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Improvise in Four Steps
1. Build Your Toolbox:
Sanctuary sticks when connected to reproducible processes.

3 Touches




Leadership Team
Individual Supervision
General Staff Meeting

Exercise One:
Describe a change your team is undergoing in no more than three sentences.
Stage

What It Looks Like

Leadership Response
Required

Denial and Isolation
Anger
Bargaining
Depression
Acceptance

Recommended Books to Start Building Your Leadership Toolbox:
The Oz Principle: Getting Results Through Individual and Organizational Accountability.Conners,
Smith, and Hickman. Social Responsibility
Switch: How to Change When Change Is Hard. Chip and Dan Heath. Growth and Change
Dare to Lead: Brave Work. Tough Conversations. Whole Hearts. Brené Brown. Safety. Emotional
Intelligence.
Radical Candor: How to be a Kickass Boss Without Losing Your Humanity. Kim Scott. Open
Communication
Crucial Conversations: Tools for Talking When the Stakes are High. Grenny, McMillan, Switzler,
Roppe. Open Communication

Just Work: Get Sh*t Done, Fast and Fair. Kim Scott. Safety
Influencer: The New Science of Leading Change. Grenny, McMillan, Switzler, Roppe. Growth and
Change

2. Know your people.

Sanctuary Sticks when the instruction is learner-based.

3. Define the Problem.

“Sanctuary sticks when it’s a valuable solution to a real-life dilemma.”

Define the problem from your team’s POV, not yours.

4. Design your process

“Sanctuary sticks when it’s embedded in intentional leadership processes.”

SARCC CASE STUDY:

Uniform
expectations
emerge and
the team
performs with
greater
efficiency.

PERFORMING

Conflict
arises when
team
members have
different
expectations
for each other.

NORMING

Team
members
focused on
creating
expectations
for
themselves.

STORMING

FORMING

TUCKMAN’S MODEL

The team is
meeting
expectations
together.

Leadership Tool Box:
Growth and Change
For Team Meetings and Individual Supervisions

Defining our Commitment to Growth and Change
Trauma theory informs us that people have an amazing capacity to adapt to loss. However, those adaptations
create a new status quo for the client that equips them to better live in an unhealthy environment. This,
however, creates a situation where the unhealthy environment now feels normal, even though it is a toxic
environment. Our task is to help the client “honor their loss” (by helping them understand that they have, in
fact, experienced loss) and then help them imagine a preferable reality and give them the tools to move into
that better state.
Organizations are quite similar to individuals in this regard. Together, we adapt to adversity and find
ourselves embracing “a new normal” that helped us get through short-termed organizational crises but leave
us in a state of dysfunction to which we are often unaware
A leader’s job is to create lenses that help teams become discontent with their current situation so they are
willing to work toward a better reality.

For Leadership Team Meetings
Choose one of these activities for your next leadership team meeting to
spark a conversation about emotional safety at work.
Option One: “Switch”
Assign the Six Minute Summary of “Switch: How to Change When Change is Hard” to your leadership team to
read a week before your team meeting.
At your team meeting, DISCUSS:


What stood out to you as you read this summary? Why?



What’s one area in which our team is underachieving? Is this performance issue related to the
team being fatigued? Is there anything our team can do to relieve our team’s stress?



Where are the bright spots on the team? How will we go about celebrating them?
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What is the most important change that we need to lead on our lead? How do we appeal to the
Elephant (emotions)? The Rider (intellect)?

Option Two: Force Field Analysis
Before your leadership team meeting, gather a flip chart and markers. Make copies of the “Force Field
Analysis Worksheet to pass out. Copy the diagram on the worksheet onto the flip chart.
Explain that we sometimes make the mistake that our current status quo exists because there are no forces
for or against change in play. The truth of the matter is that a status quo occurs when the forces promoting
change and the forces resisting change are equal and gridlocked. To make any positive change occur, we
must strengthen the forces that promote the change we want to see happen while weakening the resisting
forces. But first, we must understand what current forces are gridlocked.
Lead the group through the Force Field Analysis Work Sheet, using the process note at the bottom of the
page. Then discuss the following questions:


Which of the forces promoting change with high magnitude are we most able to strengthen? What
steps will we take to do this?



