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Foreword
Co-Founder, The Sanctuary Model
Sandra L. Bloom, M.D.
What you are holding in your hands right now is a straightforward how-to
manual for helping communities to create family, school, workplace and
community environments that are able to appropriately respond to the needs
of our stressed children, adolescents, and adults. In working through the
pages that follow you will discover that it is much more than a manual. The
Sanctuary Model® represents a theory-based, trauma-informed, evidencesupported, whole culture approach that has a clear and structured
methodology for creating or changing culture within any setting. The objective of
such a change is to more effectively provide a cohesive context within which healing
from psychological and social traumatic experience can be addressed.
The Sanctuary Model is also a method for civic engagement and ethical development, that once
implemented successfully, will alter you and the way you view the world. Creating Sanctuary is not for
the faint-hearted. Creating and maintaining safe, democratic, health promoting and sustaining
environments is difficult, demanding, and frustrating just as it is exciting, challenging and fulfilling.
Creating Sanctuary is based on a number of premises and guiding principles. As a whole-culture
intervention, it is designed to facilitate the development of structures, processes, and behaviors on
the part of children, adults and the community-as-a-whole that can counteract the biological, emotional,
cognitive, social, and spiritual wounds suffered by the victims of traumatic experience and extended
exposure to adversity.
To say you are Creating Sanctuary, these principles must be active at every level of your community. They
are the framework, the skeleton upon which the Sanctuary community is built. As in the body, without
these bones, the structure will not hold, there is no place to secure movement, change, and growth,
there is no protection. But what that actually looks like will vary enormously because every community is
different, just like every individual.
Ultimately, our mission is to teach individuals, families, organizations and communities the necessary skills
for creating and sustaining nonviolent lives and nonviolent systems and to keep believing in the
unexplored possibilities of peace.
Remember, a model is a framework; it is an incomplete representation of reality until you, your
colleagues, and the individuals, families and organizations in your community bring it to fruition. The
quality of how you think, feel, and behave together will determine how useful the Sanctuary Model will
be for you.
There are now three books and many articles written about the Sanctuary Model. The books are listed below
and feel free to go to www.sanctuaryweb.com where there are many articles that you can download for free.

Bloom, S. L. (2013). Creating Sanctuary: Toward the Evolution of Sane Societies, Second Edition. New
York: Routledge;
Bloom, S. L., & Farragher, B. (2010). Destroying Sanctuary: The Crisis in Human Service Delivery Systems.
New York: Oxford University Press;
Bloom, S. L., & Farragher, B. (2013). Restoring Sanctuary: A New Operating System for Trauma-Informed
Systems of Care. New York: Oxford University Press.
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Introduction
Sarah M. Yanosy, LCSW
Director, ANDRUS Sanctuary Institute

Compiled from more than four decades of practice experience,

this edition of the Sanctuary Model Community Implementation
Guide is a compilation of knowledge and wisdom about building
sustainable, trauma-sensitive cultures.
The Sanctuary Model emerged from the work of psychiatrist Sandra Bloom, social worker
Joseph Foderaro and clinical psychiatric nurse practitioner Ruth Ann Ryan. In the course of
their work they uncovered three truths that led them to redefine how they thought about and
delivered services:
• Many of the people they were treating for many different mental illness diagnoses and
addictive problems were actually suffering from the long-standing presence of trauma
symptoms. When they provided trauma-specific treatment, patients started to
dramatically improve.
• Helping organizations -including their own- could be punitive and focused on
extinguishing problematic behavior rather than on real healing and recovery. These
facilities were so embroiled in community members’ and leadership conflict that they
were sometimes causing more harm than good.
• Exposure to adversity and trauma could be thought of as universal, meaning, not only
was trauma a problem for the clients but it was also a problem for the people delivering
services, those who worked in the organization. In fact, no matter where they looked
trauma exposure was everywhere.
These ways of understanding their work, their patients and the systems in which they were
providing services inspired them to learn more about the impact of trauma. They began to
teach what they had learned to other organizations and communities, including ANDRUS in
Yonkers, NY. The ANDRUS journey with Sanctuary inspired us to transform our community
and sparked the idea for the partnership, resulting in the creation of the ANDRUS Sanctuary
Institute where we have continued to develop, expand, and articulate the original ideas of
the model into trainings, manuals and guides that help ANDRUS share Sanctuary across the
United States, and in other parts of the world, in many different kinds of settings.
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Overview
This manual is designed to help a community build a

Core Team of people who are knowledgeable about the
Sanctuary Model and committed to its success. It is also
designed to be used by the Sanctuary Steering Committee, a
smaller group of community members who get the process
started, organize meetings and coordinate the implementation process. This manual can and should be
available to members of the Core Team to guide them through the process of implementation.
It is important to invite a variety of community leaders to be involved in the process, as they will be integral
to the success of the model and its implementation. Implementation can be seen as a series of expanding
concentric circles. The Sanctuary Steering Committee is the first and smallest of these circles, whose actions
start the ripple that moves outward across the community.
Year 1 — Engaging
The work of first of the Steering Committee and then of the Core Team in the first year is to engage each
other in learning about, questioning and exploring the Sanctuary Model as it will relate to the whole
community.
Year 2 — Embedding
The work of the Core Team in the second year is to build upon their trust in each other as well as the
shared knowledge and the practical applications of the Sanctuary Model, using this as a foundation to
start translating and shaping Sanctuary values as embodied in the Sanctuary Commitments into concrete
practices across the community.
Year 3 — Evaluating
The work of the Core Team in the third year is to evaluate knowledge, skill level, application, consistency
and general practice of Sanctuary across the community, and to build structures to fill gaps in or support
and sustain ongoing growth in practice and knowledge.
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The Four Pillars of Sanctuary
The Sanctuary Model is comprised of four pillars:
and the Sanctuary ToolKit.

Trauma Theory, Seven Commitments, S.E.L.F.

1. Trauma Theory
is understanding what happens to individuals when they are hurt – recognizing problematic
attitudes, feelings and behaviors as survival skills and how those attitudes, feelings and behaviors
affect human development and relationships in the family, at work, and in the community. Trauma
theory helps us to make sense out of the many problems we face as a society from a trauma
perspective.

2. Seven Commitments
are the values we aspire to, the way we agree to be in relationships with each other and to treat
each other in order to mitigate the effects of trauma. The Seven Sanctuary Commitments are:
Nonviolence, Emotional Intelligence, Social Learning, Open Communication, Social Responsibility,
Democracy, and Growth and Change.
3. S.E.L.F. (Safety, Emotions, Loss, Future)
is the framework and language we use to understand problems and solve them without blaming
ourselves or others. These four categories define the most significant impairments that people
face when exposed to trauma and how we can measure healing. S.E.L.F. helps us to organize very
complex problems and helps direct us to the most important issues to be addressed in any
situation.
4. Toolkit
is a set of routine practices that reinforce the theory, values and language of Sanctuary that are
used to build a trauma-informed community.
Each pillar supports and complements the others in order to influence culture and climate, as well as the
supporting services that are delivered within a community. The tasks in this guide are intended to
introduce the concepts and real life applications of each pillar into the fabric of the community.
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Year One Overview
The work of the Steering Committee and Core Team in this first year is to
engage each other and the larger community in learning about, questioning,
and exploring the Sanctuary Model as it will relate to your community. This
will happen primarily in three ways.
First, the Steering Committee will have an intensive training in Sanctuary
and begin to explore the ways that Sanctuary is already being lived in
different parts of the community and ways that the model will enhance its
current functioning. The Steering Committee will also explore the values
and assumptions about the people in the community; the many different
ways to think about safety as it pertains to power; and will begin to confront
conflict within the community. Most of the early tasks will focus on activities
that take place inside the Steering Committee meetings and are reported
out to the wider community.
Next, the members of the Steering Committee will plan and execute training for selected members of the
community to introduce them to the Sanctuary Model in a formal, organized and well planned way. These
members, along with the Steering Committee, become the Core Team. The later tasks focus on activities
that happen in the wider community but are planned and led by the Core Team members.
Finally, the Steering Committee members and then the Core Team as a whole, will lead by modeling and
monitoring the use of the first four tools (Community Meetings, Safety Plans, Red Flag meetings and Selfcare) throughout the community, serving as resources to their peers. They will do this while still meeting
regularly to support each other and move deeper into understanding the ways that trauma influences
the ways that people interact and relate to each other in their community.

11
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STEERING COMMITTEE PLANNING TASKS

13

14

0-3 Months (First Quarter)

Steering Committee Task #1

Sanctuary Introduction and Orientation

Overview:
A small group of you has agreed to a significant undertaking! These
first tasks will provide a sense of the extent of the work that has to be
done to change a culture and embed the concepts of the model across
a community and help you begin the planning phase. These tasks will
require several meetings of the Steering Committee.

Directions:
•
•
•
•
•
•
•
•

Tips
 You may need to get
information from people not on
the Steering Committee about
the background of the project.

