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Trauma-Informed 
Leadership: The 

Balance of Compassion 
and Accountability, 

Part 2
Lisa Conradi, Psy.D.

Executive Director, Chadwick Center for Children 
and Families and Independent Consultant

What are we going to talk about today?

Check-in and follow-up 
regarding building 
psychological safety in 
teams

Identify concrete strategies 
to assist in building trust 
and transparency in teams

Homework 
Review

Has anyone implemented any of 
the suggestions on creating 
psychological safety in teams that 
were either discussed with the 
larger group or on the Jamboard?

Please share your experiences 
and/or reflections by raising your 
hand or type them in the chat
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A Trauma-Informed Leader…
• Creates physically and psychologically 

safe teams and environments
• Builds trust between and among team 

members
• Facilitates multiple opportunities for 

transparent communication
• Engages in the “tough” conversations 

when needed
• Demonstrates compassion for staff 

experiences
• Holds staff accountable with clear 

boundaries and expectations
• Has a space to be vulnerable and take 

care of themselves

Trauma-
Informed 
Leadership 
Process

Acknowledging the 
Systems in Which Staff Live 

and Work

Cultivating Staff 
Engagement in the Work

Building a Foundation of 
Safety and Trust

Building a Foundation 
of Safety and Trust
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Trust and 
Transparency

Organizational operations and 
decisions are conducted with 
transparency and the goal of 
building and maintaining trust 
among staff, clients, and family 
members of those receiving 
services.

Trust Defined

Choosing to risk making 
something you value 
vulnerable to another 
person’s actions.

Feltman, 2021, p. 9

BRAVING Components
• Boundaries: You respect my boundaries, and 

when you’re not clear about what’s okay and not 
okay, you ask. You’re willing to say no.

• Reliability: You do what you say you’ll do.  At 
work, this means staying aware of your 
competencies and limitations, so you don’t 
overpromise and are able to deliver on 
commitments and balance competing priorities.

• Accountability: You own your mistakes, 
apologize, and make amends.

• Vault: You don’t share information or 
experiences that are not yours to share.  I need 
to know that my confidences are kept, and that 
you’re not sharing with me any information 
about other people that should be confidential.

Brown, 2018
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BRAVING, Continued
• Integrity: You choose courage 

over comfort. You choose what is 
right over what is fun, fast, or 
easy.  And you choose to practice 
your values rather than simply 
professing them.

• Nonjudgment: I can ask for what 
I need, and you can ask for what 
you need.  We can talk about 
how we feel without judgement.  
We can ask each other for help 
without judgment. 

• Generosity: You extend the most 
generous interpretation possible 
to the intentions, words, and 
actions of others.

BRAVING Activity
Review the  components of BRAVING 
described previously

In breakout groups – discuss the following 
questions:

• Which of the “BRAVING” components 
comes easiest to you?

• Which of the “BRAVING” components 
are more challenging?

• Are there any themes that showed up in 
the group?

Report out

Increasing Trust
• 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)
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Strategy for Building Trust: Managing 
Staff Conflict and Having Difficult 

Conversations 

Provide Feedback
• Positive feedback - Reinforces good behaviors 

by telling people when and how they have done 
a good job. By acknowledging a job well done or 
a good behavior, people are more likely to feel 
appreciated and repeat those behaviors.

• Negative Feedback - Information about a 
person’s areas for improvements. This type of 
feedback should always be respectful and 
constructive. Negative feedback provides people 
with valuable information about areas for 
improvement so that the feedback recipient can 
clarify expectations and use feedback to 
improve. 

Feedback Self-Reflection 
and Report Out

Take 2 minutes to reflect on the following questions 
and share your thoughts with the group (either by 
raising your hand or in the chat): 
• For you, what is the most challenging part of 

having difficult conversations?  What are you most 
afraid of?

• What do you imagine will happen when you need 
to provide staff with feedback?
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How do you know when you’re ready to give 
feedback?

