
With Trauma
Positively
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Abllity to Lead?
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Your ACEs and Leadership
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Next Steps for Leaders....




TASPA Signs of Employee Trauma

Decline in Performance
Forgetfulness

Task Avoidance

Poor Concentration
Hypervigilance
Absenteeism and Tardiness
Detachment

Socilal withdrawal

POOr presenteeism

| 0oss of motivation
rritability with co-workers
Afraid to make decisions




TASPA How to Respond to Employees
Dealing with Trauma

Share your observations

Refer employee to EAP program

~ollow up with employee as needed

f trauma iIs a result of workplace experiences, resolve the

oroblem

f job performance is impacted due to possible trauma

o |dentify the specific areas of concerns and the behaviors
assoclated with the decrease in job performance.

o Refer employee to EAP program or other supports are
needed.

o Provide specific recommendations and supports to increase

Jjob performance.

o Monitor job performance and provide feedback as necessary.
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