Resources

 Ground Rules of Safety
Introduce each other in a detailed way
Worksheet.
Provide the background for why all of you have come together
 Big Picture Goals Worksheet
Each person should say why they decided to attend this organizing
meeting
 Key Questions Worksheet
Establish regular meeting times and schedule for note-taking and
agenda preparation.
Decide how you are going to follow-up with each other and deal with
absences from the group.
Establish some safety rules for your work together using Ground
Rules for Safety Worksheet
Determine some of the big picture goals that drew this group to a trauma-informed model and define
some of the needs your community has on the Big Picture Goals Worksheet
In determining what will make most sense for your community consider the questions on the Key
Questions Worksheet

Task Schedule:
 Complete the grid with the dates
your Steering Committee
chooses to begin and complete
the task.

Start Date:

Completion Date:
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Ground Rules for Safety Worksheet
The Purpose of this activity is for the Steering Committee to discuss the
ground rules for the group that are needed to do effective work together. In
the Sanctuary Model, Safety always comes first but by Safety we mean ALL
the dimensions of Safety: Physical Safety, Psychological Safety, Social
Safety, and Moral Safety. The ground rules are to help the group members
define things like how they are going to relate to each other, how they are
going to behave, what they are going to do and not do. Here are some
examples of safety rules made by other groups:
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Attend all scheduled training sessions and meetings.
If you cannot attend, you will notify the group and take responsibility
for getting caught up
We will aim to be on time
Showing respect for each other means avoiding interruptions from beepers and cell phones, except
for emergencies. Stay until the end.
Complete all required readings. Participants should come to training prepared.
Participate fully. Say what is on your mind. Ask questions. Listen to others.
Be respectful of others. Others will have a different view point or different ideas, hear them out
Apply what you learn. Bring what you have learned back to your work setting. Ask questions and
seek clarity on issues from core team members when necessary.
Listen without criticism
Absence of assaultive or insulting tone of voice
Do not cut people off
No side conversations
One voice at a time
No retribution for using one’s voice
Don’t personalize
Listen to others
Keep an open mind
No abuse of power
Stick with “I” statements
Avoid personal attack to enhance personal position
Stay in the room or if you leave, come back
What is said here, stays here, unless you ask permission

After the group members have created their safety rules, the group should decide what is to happen if
someone in the group breaks the rules. Some previous suggestions include:
•
•
•
•
•

Stop and address issues as a group
Stay present for reconciliation
Ask for time out if necessary
Come back to the group if you leave
Apologize

Create a document that reviews the Ground Rules for Safety and distribute to everyone in the group
16

Our Ground Rules for Safety

__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________

Task Schedule:
 Complete the grid with the dates
your Steering Committee
chooses to begin and complete
the task.

Start Date:

Completion Date:
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Big Picture Goals For Our Community

Short-Term Goals
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
Intermediate Goals
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
Long-Term Goals
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________

Task Schedule:
 Complete the grid with the dates
your Steering Committee
chooses to begin and complete
the task.

Start Date:

Completion Date:

18

Key Questions Worksheet

Resources – What is our current potential to commit to implementation?
•

What time can you devote?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

Which other residents can volunteer time?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

Who from professional communities might help?
_______________________________________________________________________________________
_______________________________________________________________________________________

Demographics
•

How large is your population?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

Is your community rural or urban?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

Are there central locations that are accessible meet?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

Who can arrange for use of those locations?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

Are there groups who are not safe to convene together?
_______________________________________________________________________________________
_______________________________________________________________________________________
19

Limits – Do you have any?
•

Is this a grant project with specific time or other limits?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

Are there funding limitations
_______________________________________________________________________________________
_______________________________________________________________________________________

• Are there time limitations?

_______________________________________________________________________________________
_______________________________________________________________________________________

Timing – What will implementation look like?
•

What have you implemented before?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

What mistakes can you learn from?
_______________________________________________________________________________________
_______________________________________________________________________________________

•

What worked well?
_______________________________________________________________________________________
_______________________________________________________________________________________

Task Schedule:
 Complete the grid with the dates
your Steering Committee
chooses to begin and complete
the task.

Start Date:

Completion Date:
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0-3 Months (First Quarter)

Steering Committee Task #2

Community Collaborations

Overview:

communities.

In all probability some or all of you have been involved in other activities in your
community. In Sanctuary, we believe in learning from our own past histories so
this activity is designed to have you share what you know about what has worked
and what has not worked in your own community experience. Over the years,
many communities have attempted to collaborate on making positive change in
their communities. As a result, there is research available about what has been
successful and unsuccessful in other

Tips
Directions:

•
•
•
•

Review Community Collaboration Worksheet
Go around the room and give each individual an opportunity to
share their own experience with other community collaborative
efforts they have experienced
Discuss how these experiences match up with what has been
shown in the research
List the most important lessons in terms of Strengths,
Weaknesses, Opportunities, and Threats - an exercise that is
called a SWOT Analysis - that you can foresee in this new way of
working in the community

 Remember your commitment
to transparency in
communicating your decision
about the scope of your
implementation.
 If you are piloting Sanctuary in
on part of a community or are
doing so on a staggered
schedule, be sure to let people
know why.
 You may want to poll others in
your community about your
decision before announcing in
order to allow for greater
participation in decisionmaking.

Resources
 Community Collaboration
Worksheet.
 Lessons Learned for Our
Community: A SWOT Analysis

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Completion Date:
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Community Collaboration Worksheet

What is a community collaboration?
 Brings together two or more agencies, groups, or organizations at the local, state or national level to
achieve some common purpose of systems change
 Involve sharing of goals, activities, responsibilities, and resources
 Can be:
• temporary or permanent
• informal or structured through contracts or other legal agreements
• Limited or quite broad in scope
 Collaborations maintain the basic legal and fiscal independence of the other member organizations

What are the purposes of a collaborative effort?








Leverage resources
Increase impact
Cut costs
Coordinate strategy
Increase organizational visibility
Network
Build the overall capacity of the partnering organizations to deliver services or otherwise respond to
community needs

Challenges faced by collaborations











Are not organizations, whole and orderly but “virtual organizations”
Absence of infrastructure
No staff to be asked to do things
No board with responsibility to create and monitor policies
Little direct accountability or line relationships
Loyalties are directed elsewhere – to primary organization
“What’s in it for me and my agency?”, not “what is the best action to achieve collaborative goals?”
Organizations involved frequently have history of competing for same limited resources
Lack of trust
Turns into a networking groups rather than a true collaboration – exchange of ideas and
information
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What has research on community collaboration show is important to success? (133 studies
identified 19 key factors)
 Environmental characteristics
• History of collaboration or cooperation in the community
• Partnership entity seen as a leader in the community
• Political/social climate is favorable
 Membership Characteristics
• Mutual respect, understanding and trust among the members
• Appropriate cross-section of members
• Members see collaboration as in their self-interest
• Ability to compromise
 Process/Structure Characteristics
• Members share a stake in both process and outcome
• Multiple layers of decision making
• Flexibility
• Clear roles and policy guidelines are developed
• Adaptability
 Communication characteristics
• Open and frequent communication
• Established informal and formal communication links
 Purpose Characteristics
• Concrete, attainable goals and objectives
• Shared vision
• Unique purpose
 Resource Characteristics
• Sufficient funds
• A skilled convener

“Collaborations take time, and may introduce uncertainties or conflicts into the process of systems
change that might not have existed without them” (p.9). *
“Collaboration has been defined as an unnatural act between non-consenting adults. We all say we want
to collaborate, but what we really mean is that we want to continue doing things as we have always done
them while others change to fit what we are doing.”
-Former Surgeon General Jocelyn Elders at address to the Rosalynn Carter Mental Health Symposium

Why do collaborations fail?

 Turf or competition issues
 “Bad history” from failed past partnerships
 Collaboration becomes more interested in sustaining itself than in doing the work it was created to
do
 Endless planning meetings but no action
 Large and too complex
 Not carefully managed

23

Evaluation Collaboration

 Assumes that collaborations are evaluated in order to understand and improve:
• their process (pattern of actions taken to bring about change
• Outcomes (changes in community policies, programs, and practices)
• Impact (actual changes in community-level indicators of individual behavior or community
quality of life)
 Evaluation data collected to answer five key questions:
• Was the community in fact mobilized through the collaboration?
• What change in the community resulted from the collaboration?
• Is there a change in reported individual behavior of target audience?
• Is there a change in reported behavior of the community as a whole?
• Is there a change in the quality of life or functioning of the community overall?