Are there high magnitude forces promoting change that are beyond our control to change that we
could get assistance in strengthening? Which forces? And who should we ask for help?



Are there additional forces for positive change that we can apply to this situation?



Which of the forces are high magnitude forces resisting change are we most able to weaken? How
do we go about doing this?

Use this discussion to create an action plan, including 1) The description of the task, 2) Due date, and 3) the
person responsible for the task.

Questions for Individual Supervision


Where do you see yourself professionally in five years? How can I help you achieve your goals?



What challenges you the most about your current assignment? What specific things do you need to
accomplish to overcome this obstacle?



What’s one thing you’ve learned during an intervention with a client that you can use in future
interventions?



How do you prefer to receive feedback about your performance?



Where do you see our team performance being stagnant?



Tell me about a time when you dealt with a client who seemed to wrestle with hopelessness? What
strategies helped move them in a positive direction?
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What does our team need to stop doing to become more effective? What do we need to be doing
more of?



If could change one thing about the agency other than wages, what would you change? Why?



Where do you see bright spots in the agency, other than on our team? What is it about these
successes that we can incorporate into our team?

For Your Next Staff Meeting
Choose one of these activities for your next team meeting to spark a
conversation about emotional safety at work.
Option One: “A Tale of Behavior Change”
Acquire the technology to show the YouTube Video: “The Elephant, the Rider, and the Path: A Tale of
Behavior Change” to your staff. Depending on your Internet permissions, you might need to contact the IT
Department to get permission to access this video.
The video describes a three-part process for achieving change. We need to “direct the rider” by appealing to
our clients rationally and give them the knowledge they need to know how to get to the destination.
We then need to “motivate the elephant” by making emotional appeals to the clients so they want to make
the change. In real life, the elephant outweighs the rider. The elephant won’t move until it wants to move.
Likewise, telling the clients they should change without first convincing them they want to change is a recipe
for frustration. Finally, we need to “shape the path” (simply their environment) to allow for easy victories.
After viewing the video together to review these concepts, have your staff agree on behavioral change that
they want to see the clients in their groups/classrooms make (i.e. Reducing relational aggression, sharing,
taking turns, etc.) Next, walk them through the Elephant and Rider metaphor:
Direct the Rider: What skills will we need to teach our clients so they can _____________?
Motivate the Elephant: What emotional appeals can we make to motivate the change in our clients?


Intrinsic Motivation: How does it benefit the client to make this change?



Extrinsic Motivation: Do we need to provide a reward to motivate the clients to make the change
until they internalize a desire to want to grow?

Shape the Path:


How can we help clients celebrate milestones along the way as they make this change?




How can we “tweak the environment” to eliminate distractions or irritants?
What is the best way to structure the reinforcement schedule of a behavioral program designed to
support this change?
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Option Two: “Packing for Change”
Use this exercise with your team when you are on the verge of leading them through a large change
initiative. You will need a suitcase and a clean, empty office-sized garbage can, pens and several sheets of
paper.
Review the change that your team will be making. Be detailed, explaining both the “what” and the “why.”
Then explain whenever we travel to a new destination there are things that we need to take and things that
we need to leave behind. When going on vacation that means making decisions about what wardrobe items
will fit in our suitcase. When it comes to organizational change, this means there we have to choose which
sets of attitudes, procedures, skills, resources, and beliefs we can take with us into our preferred future and
which ones we need to choose to abandon.
Give each participant a pen and two sheets of paper. Instruct them to write down the assets they believe
they will need to take into their preferred future one sheet. On the second sheet, have them list the
organizational “habits” that need to be abandoned to have success. After everyone has completed their lists,
go around the room and have team members share their perspectives. After each person shares, have them
place the appropriate lists in either the suitcase or the garbage can.
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Force Field Analysis Tool

