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Trauma-Aware to Healing-Centred: Organisational Development Matrix

Use this tool to support the development of safe, supportive and healthy workplaces

Trauma Aware

Build awareness,
understanding +
recognition

Trauma Sensitive

Use knowledge,
processes and
infrastructure

Trauma Responsive Trauma Informed

Gather information,
prioritising + planning

Implement, monitor +

Healing-Centred

Design + Advocate

Community +
Clients

Ways to do it

The organisation recognises
that clients and communities
may have experienced
trauma and understands the
importance of treating
people with empathy, dignity,
and respect.

Display a plain-language
values or welcome statement
in reception areas, websites,
and service points affirming
the organisation’s
commitment to compassion
and care.

Clients are supported through
clear communication, choice,
and reassurance. Information
is provided in accessible ways
and staff are mindful of
language, tone, and setting.

Develop and share Welcome
Guides that outline what to
expect from the service, how
people can give feedback or
make changes to how they
engage. Include trauma-
sensitive language.

Services are adapted based
on client input and cultural
needs. Community members
can influence and shape

Community members with
lived experience have
meaningful roles in shaping
services. Power and decision-
making are shared where

Have conversations with
participants to gather real-
time insights. Share a “You
Said, We Did” board to
demonstrate responsiveness.

Create a paid and supported
Lived Experience Advisory
Group that meets regularly
and contributes to
programme and service

Relationships with
community are reciprocal.
Clients are not only service
users but partners in co-
creating change. Cultural
and community healing
practices are embedded.

Fund and support
community-led projects that
encourage mending what
causes pain (personal or
societal) and tending to
peoples needs and strengths.

Policies +
Governance

Ways to do it

Organisational data is
considered to validate need
for ACE and Trauma Informed
practices

Feedback Review with ACEs
Indicators

Trauma and ACES Informed
practice is an organisational
priority, with resources
(people, funding, training,
time) allocated to support this

Trauma-Informed Lead Role
and Training Budget

Policies and practices have
been reviewed through an
ACE's and Trauma Informed

Adapted policies and
practices have been adopted
following review, and impact
of these changes is being

Trauma-Informed Policy Audit
Toolkit developed

Quarterly Feedback Loops
and subsequent changes

Policies have beenn
codesigned with a diverse
range of people, including
those with lived experience,
frontline staff, volunteers and
decision makers. Governance
work is shared in accessible
ways.

Lived experience advisory
groups or co-governance
models




Leadership +
Management

Ways to do it

Leadership team are aware
of trauma informed practice
and the potential impact of
Adverse Childhood
Experience (ACE)

Hold ACE Awareness and
Signposting sessions for
boards, leaders and
managers.

Leadership team have
accessed ACE's and Trauma
Informed training

Invest in a bespoke Leadership
Training Programme that
includes trauma awareness
information

Leadership team adapt
management processes to
reflect understanding of ACE's
and Trauma Informed
practice, regularly gathering
data on impact and using this
to prioritise and plan

Develop and embed
Management and Review
Cycles that review wellbeing,
safety and support practices.

Data is regularly reviewed to
understand impact of ACE's
and Trauma Informed
practice and adapt
leadership and management
processes in response to this

Enable staff to access
learning and development
opportunities and make
autonmous decisions around
working practices, to support
healthy working practices.

Leaders model relational
accountability, and centre
healing through deep
listening, shared power, and
emotional safety, embedding
wellbeing into strategy,
supervision, and decision-
making.

Try out Restorative
Leadership Circles to explore
conflict and repair, difference
and diversity.

Team

Ways to do it

Team members know what
ACEs and trauma are, and
understand how these might
impact people’s behaviour
and experiences. They are
aware of the importance of
compassion and signposting
to support when needed.

Recognise staff learning and
development by introducing
Trauma-Awareness
champions or certificates

The team can recognise signs
of trauma and are supported
to reflect on their own needs.
They are encouraged to
access relevant training and
are beginning to adapt their
interactions with awareness of
trauma’s impact.

Share ‘Pause and Reflect’
weekly prompts by email to
help teams explore and share
thier humanness's

Teams access a tailored
training and support
programme that builds
confidence and shared
understanding. They reflect on
how trauma shows up in their
work and adapt approaches
to reduce re-traumatisation
and increase emotional
safety.

Create Role-Specific Training
Pathways to support
wellbeing, safety and
development

A co-produced, regularly
updated training and support
programme is embedded.
The team works with shared
language, values, and
reflective practices to
continuously evolve and
embed trauma-informed
ways of working.

Set up a Wellbeing Practice
Group and build a glossary
together of trauma-informed,
inclusive and wellbeing-
focused terms and language,
to use at work.