Challenges to Evaluation





An ever-changing array of interventions
Difficulty in specifying the target population precisely
The unavailability of traditional no-treatment control groups
Poor, or at least underspecified, connections between the immediate outcomes off the intervention
the collaboration is promoting and the ultimately desired impact

Factors contributing to success of multicultural coalitions














Efforts by coalition leadership to plan ahead for sustainability
Creation of a process for setting and communicating shared goals
Early implementation of strategies for managing conflict
Implementation of strategies for handling cultural stereotypes
Understanding of the change process by coalition leadership
Use of volunteer structures that are nonthreatening to other agencies
Having a supportive lead agency that may serve as a fiscal agent
Development of a written strategic plan for coalition operations
Orientation by coalition leadership to a basic vision
Evolution of greater formality, if the coalition is to implement programs
Acknowledging poverty as a central issue underlying problems
Use of ties that a coalition has to related organizations
Building social capital in communities, through coalition activities

*Backer, T. E. (2003). Evaluating Community Collaborations: An Overview. In T. E. Backer (Ed.),
Evaluating Community Collaborations (pp. 1-18). New York: Springer Publishing.
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Lessons Learned for Our Community: A SWOT Analysis
SWOT analysis (alternatively SWOT matrix) is a structured planning method used to evaluate the strengths,
weaknesses, opportunities and threats involved in a project or in a business venture.
•
•
•
•

Strengths: characteristics of the community that give it an advantage over others.
Weaknesses: characteristics of the community that place it at a disadvantage relative to
others.
Opportunities: elements the community could exploit to its advantage.
Threats: elements in the community that could cause trouble for collaborative

Strengths:
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
Weaknesses:
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
Opportunities:
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
Threats:
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
___________________________________________________________________________________________
25
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0-3 Months (First Quarter)

Steering Committee Task #3

Creating a Team

Overview:
When people come together and form groups to accomplish specific activities, it’s not just a collection of
individuals. A group develops an identity over time and just like a human being goes through
developmental stages, so does a group. Individuals in a group are more likely to avoid the pitfalls that go
along with each group stage if we know what to expect and how to interpret what we are experiencing. This
exercise is designed to share information about group formation and the normal stages a group goes
through in order to finally become a performing, effective team.

Tips

Directions:
•
•
•

Review and discuss stages of group formation using Stages of Group
Development Worksheet
Share experiences you have had in being a part of groups
Prepare a Group Safety Plan to anticipate how you as a group will
identify and manage the different stages that you will encounter in
creating an effective team.

 Safety Plans are an important
part of the Sanctuary Model
 Safety Plans need to be
regularly updated as different
needs arise.

Resources
 Stages of Group Development
Worksheet
 Group Safety Plan Worksheet.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Completion Date:
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Stages of Group Formation Worksheet
The Forming – Storming – Norming – Performing
model of group development was first proposed by Bruce
Tuckman in 1965, Understanding the typical ways that
groups function can help the Steering Committee and then
the Core Team understand what is happening as their
collaborative work continues over time.
Bruce W Tuckman a respected educational psychologist,
first described four stages of group development in 1965,
soon after leaving Princeton. Looking at the behavior of
small groups in a variety of environments, he recognized
the distinct phases they go through, and suggested they
need to experience all four stages before they achieve
maximum effectiveness. He maintained that these phases are all necessary and inevitable in order for a
team to grow, to face up to challenges, to tackle problems, to find solutions, to plan work, and to deliver
results.
As the team develops maturity and ability, relationships establish, trust builds and the leader changes
leadership style. Beginning with a directing style, moving through coaching, then participating, delegating
and almost detached. At this point the team may produce a successor leader and the previous leader can
move on to develop a new team.

Forming Stage
•
•
•
•
•

•
•
•
•
•
•
•

The team meets and learns about the opportunities and challenges, and then agrees on goals and
begins to tackle the tasks.
Team members tend to behave quite independently. They may be motivated but are usually
relatively uninformed of the issues and objectives of the team.
Team members are usually on their best behavior but very focused on themselves.
Mature team members begin to model appropriate behavior even at this early phase.
The forming stage of any team is important because the members of the team get to know one
another, exchange some personal information, and make new friends. This is also a good
opportunity to see how each member of the team works as an individual and how they respond to
pressure.
Individual behavior is driven by a desire to be accepted by the others, and avoid controversy or
conflict.
Serious issues and feelings are avoided, and people focus on being busy with routines, such as
team organization, who does what, when to meet, etc.
But individuals are also gathering information and impressions - about each other, and about the
scope of the task and how to approach it.
High dependence on leader for guidance and direction.
Little agreement on team aims other than received from leader.
Individual roles and responsibilities are unclear.
Leader must be prepared to answer lots of questions about the team's purpose, objectives and
external relationships.
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•
•
•
•

Processes are often ignored.
Members test tolerance of system and leader.
Leader tends to be very directive and other members want this direction
This is a comfortable stage to be in, but the avoidance of conflict and threat means that not much
actually gets done.

Storming
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Tolerance of each team member and their differences should be emphasized; without tolerance
and patience the team will fail.
Individuals in the group can only remain nice to each other for so long, as important issues start to
be addressed.
Some people's patience will break early, and minor confrontations will arise that are quickly dealt
with or glossed over.
These may relate to the work of the group itself, or to roles and responsibilities within the group.
Some will observe that it's good to be getting into the real issues, whilst others will wish to remain
in the comfort and security of stage.
Normally tension, struggle and sometimes arguments occur. This stage can also be upsetting. This
phase can become destructive to the team and will lower motivation if allowed to get out of control.
Some teams will never develop past this stage; however, disagreements within the team can make
members stronger, more versatile, and able to work more effectively as a team.
Supervisors of the team during this phase may be more accessible, but tend to remain directive in
their guidance of decision-making and professional behavior.
The team members will therefore resolve their differences and members will be able to participate
with one another more comfortably.
The ideal is that they will not feel that they are being judged, and will therefore share their opinions
and views.
Decisions don't come easily within group.
Team members vie for position as they attempt to establish themselves in relation to other team
members and the leader, who might receive challenges from team members.
Clarity of purpose increases but plenty of uncertainties persist.
Cliques and factions form and there may be power struggles.
The team needs to be focused on its goals to avoid becoming distracted by relationships and
emotional issues.
Compromises may be required to enable progress. Leader coaches
To deal with the conflict, individuals may feel they are winning or losing battles, and will look for
structural clarity and rules to prevent the conflict persisting.

Norming
•

As Stage 2 evolves, the "rules of engagement" for the group become established, and the scope of
the group's tasks or responsibilities are clear and agreed.
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•
•
•
•
•
•
•
•
•
•
•
•
•
•

Having had their arguments, they now understand each other better, and can appreciate each
other's skills and experience.
Individuals listen to each other, appreciate and support each other, and are prepared to change
pre-conceived views: they feel they're part of a cohesive, effective group.
However, individuals have had to work hard to attain this stage, and may resist any pressure to
change - especially from the outside - for fear that the group will break up, or revert to a storm.
In this stage, all team members take the responsibility and have the ambition to work for the
success of the team's goals.
They start tolerating the whims and fancies of the other team members. They accept others as they
are and make an effort to move on.
The danger here is that members may be so focused on preventing conflict that they are reluctant
to share controversial ideas.
Agreement and consensus largely forms among the team, who respond well to facilitation by
leader.
Roles and responsibilities are clear and accepted.
Big decisions are made by group agreement.
Smaller decisions may be delegated to individuals or small teams within group.
Commitment and unity is strong.
The team may engage in fun and social activities.
The team discusses and develops its processes and working style.
There is general respect for the leader who facilitates and enables and is much less directive,
sharing leadership with other members of the team

Performing
•
•
•
•
•
•
•
•
•
•
•
•

Not all groups reach this stage, characterized by a state of interdependence and flexibility, but this
is really the point of participating in a group – getting to this stage.
Everyone knows each other well enough to be able to work together, and trusts each other enough
to allow independent activity.
Roles and responsibilities change according to need in an almost seamless way.
Group identity, loyalty and morale are all high, and everyone is equally task-orientated and peopleorientated.
This high degree of comfort means that all the energy of the group can be directed towards the
task(s) in hand.
By this time, they are motivated and knowledgeable.
The team members are now competent, autonomous and able to handle the decision-making
process without supervision.
Dissent is expected and allowed as long as it is channeled through means acceptable to the team.
The team is more strategically aware; the team knows clearly why it is doing what it is doing.
The team has a shared vision and is able to stand on its own feet with no interference or
participation from the leader.
There is a focus on over-achieving goals, and the team makes most of the decisions against criteria
agreed with the leader.
The team has a high degree of autonomy.
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•
•
•
•
•
•
•
•
•
•

Disagreements occur but now they are resolved within the team positively, and necessary changes
to processes and structure are made by the team.
The team is able to work towards achieving the goal, and also to attend to relationship, style and
process issues along the way.
Team members look after each other.
The team requires delegated tasks and projects from the leader.
The team does not need to be instructed or assisted.
Supervisors of the team during this phase are almost always participating. The team will make most
of the necessary decisions.
Team members might ask for assistance from the leader with personal and interpersonal
development.
Leader delegates and oversees
Even the most high-performing teams will revert to earlier stages in certain circumstances.
Many long-standing teams go through these cycles many times as they react to changing
circumstances. For example, a change in leadership may cause the team to revert to storming as
the new people challenge the existing norms and dynamics of the team.

Tuckman, Bruce W. (1965) Developmental sequence in small groups. Psychological Bulletin, Vol 63(6), Jun 1965, 384-399
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Group Safety Plan
Based on your own experience, so these group stages sound familiar? Did the group you
remember get stuck at one of those stages? If so, what happened?