• I’m ready to sit next to you, rather than across from you
• I’m willing to put the problem in front of us, rather than between us
• I’m ready to listen, ask questions, and accept that I may not fully 

understand the issue
• I’m ready to acknowledge what you do well, rather than just picking apart 

your mistakes
• I recognize your strengths and how you can use them to address your 

challenges
Adapted from Brene Brown, Dare to 
Lead

I am Ready to 
Give Feedback 
When…

• I can hold you accountable 
without shaming or blaming

• I am open to owning my part
• I can genuinely thank somebody 

for their efforts rather than just 
criticizing them for their failings

• I can talk about how resolving 
these challenges will lead to 
growth and opportunity

• I can model the vulnerability and 
openness that I expect to see 
from you

Adapted from Brene Brown, Dare to 
Lead

Language to 
Use When 
Providing 
Difficult 
Feedback

• Here is the situation.  Here are the 
challenges in the situation. Something needs 
to change. 

• Our organization needs someone who XX in 
this role.  I would like for that person to be 
you, but we will need to do some work to get 
there.

• I know this is a difficult conversation.  It’s not 
easy for either of us, but it’s important that 
we discuss these issues.

• Tell me what about this feedback resonates 
with you?  How can we work together for 
things to be better?
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Helpful Phrases to Use Engaging in a Difficult 
Conversation

• The story I’m telling myself is…
• I’m curious about
• Tell me more
• That’s not my experience
• I’m wondering
• Help me understand
• Walk me through
• Tell my why this doesn’t fit/work for you
• What problem are we trying to solve?

Adapted from Brene Brown, Dare to 
Lead

How to Set Boundaries during 
a Difficult Conversation

• I know this is a tough conversation.  Being 
angry is okay.  Yelling is not okay.

• I know we’re tired and stressed. This has been 
a long meeting.  Being frustrated is okay. 
Interrupting people and rolling your eyes is 
not okay.

• I appreciate the passion around these 
different opinions and ideas.  The emotion is 
okay. Passive-aggressive comments and put-
downs are not okay.

Adapted from Brene Brown, Dare to 
Lead

Trauma-Informed Leadership 
Self-Reflection, Part 1

First, take a couple of minutes to rate the following 
statements 1-5, with 1 = “This is NEVER true for my team” to 5 
= “This is ALWAYS true for my team”

• Team members feel comfortable both setting and 
respecting each other’s boundaries

• Team members do what they say they will do

Note your responses as well as reasons why you provided the 
rating that you did.
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Breakout 
Room 

Discussions, 
Part 1

You will now be divided into breakout rooms of 5-6 
participants each.  Once you go into the breakout 
room, discuss the following and have one 
participant note your responses in the Jamboard
link:

• What are some ways in which you and your 
team members show that they feel 
comfortable setting and respecting each 
other’s boundaries? What are some specific 
things you can do to support yourself and 
your team members in setting boundaries?

• What are ways in which you and your team 
members do what they say they will do? 
What works and what are opportunities for 
improvement?

After 10 minutes, we’ll come back to the larger 
group for a brief report out

Trauma-Informed Leadership 
Self-Reflection, Part 2

First, take a couple of minutes to rate the following 
statements 1-5, with 1 = “This is NEVER true for my team” to 5 
= “This is ALWAYS true for my team”

• Team members engage in the difficult conversations as 
needed

• There is a culture of non-judgement and support

Note your responses as well as reasons why you provided the 
rating that you did.

Breakout 
Room 

Discussions, 
Part 2

You will now be divided into breakout rooms of 5-6 
participants each.  Once you go into the breakout 
room, discuss the following and have one person 
note your responses in the Jamboard link:

• What are ways in which team members 
engage in difficult conversations as needed?  
What are some opportunities to improve?

• In what ways do you have a culture of non-
judgement and support?  In what ways are 
there opportunities to improve?

• What are additional strategies you have used 
to facilitate trust and transparency in your 
teams?

After 10 minutes, we’ll come back to the larger 
group for a brief report out
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Questions?

Contact 
Information

Lisa Conradi, Psy.D.
Executive Director
Chadwick Center for Children and 
Families
E-mail: lconradi@rchsd.org

•

•

•
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