Teams are supported to
reflect, experiment, and build
healing-centred practices
together. Individual and team
wellbeing is supported with
check-ins, space for rest, and
emotional support. The
organisation values each
person'’s lived experience and
encourages a sense of
belonging.

Organise regular ‘Culture of
Care’ team meetings for
Reflective Practice and team
development




Partnerships

Ways to do it

Organisation shares
information with partners on
ACE's and Trauma Informed
practice

Create and share a Trauma
Awareness Resource Pack
with partners

ACE's and Trauma Informed
practice included in
partnership agreements and
working practices

Co-develop a Memorandum
of Understanding or
partnership agreement that
includes shared values,
trauma-informed
commitments, and ways of
working that reflect
compassion and trust

Relevent information is
gathered and shared about
impact of ACE's and Trauma
Informed practice on shared
work. Plan is cocreated to use
this information to add value
to shared work.

Introduce a light-touch
reflection log across
partnerships to capture how
trauma may be affecting joint
work (e.g. staff stress, service
use). Use it to surface themes
and co-create improvement
plans in regular partner
review meetings.

Organisation brings together
partners to collaborate
around ACE's and Trauma
Informed practice and
priorities, connected to shared
work and impacting wider
work of each partner.

Host regular learning network
gatherings with partners to
explore trauma-informed
themes, share case studies,
review challenges, and co-
design better systems.

Partnerships are rooted in
mutuality, equity and
collective purpose.
Partnerships honour diverse
forms of knowledge,
including cultural and
community wisdom. Time
and space are given for
trust-building, and power
imbalances are addressed
openly. Joint work prioritises
repair, solidarity, and co-
created impact.

At gatherings, rotate hosting
duties, include lived
experience input, and use
creative facilitation to
deepen collaboration.

Working
environment

Information and guidance on
ACE's and Trauma Informed
work, or indicators that this
practice is supported, are
displayed in the workplace
and through digital
workplaces

Physical layout of working
environment is considered,
with private spaces available
and team and clients having
equitable access to facilities
and equipment.

How people use the working
environment is considered
with data gathered on the
types of activity that take
place and who uses each
area of the workplace
(including home working) and
adjustments provided to
support this type of work and
the needs of the people that
use the spaces.

Organisation shares learning
and best practice around
creating safe, Trauma
Informed spaces within the
physical and digital working
environment

Workplaces are designed as
healing spaces — physically,
culturally, and emotionally.
Physical and digital
environments support safety,
belonging, creativity, and
rest. Spaces reflect diverse
cultural and sensory needs
and allow for quiet,
connection, and expression.
The design of space and
process is shaped by those
who use it, with a focus on
dignity, access, and
psychological safety.




Ways to do it

Trauma-Informed Info Points
and Digital Noticeboards

Group gathering to move
around the space and share
insights on the comfort,
privacy, and sensory
experience

Invite groups to map thier
needs within the work space.
Use this to discuss and adjust
working patterns and
environments.

Supportive Spaces Showcase
-create a digital resource
folder with templates, ideas,
and real-life examples. Invite
peers to submit practices for
a quarterly roundup.

Hold regular healing space
co-design sessions where
staff, volunteers, and
participants can redesign
elements of the workplace to
support health, wellbeing,
safety and personal needs.

Evaluation +
Impact

Ways to do it

Organisation is aware of the
impact of ACE's and trauma
and identified current data
captured that could indicate
this impact

Hold an Impact Indicator
Mapping Session to identify
how you would know that
wellbeing, support and safety
is being supported through
work.

Organisation has processes to
capture relevent data and
evaluate this data through a
trauma informed lens, using
this to make decisions around
training and support offered
by the organisation

Develop a Impact Reflection
Tool, using trauma-informed
language and use to gather
feedback.

Trauma Informed evaluation
of data, used to prioritise and
plan organisational activity.
The organisation shares the
impact of plans acrosss the
organisation.

Share learning stories about
the changes and
improvements you have
made, to provide more
supportive, safer work that
encourages wellbeing.

Impact of Trauma Informed
work shared across
organisation and with
partners and regularly
reviewed. Trauma awareness,
sensitivity, responsivness and
informed approach embeded
within project and
governance processes.

Create impact reports that
include qualitative and
quanititative insight and
evidence of change. Share in
a range of accessible formats.

Impact is understood
through story, relationship,
and transformation — not just
numbers. The organisation
uses participatory and
narrative methods alongside
data to explore ripple efects
of work, including belonging,
confidence, trust, and cultural
resonance. Feedback is
continuous and cyclical,
shaping practice and policy.
Hold sensemaking sessions
with diverse groups and
stakeholders, to understand
and draw out themes from
data and insight gathered
through work. Share findings
widely and inclusively.
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