___________________________________________________________________
___________________________________________________________________
___________________________________________________________________
___________________________________________________________________
What did you or another member of the group do to get out of the “stuck” position? -

___________________________________________________________________
___________________________________________________________________
___________________________________________________________________
___________________________________________________________________
What lessons did you take away from participating in community groups before that you
would like to share as “lessons learned” with your other Steering Committee members?
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
What Safety Plan can you as a group agree upon for when you enter the Storming Stage?
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
Task Schedule:
Complete the grid with the dates your
Steering Committee chooses to begin
and complete the task.

Start Date:

Completion Date:
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0-3 Months (First Quarter)

Steering Committee Task #4

Assessing and Preparing for Loss

Overview:
Human beings find it difficult to deal with loss of people, places, things, ideas, beliefs, illusions, fantasies,
dreams, hopes – really with just about anything. And yet, all change requires loss – in order to make any
change we are going to have to give up something. This activity is designed to help the Steering Committee
begin to assess and prepare for the inevitable losses associated with change.

Directions:
•
•

•

Use the Loss Assessment Worksheet to consider the losses that
each subgroup of your community may experience if your efforts
are successful.
The idea of this activity is to get everyone looking from multiple
perspectives about loss: Adults, Parents, Children, Adolescents,
Young Adults; Business Owners, Service Providers, Clergy,
Schools asking the key questions:
o What will each of these people/or people in different
roles need to give up if implementation of the Sanctuary
Model is successful?
o Are there ways to prepare for these losses ahead of
time?
o Are there replacement skills that can be offered?
Many members of the community may actually hold a number
of roles, i.e. as Parents, Adults, Business Owners.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Tips
 This activity is designed to get
the group started on wrestling
with resistance to change which
is inevitable.
 As a group, you may not be able
to answer all these questions
but you may refer back to this
later as the challenges of
dealing with loss emerge.

Resources
 Loss Assessment Worksheet.

Completion Date:
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Loss Assessment Worksheet
Name of group
(samples below –
please change as
appropriate)
Residents

Anticipated loss as a
result of
implementation

Ways to prepare for
this loss

Ways to teach a
replacement skill,
behavior or language

Parents

Children

Adolescents

Young Adults
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Business Owners

Service Providers

Clergy

Schools

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Completion Date:
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0-3 Months (First Quarter)

Steering Committee Task #5

Sanctuary Overview

Overview:
Now that you have gotten to know each other, plan together, and begun strategizing for change, it is time
for you to learn more about the Sanctuary Model and how it will help you achieve the goals you have set
out for your collaborative effort. The Sanctuary Institute faculty will help you schedule the Sanctuary Model
training which will take several days.

Tip.s

Directions:
•
•

Read the overview documents provided
Participate in a Sanctuary Overview presented by Sanctuary Institute
Faculty.

 The more reading that you do
as preparation, the more you
will get out of the training.
 Here we have provided a brief
overview of the main
components of the model.

Resources
 There are many articles that are
downloadable about the
Sanctuary Model at
www.sanctuaryweb.com
 Sanctuary Q &A
 Sanctuary 101
 Some Major Concepts of the
Sanctuary Model

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Completion Date:
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What is Sanctuary?

Sanctuary Q&A

Sanctuary is a way to understand the impact of adversity, create
connections and empower people by creating environments and
dialogues that promote safety, recovery, respect and partnership.
Sanctuary Highlights:
The philosophy and tools of Sanctuary are simple but powerful. They
can be practiced in small settings like people’s homes, in medium
sized ones like schools, social service and business settings and even
large environments like entire communities.
Sanctuary helps leaders, staff and the people they serve in their
organizations build trauma-informed communities.
A primary Sanctuary tactic is to shift the question posed to clients or family members from “What’s wrong
with you?” to “What happened to you?”
What Do We Do at the ANDRUS Sanctuary Institute?
Through curricula development, trainings, supports and periodic check-ins, we help foster sustainable
change within communities in order to create a safe place for people who need healing as well a safe
place for those who offer the care. This approach also supports empowerment and growth on individual,
organizational and community levels.
Who Do We Help through the ANDRUS Sanctuary Institute?
We assist children, families and adults who share one thing in common – they are hurting. We also help
organizations (nonprofits as well as businesses) and communities.
Cities and towns -- across the United States and in other countries that include Australia, Northern Ireland,
Scotland, England, Mexico and Ecuador -- have asked the Institute to help them help their organizations to
heal.
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Sanctuary 101
Sanctuary is an organizational model of
change that is based on understanding
adversity, trauma, and violence.
The Sanctuary Model is built on Four Pillars:
Trauma Theory, the Sanctuary Commitments,
S.E.L.F., and the Sanctuary Toolkit
o The objective of Sanctuary for a community setting is to reduce violence, increase general
understanding about violence prevention and intervention, and increase the level of safety for
children and adults, while building social capital and social cohesion.
o Sanctuary begins with sharing scientifically-based knowledge about adversity, trauma and
violence that we call Trauma Theory
o To form a socially cohesive community, groups of people must share similar values that become
the agreed upon anchors for decisions and behaviors. In Sanctuary, these values are called the
Sanctuary Commitments:
o
o
o
o
o
o
o

Commitment to Nonviolence
Commitment to Emotional Intelligence
Commitment to Social Learning
Commitment to Commitment to Open Communication
Commitment to Democracy
Commitment to Social Responsibility
Commitment to Growth and Change

o The knowledge and practice then becomes embedded in a shared language called S.E.L.F.:
o S – Safety (physical, psychological, social and moral)
o E – Emotion Management (not just for the clients!)
o L – Loss (abuse, neglect, separation, getting stuck)
o F – Future (how can things be better?)
o The Sanctuary Toolkit are practical guidelines and specific action plans for putting the knowledge
about adversity, trauma, and violence into practice
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Some Major Concepts of the Sanctuary Model
Trauma and Individuals – Psychobiology
•
•
•
•

Our brains are wired to ensure survival at the most basic level.
People who have been traumatized or exposed to prolonged adversity may activate the brain’s
biological survival skills, even when survival is no longer threatened. This may seem irrational, but
actually makes sense when we understand the way the body and brain work under stress.
People who have been exposed to trauma have adapted to adversity in the best way that they
have been able.
Unfortunately, behaviors and attitudes that originate as useful coping skills can easily become
liabilities when used too frequently and under other circumstances

Hurt People Hurt People
•
•
•
•

What makes people turn to violence? It usually comes about because of some previous hurts, hurts
that may go back into childhood and may not even be consciously remembered.
Being hurt as a child often leads to difficulties in developing the capacity to trust and be safe with
other people, even as an adult.
In trying to protect themselves from ever being hurt again, some people find that violence works
and the more times it works, the more likely the person is to use violence
Some people can even become addicted to violence, a cycle that is hard to break

We Know A Lot About Violence
•
•
•
•
•
•
•
•
•
•
•

Children model behavior on what they see around them
Adolescents are very vulnerable to the influence of their peers
Some people are more prone to violence than others
Some situations make violence more likely than others
There are many forms of violence: Physical, Psychological, Social and Moral
People can learn to be violent
People who have been exposed to violence are more likely to become violent under stress to
themselves and/or others
Violence is contagious
Violent behavior is the result of many different factors: Physical, psychological, social and moral
Everyone is capable of violence
Violence leads to a desire to retaliate which can end up in an endless cycle of retribution

Habits and Traumatic Reenactment
•
•

Human beings form habits very rapidly – it helps our brains do things automatically and not have to
think through everything that we do all of the time.
But our brains do not necessarily differentiate between good habits and bad habits
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•
•
•

As a result, problem behaviors that originally were useful coping skills can become automatic ways
of interacting with the world without us even realizing that this is happening
Because we are mostly unaware of habits that we have developed, we fail to recognize that when
we go into a new situation or a new relationship, we tend to do, say, and think things that mirror
previous situations or relationships.
As a result it seems like history keeps repeating itself. This happens to everyone but the more
traumatic experiences we have, the more likely it is that we will somehow repeat those experiences
– that is called “traumatic reenactment”.

Parallel Process
•
•
•
•
•

Because of what is called a “compulsion” to repeat the past, it is easy for us to create relationships
and situations in the present that “parallel” – or are very similar to – relationships and situations
from the past.
We experience a compulsion as an irresistible urge to behave in a certain way, especially against
our conscious wishes, and often entirely outside of our conscious awareness.
Families, organizations, and communities are very susceptible to creating parallel processes simply
because that is what human beings do all the time.
What frequently differentiates families who are happy and fulfilled from those that are unhappy and
unfulfilled often has to do with what has happened to those families in the past, sometimes in the
long-ago past. The same thing applies to organizations and to whole communities.
We know now that good and bad ideas, feelings, and behaviors get passed down from generation
to generation.

It’s not what’s wrong with you, it’s what happened to you
•
•
•

In fact, the only way to understand the present is to understand the past.
The way we think about that very important point is that we need to change the way we understand
each other by asking “What happened?” instead of “What’s wrong with you!?!?”
It is truly impossible to understand or make sense out of the behavior of another person unless we
understand what that person has already been through in his or her life.