Forces Promoting Change

Desired Change:

Forces Impeding Change

Briefly describe a change you
want to implement:

Process Tips: This exercise is best in small groups of six to eight people. Use a flip chart so all can see what is
occurring. First, lead a discussion about what it is that needs to be changed. This can be written as a goal or
an objective. All the forces supporting the change are written on the left. All the forces resisting the change
are written on the right. The driving and restraining forces should be consolidated around common themes
and then scored according to their magnitude (“1” being weak, to “5” being strong). It’s ok that the scores
don’t balance properly.

LEADERSHIP
TOOLBOX: “Loss”
For Individual Supervision and Team Training

Developing a Shared Language of Loss:
In the Sanctuary model, the “L” in the S.E.L.F. model stands for “Loss.” When we discuss loss with coworkers
and clients and we refer to the process of recognizing and then managing the emotional wounds that
accompany living.
Losses are a part of everyday life; but a life that has had too much violence or trauma has many more
unexpected losses including the loss of people, opportunities, and one’s childhood years—both the years and
the experiences. There is also the loss associated with addictive behaviors: The people, places, and things. It’s
common for those who experience trauma to have the experience of not feeling whole.
Loss involves the experience of a spectrum of strong emotions, which is not easy to do. In some cases, these
strong emotional responses cause individuals to feel unsafe.
Change is inevitable, for individuals, groups, and even organizations. All changes, even positive ones, involve
having to let go of parts of the current status quo to move on.

For Leadership Team Meetings:
Pick one of these two options to use in your next Leadership Team
Meeting.
Stages of Organizational Loss
Before your next team meeting, distribute copies of “Grief and Organizational Change” by William Powell.
This brief article explains that when team members resist a leadership initiative, it’s often because that
change comes at the expense of perceived personal loss. Ask your team members to come to your meeting
having read the article and being prepared to discuss it.
At your team meeting choose a recent and major change your team navigated or an impending major
change. If you are discussing a major impending change, please the “Understanding Process Leadership
through Loss” worksheet on page 5 of this document as a guide to plan your leadership team’s responses.

Discuss:

6








What were the benefits of the change that caused us to choose to initiate it?
How could the team perceive this change as involving loss (e.g. in terms of relationships, time, and
resources, etc.)?
What are ways we could have anticipated these perceived losses during our planning process?
How well did we validate our team's concerns and resistance as we unrolled the change?
Think about a time when you were led through a change process? Can you recall being in any of
these grief stages?
What are some ways we can help team members who are stuck in one of these stages of grief?

Processing change has been difficult for all of us at one point or another. Loss always accompanies growth
and change. If we can accept that reality, we can become more empathetic with our teams as we guide
them through necessary transitions.

Type of Organizational Loss
Bree Goff, an organizational consultant, identified the following losses that all organizations must account for
when facing any major change:
Loss of Control: During changes, those who aren’t part of the design conversation, can experience a loss of
personal control over the work environment.
Loss of Pride: If the organization experiences the loss of prominence in its industry or if they experience
disappointment in their leaders, team members often experience diminished pride in the organization. Also,
if a worker finds that their role seems valuable post-change, they can lose a sense of pride in their
performance.
Loss of Narrative: Dramatic change can unintentionally change the “story” of the organization.
Loss of Time: Organizational change can either leave team members feeling like they’ve wasted time trying
to achieve a goal that no longer has relevance, or they can become overwhelmed with extra responsibilities
or stresses that challenge their work/life balance.
Loss of Competence: Employee turnover brings with it the loss of experiences and needed skill sets. On the
other hand, new aspirational goals can leave employees realizing that their current skill sets are challenged or
no longer needed.
Loss of Familiarity: Change brings with it a loss of status quo. In these cases, employees find themselves
expending energy establishing new routines.
If you find your team members facing a time of significant change, whether it’s perceived as a positive or
negative, use the worksheet on the following page to map out the losses are being experienced. Discuss what
human need is being expressed through these experiences of loss and what leadership responses are
required.
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Mapping Loss in
Organizational Change
Description of Organizational Change:

Type of Loss (Describe exactly what is being lost)
Loss of Control:

Loss of Pride:

Loss of Narrative:

Loss of Time:

Loss of Competence:

Loss of Familiarity:

Leadership Response Required:
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Understanding Process
Leadership through the
Five Stages of Grief
The change we are leading our teams through (Describe in two or three sentences):

Stage:
Denial and Isolation:

Anger:

Bargaining:

Depression:

Acceptance:

What It Looks and Sounds Like…

Leadership Interventions
Needed…

Questions for Individual Supervision:
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Pick a handful of these questions to use during individual supervision
this month.







Are there any changes at work that you’ve struggled to understand or that you’re unhappy with?
What information do you need to better understand them?
Has our team experienced any transitions that you feel haven’t been fully resolved?
You deal with children who are struggling to deal with personal losses. What do you do when you
realize that this is starting to take a toll on you?
Is the holiday season an energizing or a draining time of year for you? What are your self-care
strategies?
Who is in your support system? What makes these people valuable to you?
Is your self-care plan up to date? How often do you refer to it?

For Team Meetings:
Pick one of these two team experiences to use at your next staff meeting.
Holiday Loss
Pass out the handout “Holiday Stressors.” Remind your team that during the holiday season work can
become even more difficult due to the stressors that the season places on both clients and staff, in part due
to the reminder of personal losses. Use the handout to illustrate the client and staff stressors, and how the
symbolism of the holiday season accents personal losses, especially regarding the family.

Discuss:





How have you seen clients struggle during past holiday seasons? What interventions seemed to
help?
How can we go about acknowledging the holidays without accidentally adding to our clients’ sense of
loss?
What holiday or seasonal activities can we program to give our clients a sense of normalcy?
As our clients’ sense of loss increases, what steps do we need to take to ensure our sense of
wellbeing?

Holiday Stressors
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Child
Vulernabilities

Contextual
Variables

Worker
Vulnerabilities

Child Vulnerabilities





Developmental Stage
(Regression is likely)
History of Loss (Results in the
children feeling powerless
and hopeless.)
Religious Conflicts
Memories of Holidays Past

Contextual Variables











The symbolism of
Thanksgiving (affectionate
family)
An unspoken demand to be
thankful
Focus on home and family
Giving and Receiving
The expectation of
reciprocity in gift-giving
Rampant Consumerism
Enforced Togetherness
The Symbolism of New Year’s
Day
Increased Risk of Substance
Abuse and Violence
Agencies and Seasonal
Charity

Worker Vulnerability







Staffing issues
Financial pressures
Busyness
Vicarious trauma
Guilt over better
circumstances
Our struggles with personal
loss during the holidays

Managing Vicarious Trauma
Before your staff meeting, print out a copy of the Self-Scoring ProQol document for each member of your
team.
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Open the session by reminding your team that vicarious trauma is a form of loss and an occupational hazard
for anyone exposed to the trauma of others and violence over an extended period. Over time, this form of
loss inevitably changes a person’s worldview. A person can become more cynical or more grateful, depending
on his or her response. Give the team a moment and ask them to score their current levels of trauma-related
burnout.
Once everyone has scored themselves, ASK:





What are the warning signs that let you know that you are becoming burnt out?
What have you found to be your more effective forms of self-care when you find yourself
becoming weary of being around the children?
How comfortable are you with asking for time off if you sense that you are becoming
overwhelmed with work? Why?
On a scale of 1-10, how well would you say that you work your self-care plan?

Instruct everyone to write down one action step they will take this week to strengthen their self-care plan.