People and Organizations and Communities Can Heal
•
•

•
•

Everyone can heal from trauma, even if it is just a little
People who have experienced trauma and adversity are often “cracked but not broken”. What that
means is that trauma fragments us – the key parts of us no longer work together as they were
designed to do: body, mind, relationships, spirit. Healing is “putting Humpty-Dumpty together
again”.
Healing from emotional injuries is a lot like healing in the body – it takes time, goes through stages,
requires knowledge and assistance, and wounds need to be protected
Judith Herman, a psychiatrist who learned about trauma inititally from survivors of sexual abuse
and domestic violence, outlined three stages of healing from trauma:
o Safety
 Regulation of basic physical functions
 Management of intrusions – flashbacks, nightmares, reenactments
 Control over self-destructive behaviors
o Remembrance, Integration, Mourning
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•

•

 Paced, in-depth exploration of trauma
 Integration of memory, feelings, thoughts that is much more than “venting”
 Period of intense grieving for all that has been lost
o Reconnection
 With oneself
 With others
 With meaning, purpose, higher power, moral center, spirituality
Going to a therapist or some kind of healer for emotional injuries is similar to going to a different
kind of medical caregiver to set a broken bone or stitch up a wound. True healers of emotional
injuries do no harm and do not make the situation worse, although just as in healing from physical
injuries, healing is not comfortable and sometimes it really hurts!
We have found that there are key tasks involved in healing from any emotional injury, all of which
relate to the Sanctuary Commitments:
o People need to develop safety skills with themselves and with other people (NONVIOLENCE)
o People need to develop skills for managing difficult emotions in all kinds of situations
(EMOTIONAL INTELLIGENCE)
o People need to learn to understand themselves and each other in ways that are not
shaming or blaming but that instead lead to trying out new ways of resolving conflict and
problem-solving together (SOCIAL LEARNING)
o People need to learn to communicate within themselves and with others in more open and
honest ways (OPEN COMMUNICATION)
o People need to learn how to manage power so that they can protect themselves from bullies
but at the same time never bully others (DEMOCRACY)
o People need to learn how to balance their own needs with the needs of other people in order
to create fair relationships (SOCIAL RESPONSIBILITY)
o People need to grieve for what has been forever lost and for the losses that will accompany
change, while holding on to and finding motivation in a vision of a different future. (GROWTH
AND CHANGE)

But There Are Barriers to Healing That Must Be Overcome
•
•
•
•
•
•
•
•
•
•
•
•

Survivors of trauma are unlikely to make the connection between any of their challenges in the
present and previous experiences
They are unlikely to want to talk about their previous bad experiences
They are likely not to remember the worst parts of the experiences
They will want to stay emotionally numb rather than feel the pain of the previous experiences
They are afraid that if they do feel the feelings they will die – but they cannot express those fears
They are likely to blame themselves for the bad things that have happened to them
They are likely to feel protective toward violence that occurred in the family because people usually
remain loyal to their families for their whole lives
The violence may still be going on. This is true for communities where violence is happening all the
time and it may also be true in families where people do not want to talk about it.
We don’t want to talk about it either – hearing trauma stories is disturbing and may remind us of
similar bad things that happened to us
Our systems of health care, mental health care, child welfare, and criminal justice have not fully
incorporated knowledge about trauma yet so survivors may encounter insensitive and unhelpful
responses
Change doesn’t happen all at once or overnight…..
In fact people change in “stages”
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Stages of Change
•
•

•

Human beings can change at any point in our lives but just like we go through life stages as we
grow up, we go through stages in making any change.
These stages have been defined as: Precontemplation, Contemplation, Preparation, Action,
Maintenance and at any point there can be Regression, meaning people go backward. There is a
poem that helps us understand these stages written long ago by Portia Nelson.
s
In Precontemplation the person is not yet thinking about change and may be resigned to things
staying the way they are. They are likely to feel that they have no control over the things that
happen to them or may minimize the seriousness of the consequences.
o Anyone who wants to help someone move through this stage must concentrate on educating
and informing the person, not pushing them
o Some questions that may get the person thinking are things like “What would have to
happen for you to know that this is a problem?", "What warning signs would let you know
that this is a problem?", "Have you tried to change in the past?"
o The task for helpers is to be empathetic, instill hope and gently point out discrepancies
between goals and statements.
o Poem:
I walk down the street
There is a deep hole in the sidewalk
I fall in
I am lost . . . I am helpless
It isn't my fault.
It takes forever to find a way out.

•

In Contemplation, the helper is like to hear a lot of “Yes, but” kinds of responses. The person has
started to think about change but is still has very mixed feelings about it. Inside they are weight the
benefits and costs of changing.
• Empathy, validation, praise and encouragement are necessary during all stages but
especially when people struggle with ambivalence and doubt their ability to accomplish the
change.
• A successful approach calls for helpers to ask patients about possible strategies to
overcome barriers and then arrive at a commitment to pursue one strategy before the next
session.
• It is also productive to ask patients about their previous methods and attempts to change
behavior. Barriers and gaps in patients' knowledge can then surface for further discussion.
• Some questions to get people’s minds working might be "Why do you want to change at this
time?"; "What were the reasons for not changing?"; "What would keep you from changing at
this time?"; "What are the barriers today that keep you from change?"; "What might help you
with that aspect?"; "What things (people, programs and behaviors) have helped in the
past?"; "What would help you at this time?"; "What do you think you need to learn about
changing?"
• Poem:
I walk down the same street,
There is a deep hole in the sidewalk,
I pretend I don't see it.
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I fall in again.
I can't believe I am in the same place.
But it isn't my fault.
It still takes a long time to get out.
•

In Preparation, people intend to make a change. They have made up their mind and are starting to
establish criteria for what the change means while experimenting with small changes.
• Helpers need to provide much encouragement and support while helping people to make
realistic plans
• Slipping backwards is highly likely if people become stressed again, because of the power of
habits. So helpers must be careful not to shame any regression but to instead support and
encourage even small gains.
• Poem:
I walk down the same street.
There is a deep hole in the sidewalk.
I see it is there.
I still fall in . . . it's a habit.
My eyes are open.
I know where I am.
It is my fault.
I get out immediately.

•

In the Action stage, people commit time and effort deciding on details of the change they are
making and they take definite action to make the change.
• Helpers need to encourage and help define “right-sized” steps and help plan for highsituations. They should continue to focus on successes and challenges and must be
generous with praise and admiration
• Poem:
I walk down the same street.
There is a deep hole in the sidewalk.
I walk around it.

•

When people reach the Maintenance stage, they have made significant shifts in attitude and
behavior and coping. They now have a support system that is personally and culturally relevant and
are in the process of extending that support system.
• Because of the nature of habits, the likelihood of relapse at some point is high, the rule
rather than the exception
• Relapse is more likely to occur under stress.
• Helpers at this point must encourage people to anticipate that this might happen, to not be
discouraged, but to understand it as a normal part of the process of change. The focus
should be on what has worked in the past, how well it worked, and to pick it up again.
Positive steps must be supported and encouraged, particularly when people are becoming
discouraged and demoralized because they have slipped.
• Poem:
I walk down a different street.
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•

It is important to remember that people can take years to go through the stages of change
and in between can look to the observer as if no change is taking place because they have
relapsed. That would be a mistake. As long as people are alive there is hope.

Survivor Mission
•
•
•
•

•

Traumatic experiences change people but after a trauma, we can make choices to allow those
changes to degrade us and the people around us or we can make choices that will allow us to
transform the trauma into a benefit to ourselves and others.
History is full of people who have made choices after trauma – some to make things worse, others
to make things better.
Making decisions to transform trauma into something better has been called a “survivor mission”.
Dr. Judith Herman wrote, “Most survivors seek the resolution of their traumatic experience within
the confines of their personal lives. But a significant minority, as a result of the trauma, feel called
upon to engage in a wider world. These survivors recognize a political or religious dimension in
their misfortune and discover that they can transform the meaning of their personal tragedy by
making it the basis for social action. While there is no way to compensate for an atrocity, there is a
way to transcend it, by making it a gift to others. The trauma is redeemed only when it becomes the
source of a survivor mission.”
There are many ways that people can transform trauma. For example, by working to educate others
about all that we are discussing, by rescuing people who are in danger, and by engaging in mutual
self-help opportunities. Other trauma survivors find satisfaction in bearing witness to what has
occurred and to seeking justice. Others transform trauma by becoming politically engaged in order
to change policies that allow the traumatic events to unfold that could have been prevented. Still
others benefit from the transformative aspects of creative expression in all its forms and in humor.

We Now Know A lot About Preventing Violence
•
•
•
•
•
•
•
•
•
•

Target children and the people who influence children – parents, family, educators
Work with adolescents around how to make better judgments, resolve conflicts, make decisions,
respect boundaries
Need to understand the multiple factors: brain vulnerabilities, toxic stress, trauma, alcohol, drugs –
that make people more prone to violence
Need to understand situations – like shaming, fear, disrespect, humiliation, competition, retaliation
– that make violence more likely
Need to recognize the many different types of violence, not just the physical because one kind of
violence leads to other kinds of violence
Develop tools to promote the unlearning of violence – restorative justice, conflict management
strategies, nonviolent communication strategies
Deepen universal understanding of the effects of toxic and traumatic stress
Embed skills for defusing tense, conflict-laden situations in families and on the streets
Develop capacity for complex problem analysis and problem-solving
Requires a public health approach: primary, secondary, tertiary strategies
o Tertiary – Direct interventions to people most hurt
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o Secondary – Direct interventions to people who are most at-risk of hurt or more hurt
o Primary – Direct interventions to EVERYONE – Universal Precautions (the best known are
washing your hands, using seatbelts, avoiding cigarette smoke)

Universal Precautions and the Four Pillars of Sanctuary
•
•

•
•

Apply to everyone – so universal education and training is extremely important (TRAUMA THEORY)
There are no simple solutions so need to develop capacity for complex and creative problem-solving
within a healthy and sustainable moral climate (SANCTUARY COMMITMENTS)
o Cannot solve problems with violence with more violence therefore must practice
NONVIOLENCE
o All teachers must “Walk the talk” and “Be the Change You Want to See” – EMOTIONAL
INTELLIGENCE
o Everyone must be willing to unlearn useless or harmful things and learn new useful things
and learning is easier when we learn together – SOCIAL LEARNING
o Network of effective communication is essential – OPEN COMMUNICATION
o Everyone has something to offer – DEMOCRACY
o Addressing problems must be seen as fair and balanced – individual vs. group – SOCIAL
RESPONSIBILITY
o Need a vision of future possibilities – what changes with success – GROWTH AND CHANGE
Everyone must share an easy-to-understand language that can be used as a compass to guide
what direction we should go in to solve any kind of problem (S.E.L.F.)
Need simple, down-to-earth, practices that anyone can do to serve the complex problem-solving.
(SANCTUARY TOOLKIT)

Thinking Differently About Health
•

•
•

•

Being “normal” and being “healthy” can be very different things because normal just means on the
average, being like everyone else. But if everyone in a family, organization, or community is very
stressed, than the average response to any situation may actually be very unhealthy for everyone
concerned.
The World Health Organization (WHO) have defined health as “a state of complete physical, mental
and social well-being and not merely the absence of disease or infirmity”
The Center for the Developing Child at Harvard have stated that health is “more than merely the
absence of disease—it is an evolving human resource that helps children and adults adapt to the
challenges of everyday life, resist infections, cope with adversity, feel a sense of personal wellbeing, and interact with their surroundings in ways that promote successful development”
In the Sanctuary Model, we have thought a great deal about what constitutes healthy individuals,
organizations, and communities and here is what we think it looks like:
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A Possible Vision of a Better Human Future
•

•

Envision NONVIOLENCE:
o It is universally recognized that all forms of violence - interpersonal, self-directed, structural
and collective - are interconnected and interdependent – and preventable.
o People – men, women, children – feel safe walking the streets at night and being in their
homes, schools and offices without fear.
o People are no longer discriminated against because of their gender, age, race, ethnicity,
religion, identity.
o Punitive forms of response to problem behavior are seen as useless, stupid, inherently
violent, and retaliatory in nature and thus a breeding ground for escalating retaliatory
violence.
o The very idea that anyone would lack enough food to eat, or a roof over their head is simply
ridiculous
o Respect, care and compassion are the guiding values for behavior toward children, family,
colleagues, subordinates, and oneself.
o Weapons are viewed as dangerous and unnecessary and a love of weaponry is seen as a
sign of immaturity.
o Child maltreatment, domestic violence and sexual assault are viewed as perplexing and
irrational problems of the past, a bit like bleeding someone to cure an infection.
Envison EMOTIONAL INTELLIGENCE
o The work of emotional labor is understood, honored and valued.
o Emotions are recognized as an important component of thought and it is universally
understood that our emotions help us to value what is important in life when rational
thought alone may betray us.
o Emotions are always considered as a part of solving problems, individually and collectively.
o Homes, schools, workplaces and communities are safe, secure, reliable, playful, loving and
compassionate because we understand that people are better able to learn to manage their
emotions and work effectively in such environments.
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•

•

•

•

•

o Everyone learns ways in which their emotions can be manipulated by others and are
therefore able to adequately protect themselves.
o Parents and leaders understand that a key part of their job is to recognize, contain and
manage emotions in their homes, organizations and communities.
Envision SOCIAL LEARNING
o Individuals and organizations learn from experience and make healthy adaptions to
changing conditions.
o Pre-existing knowledge is retained and integrated with new knowledge.
o To promote learning, change and conflict are welcomed as opportunities.
Envision OPEN COMMUNICATION
o People mean what they say without being mean when they say it.
o Everyone communicates directly and, as much as possible, use words to convey what they
mean.
o When communication is unclear people ask each other for clarification rather than making
up their own story about what message was intended.
o Failures in communication are seen as opportunities to improve, not an opportunity to
assign blame.
o Keeping secrets is seen as dangerous to the well-being of individuals and groups, but
boundaries and privacy are understood and respected.
o Lying and deceit are seen as barriers to healthy individuals, groups, and societies.
Envision DEMOCRACY
o The skills that are necessary for democratic participation - expressing oneself, deeply
listening to others, conflict management, compromise, self-control, self-discipline, selfrespect, and respect for others - are taught and modeled in the organization.
o People expect to have a say in their homes, schools, workplaces and communities and view
participation as a responsibility, not just a right.
o Diversity of opinion is actively sought because it is of benefit to the individual and to the
group.
o Abuse of power rarely happens, in part because the social norm no longer tolerates it and in
part because the system of checks and balances on the misuse of power is kept in good
working order.
Envision SOCIAL RESPONSIBILITY
o We recognize that fairly distributing individual and social justice is the key to having a
peaceful, nonviolent and safe organization.
o Shared ethical principles are the basis for our families, our institutions, and our society – in
word and deed.
o We have fully grasped that we must always be balancing our individual needs with the
responsibility we have to our communities.
o We are committed to forms of justice that are restorative, not retributive
o We recognize that all of the time we are either part of a solution or part of a problem, that in
a healthy organization there are no bystanders.
o We have learned to recognize that injustice to one is injustice to all, that human rights are a
critical determinant of human survival
Envision GROWTH AND CHANGE
o We set clear and achievable goals for change and everything we do is oriented around
whether or not we are achieving those goals.
o We use a vision of a better future to motivate us to achieve those goals.
o We recognize that when people resist change it is because they are resisting what they are
going to lose in order to change and in honoring their losses, we help them to move.
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o We recognize that the past always has a grip on us, that reenactment is a powerful force,
because rather than lose whatever we already have, we are likely to repeat the past, even if
it brings us more pain.
o We realize that the only thing that sets humanity apart from the other forms of life we share
this planet with is the power that we have – and the responsibility that goes along with it - to
decide whether to support destruction and annihilation or support life in its myriad forms.
o We have learned to live within the circle of life, consciously, respectfully, playfully, joyfully.
Our children are healthy, creative and grateful to be alive.
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0-3 Months (First Quarter)

Steering CommitteeTask #6

Developing and Executing a Communication Plan

Overview:
Some members of your community will be joining you in attending the Sanctuary Institute training. In order
to share the vision and promote interest from key stakeholders, you will need a communication plan. This
plan to introduce implementation of the Sanctuary Model will lead
up to and result in a kickoff meeting.

Tips

Directions:

•
•

As Steering Committee members, you have attended the Sanctuary
Institute Sanctuary Model training. Other members of the community
will have heard about this and want to know what it is all about.
You should have been keeping minutes for all of your meetings and
copies of the worksheets thus far and the minutes should be
distributed to all Steering Committee members and then become part
of the project archives

•

In order to effectively disseminate information to the community, a
formal communication plan will be created by the Steering Committee.

•

This plan will introduce implementation of the Sanctuary Model to a
wider circle of community members in order to begin the process of
developing the Core Team, leading up to the Sanctuary Kickoff Event.

•

This activity is designed to help you plan and facilitate a
communication strategy. It may take some time, effort and resource to
pursue some forms of communication, i.e. an internet site. But other
forms can happen immediately.

•

Use the Planning Your Formal Communication Worksheet

 Think about making handouts
available to those who attend
the kickoff or directing them to a
website to learn more.
 Consider how best to invite
families and other stakeholders
to the kickoff as well.
 Have some fun developing brief,
to-the-point, “elevator”
statements explaining what you
are doing.

Resources
 Planning your Formal
Communication worksheet.

troduction to
Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Completion Date:
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Planning Your Formal Communication

Your Emotionally Intelligent Communication Plan
•

What is the best way to describe what Core Team participation will involve?

•

What is the message we want people to take away about this undertaking and how others might
participate if they are not part of the Core Team? (“Elevator” Statement)

•

How much information is too much at this point?

•

Who needs to hear it?

•

How should information be delivered to people in different parts of our community?

•

Who will execute and complete the communication tasks?
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Steering Committee Task #7
Hold a Sanctuary Kickoff Event
Overview:
Although most people in the community
may know that you are beginning
implementation of the Sanctuary Model
through the communication plan you
created, we recommend explaining this in a
formal way to emphasize the importance of
this undertaking, to demonstrate
transparency in the process, and to ensure
that all community members understand
how the Sanctuary Model will translate to
their own experience.
A commitment to Sanctuary should be
made on many levels, and this includes a
public Kickoff Event to introduce the idea to
wider community and to let people know
that you will be forming a Core Team. This is
an opportunity for the Steering Committee to present the big idea of
Sanctuary in a brief, inspiring way and the more fun it is, the better.

Directions

Tips
 Remember that people have
different learning styles; you
may want to incorporate
multiple media for
introducing the information
(lecture, video, discussion,
written material, etc.) at
your kickoff event.
 Take care of your
community; nurture them by
providing a glimpse of what
is to come.
 Consider the power of
conversation over food!
 Be sure to provide enough
time to enable attendees to
connect with a positive
feeling from their experience
at the kickoff event.

1.

Plan a kickoff event that announces the beginning of your
Sanctuary implementation

2.

Invite all members of the community to attend.

3.

Determine if there are external stakeholders you wish to invite.

4.

Provide an overview of the model and share your hopes and
expectations for changing your community.

5.

Provide handouts, fact sheets or brochures or have people who attended the Sanctuary Institute
five- day training share their experiences from the week.

Resources
 Ideas for kickoff events.
 Sanctuary 101 handout.
 Sanctuary Q&A handout.

Task Schedule:

Complete the grid with the dates
your Core Team chooses to begin
and complete the task.

Start Date:

Completion Date:
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Ideas for Kickoff Events
• Festive Sanctuary gatherings by blocks
• Sanctuary drop-in information sessions.
• Sanctuary barbecue and event day.
• Sanctuary Faculty member speaking engagement.
• Seven Sanctuary Commitments Jeopardy!
• Create a movie about your Sanctuary journey thus far and
share over popcorn.
• Hold a Sanctuary Potluck.
• Hold a Sanctuary Fair to raise awareness.
• Sanctuary Morning: Hold coffee hour/brown bag lunch
chats.
• Town Hall or fireside chats about Sanctuary.
• A “Weather Report” performance to all staff and
stakeholders about your understanding and experience
during the five day Sanctuary training.
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0-3 Months (First Quarter)

Steering Committee Task #8

Selecting a Core Team
Overview:
The Core Team should include
community members who
represent diverse opinions. This team of people will be responsible to
represent the perspectives and needs of the larger community as your
group defines it during the implementation process. Every community
has formal leaders with positions of power, and informal leaders who
carry influence based on their skills, personal relationships, age,
experience, or other personal characteristics. Both types of leaders
should be included.

Directions:
1. Review the “Guidelines for Selecting Core Team Members”
information sheet.

Tips
 This is your first opportunity
to demonstrate a
commitment to doing things
differently.
 Be aware of the potential
pitfalls of secrecy and
hierarchical decision making
in this process
 Aim for transparency in how
people are selected

Resources

2. Determine the number of people who should be on your Core
Team. Typically, 20-25 people is a good number to work with.

 Guidelines for Selecting a
Core Team

3. Determine whether you wish to recruit members, ask for
volunteers, use a nomination process, or use some combination
of the above to select members.

 Core Team Fact Sheet

4. Provide information about what the expectations of Core Team
Members will be using the “Responsibilities of the Core Team”
fact sheet to people who are interested in joining.

 Sample Core Team Minutes

 Responsibilities of the Core
Team
How the Core Team changes
the culture.

5. Schedule your first Core Team training!

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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Guidelines for Selecting Core Team Members
The Core Team is intended to be a representative team from the
community whose purpose is to shape the implementation of the
Sanctuary Model in the community. By assembling such a team
the steering committee attempts to ensure that decisions made
about implementation are well considered and represent a variety
of voices and constituents throughout the community.
Assembling the Core Team is a first important step in developing
more democratic processes. Careful consideration needs to be
given to who sits on this team. The following are some key
considerations:
•

Consider the lessons you have already learned from your previous groups tasks about previous
collaborative efforts in the community.

•

Limit the size of your Core Team to no more than 25 people and no fewer than 10. Remember
that the member of the Steering Committee now become part of the Core Team.

•

There should be several key people who have access to resource and decision-making on the
Core Team.

•

It’s essential to have people who are willing to work with others, to collaborate, to engage in and
resolve conflict, and to learn.

•

Consider diversity when choosing Core Team members. Having a diverse group ensures a variety
of perspectives. Race, gender, location, ethnicity, sexual orientation, age, time with the
community, education, religion, work experiences are all issues to consider when forming this
Core Team.

•

As much as possible, try to choose opinion leaders in the community. These are not necessarily
people who agree with you but people who are respected by their peers.

•

Choose Core Team members who are willing to participate, willing to dissent and willing to work.

•

Consider potential longevity. Although you can never really be sure how long a community member
will be with you, try to choose those you are reasonably confident will be with you three or four
years.

•

Consider community members who volunteer and express interest in participating; there is little
substitute for motivation.

•

Once again, consider the patterns of success and failure in other collaborations as determining
factors in who you ask to join the Core Team
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Sanctuary Core Team Fact Sheet
Fact 1: Now that the Steering Committee has laid the
groundwork, the next key step in implementing the
Sanctuary Model begins with the development of a Core
Team that represents participation from every level of the
community to insure that every “voice” is heard.
•

The Core Team can be comprised of 20-25 people,

•

The Core Team will by necessity be a representative
body. This requires a team composition that is
diverse along every dimension that comprises the organization.

•

It is vital that key leaders become actively involved in the process of change.

•

The responsibility of the Core Team will be to actively represent and communicate
with their constituency and to become trainers for the entire community.

•

The Core Team will work out team guidelines and expectations of involvement
for individual team members as well as a meeting schedule.

•

The Core Team will also need to decide on safety rules for the constructive operation
of the team itself. Ultimately the Core Team will be responsible for the development
and implementation of a curriculum aimed at including the entire community in the
change process.

Fact 2: The foundation of an effective Core Team is clear support and investment by
leaders in the community. The Sanctuary Steering Committee should start by talking with
fellow leaders throughout the community, ensuring that they understand and appreciate
what Sanctuary will require, and what it will bring to your community. Once these people
are on board with the project, you can begin to consider whom to include on the Core Team.
Fact 3: Core Team should include people who represent many different areas of your
community, and who occupy different positions in your community’s hierarchy. This team of
people will be responsible to represent the perspectives and needs of your community. Every
community has formal leaders with positions of power, and informal leaders who carry
influence based on their skills, personal relationships, age, experience, or other personal
characteristics. Both types of leaders should be included. You should seek diversity at every
level including race, gender, educational background, tenure, age, life experience, and other
areas.
Fact 4: Core Team will need to identify and work through a good deal of conflict, so you’ll need
people who bring different perspectives, and who will speak up and take an active role, who are
willing to work hard, and who can work well with others.
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Responsibilities of the Sanctuary Core Team
Responsibilities for the Core Team members will
include:
• Core Team members are asked to be the role models for
Sanctuary Implementation and practice. Individuals are
responsible to demonstrate and relay a positive attitude with
community members, creating an atmosphere that sets the tone
for Sanctuary roll-out.
•

Core Team members agree to employ simple behaviors to support cultural transformation.
Ideas include:
o Say “Hello, Good Morning or Good Afternoon” to others- regardless of how busy you
are.
o Smile at each other.
o Express gratitude, say “Thank you”
o Support each other when possible.
o Listen to each other.
o Share a joke, communicate with your each other. Regularly!
o Start meetings with a Community Meeting format

•

Maintain regular and consistent attendance at Core Team meetings. Please practice social
responsibility by making arrangements as necessary with others to cover absences and to
bring absent members up-to-date.

•

Practice living the model through full participation in the activities of Sanctuary
implementation both in and outside of Core Team.

•

Inform the rest of the Core Team and take responsibility to get updated on what happened at
the meeting if unable to attend.

•

Take initiative to openly communicate, take risks outside of your comfort zone, support the
group’s work by leading projects, including trainings.

•

Identify tasks to be done as follow-up to Core Team meetings, and complete these
independently or in small work groups.

•

Strive to understand and role model Sanctuary as part of the Core Team and in all community
functions.
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0-3 Months (First Quarter)

Steering Committee Task #:9

Holding Core Team Training

Overview:
Although you’ve already spoken with each
person on the Core Team, and they may
have some knowledge about Sanctuary and
about the process of change, the first time
you pull the whole group together is an
important beginning. Everyone on the
Steering Committee should work together to
plan and run an inspiring day that will bring the Core Team together and
orient them to the work they’re committing to.

Directions
1. Plan between 3 and 5 days to provide a comprehensive training
experience for the Core Team that is provided by a team of
Sanctuary Institute faculty in collaboration with the Steering
Committee.
2. Invite all Core Team members to attend. You may want to let
people know that it is mandatory as part of their commitment to
the Core Team.
3. Provide reading materials ahead of time and ask participants to
be prepared.
4. Discuss with your Sanctuary Faculty what you know about the
experiences that Core Team members have had in the community
meeting and why they there selected to attend.

Tips
 You will be modeling the kinds of
leadership skills you want your
Core Team members to develop
and use with their peers
throughout your community.
 It’s important that people feel
comfortable to respond in
genuine ways about their feelings
and responses to the material.
 Actively seek involvement from
all Core Team members, always
setting a tone of openness and
receptivity.
 Remember, manage your
emotions! When people share
perspectives or opinions that are
difficult for you to hear, this is
your opportunity to demonstrate
your commitment to genuine
involvement and contribution.
 Remain attentive and follow-up
on any core team related tasks
and projects.

Resources
 Five day training materials supplied
by Sanctuary Institute Faculty

5. Provide appropriate space and a comfortable learning
environment, remembering that people may have different
learning styles and levels of comfort with the material or with participating in group discussions.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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CORE TEAM TASKS
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4-6 Months (Second Quarter)

Core Team Task #1

Creating a Shared Vision for the Future
Overview:

The Bible says that a people without a vision perish. All significant efforts that lead to
positive change begin with a vision of possibility that inspires people – even when
things get very difficult – to continue to move forward. In order to know whether the
changes you are making are working, you will need to look at certain markers along
the way. The goal of this work session is to meet with your newly chosen Core Team
to define areas you would like to target for change in your community.

Directions:
1. Establish ground rules for safety with the group using the
Core Team Ground Rules for Safety Worksheets

Tips

2. Review highlights from the Sanctuary Training

 Consider the kind of resources that
will be required to collect and
analyze additional data.

3. Review the experience of the Steering Committee including
reviewing the Big Picture Goals, the SWOT Analysis, and
lessons learned about community collaboration and the
stages of group formation.

 Consider the burden on the
community members or clients when
determining how often to administer
data collection.

4. Review Considering Goals and Outcomes of
Implementation Worksheet and What Can You Hope For
When You Implement Sanctuary? Worksheet
5. Create a vision of short (two to five years), intermediate
(five to ten years), and long-term goals (ten-twenty years)
6. In order to know whether what you are doing is working, you
will need to look at changes over time by evaluation certain
markers in the community. But to establish change you
have to start from a baseline – now – and decide what
indicators of change you are going to use in the Planning
Data Collection Worksheet
Task Schedule:

Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Resources
 Core Team Ground Rules for Safety
Worksheet
 Considering Goals and Outcomes of
Implementation Worksheet
 What Can You Hope for When You
Implement Sanctuary?
 Planning Data Collection Worksheet
 Our Vision Worksheet

Completion Date:
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Core Team Ground Rules for Safety
Feeling safe is essential for full participation in the Core Team. This
exercise is designed to establish ground rules for safety for all Core Team
meetings.
Step 1: The facilitator should ask members that they feel the group
should have as ground rules for how they are going to relate to each
other, how they are going to behave, what they are going to do and
not do. As much as possible, elicit the rules from the group. Here are
some examples of safety rules made by other groups:
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Respect for each other’s opinions and point of view
Listen without criticism
Absence of assaultive or insulting tone of voice
Do not cut people off
No side conversations
One voice at a time
No retribution for using one’s voice
Don’t personalize
Listen to others
Keep an open mind
No abuse of power
Stick with “I” statements
Avoid personal attack to enhance personal position
Stay in the room or if you leave, come back
What is said here, stays here, unless you ask permission

Step 2: After the group members have created their safety rules, ask them what they think should
happen if someone in the group break the rules. Some previous suggestions include:
•
•
•
•
•
•

Stop and address issues as a group
Stay present for reconciliation
Ask for time out if necessary
Come back to the group if you leave
Apologize
Restitution to restore safety.

Step 3: Tell the group that the safety rules can be modified after discussion at the suggestion of any
group members in the future.
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Our Ground Rules for Safety

______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
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Considering Goals and Outcomes of Implementation
Through the implementation steps of the Sanctuary Model,
Core Team members engage in prolonged dialogue that
serves to surface the major strengths, vulnerabilities, and
conflicts within the community. By looking at shared
assumptions, goals, and existing practice, community
members from various levels of the community are required
to share in an analysis of their own structure and
functioning, often asking themselves and each other
provocative questions that have never been overtly
surfaced before. Learning how to manage these conflicts more effectively provides the necessary
background for developing services that can adequately address the needs of traumatized clients. The
Core Team is a microcosm for this process and a safe place to practice these difficult conversations.

Potential outcomes include:
•
•
•
•
•
•
•
•
•
•
•

Less violence including physical, verbal, emotional forms of violence.
Clearer understanding of what it means to be safe
Community-wide understanding of complex biopsychosocial and developmental impact of
trauma and abuse with implications for response
Less victim-blaming behaviors
Fewer punitive and judgmental responses
Clearer more consistent boundaries, higher expectations, linked rights and responsibilities
Earlier identification of and confrontation with abusive and violent behavior in all its forms
Better ability to articulate goals and create strategies for change
Greater understanding of habits, reenactment behavior, stages of change and resistance to
change
More democratic processes at all levels
More productive community processes accompanied by enhanced ability to resolve conflict,
less retaliatory behavior, better problem-solving

66

What Can You Hope For When You Implement Sanctuary?*
A Sanctuary community should be a strong, resilient, tolerant, caring, knowledge-seeking,
cohesive and nonviolent community where:
•

Staff members are thriving, people trust each other to do the right thing, and clients are
making progress in their own recovery within the context of a safe and connected
community.

•

Results are tangible and include decreased turnover – people do not want to leave the
community; decreased use of violence to resolve conflict; decreased critical incidents,
injuries, and violent deaths; greater satisfaction with life in the community.

•

The community fully recognizes the ever present possibility of violence and therefore constantly
attends to protecting its social immune system against the spread of violence in any form:
physical, psychological, social or moral.

•

Communication is open, direct, honest, and people trust that they will find out information that
they need to make good decisions.

•

Community members are willing to give the other person the “benefit of the doubt” when trust
has been questioned, rather than leap to the worst conclusions.

•

Members recognize the importance of democratic decision-making and shared responsibility
in problem-solving and conflict resolution all of which serves to minimize abuses of power
and enables an organization to deal more competently with the challenges of complexity in
the world around us.

•

Every effort is made to include anyone affected by a decision in the decision-making process,
and as a result people feel free to dissent, to raise troubling concerns, and to support
consensus agreements even when they may not fully agree themselves

•

A Sanctuary community is able to have safe and useful conflict as a means of learning and
growing. Conflicts are seen as a resource and are generally well-managed with emotional
intelligence and open communication.

•

Community members recognize that “hurt people hurt people” and that therefore, creating
and sustaining a just environment is vital to everyone’s safety and well-being.

•

Community members are encouraged and supported in their individual striving but are also
expected to maintain an active concern for the “common good” even when that may mean
putting aside one’s own individual needs.

•

Individual and group losses are honored, while using a vision of the future to prevent
stagnation and to promote continued development.

•

Members of a Sanctuary community are offered an opportunity to have corrective
emotional, relational, and environmental experiences.

Please note that this is not an exhaustive list. Please refer to Sanctuary Certification Standards Vol. 2 for
expectations regarding Sanctuary implementation and certification.

*
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The Vision for Our Community

Short-Term Goals:
•

Children

•

Young People

•

Adults

•

Community

In Two Years Our Community……

Intermediate Goals:
•

Children

•

Young People

•

Adults

•

Community

Long-Term Goals:
•

Children

•

Young People

•

Adults

•

Community

In Five Years Our Community……

In Ten Years Our Community……
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Planning for Data Collection
Based on the vision you have created, how will you measure change? As a group you will
need to determine which indicators you will track and which measures you will use.
•

Is there data that must be collected in order to fulfill the requirements of a grant that we are using
to do this project?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

•

What information is already being collected about our community and how do we access that
information?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

•

What are realistic areas where we can have an impact? What might be too ambitious or not
ambitious enough?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

•

How can we use this information to measure our progress and alignment with the Sanctuary
Model?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
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•

How will we share this information with others when we collect and analyze it?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

•

How will data collection be part of a feedback loop that constantly informs are work?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

•

Are there resources in the community (i.e. educational institutions) that may be able to help us with
the data collection and analysis?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
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John N. Briere, Ph4-6

Core Team Task #2

Months (Second Quarter)

Creating a Community Trauma History
Overview:

Sanctuary focuses on the importance of trauma in the lives of clients, and appreciates that systems can
function the same way that individuals can. This exercise offers an opportunity to ask “what’s happened”
in the past to the people and institutions within a community that may be impacting the present
functioning and dynamics.

Directions
1. The Steering Committee will lead the Core Team in
completing the Community Trauma History worksheet by
guiding them through the questions provided on the next
page.
2. It may make most sense to divide members into smaller
groups either by length of time with the community or other
common experience.
3. During or after a verbal recounting of the answers to the
questions, the Core Team will make a visual representation
of the community’s trauma history. This representation may
be a timeline or a poster series.
4. The Core Team should determine if there are any traumatic
experiences that require some intervention, such as a
closure ritual, a debriefing, or a memorial service, and make
plans to create one.

Tips
 Remember to maintain
emotional intelligence; events
that the community has
experienced may generate
strong feelings or reactions in
the people recounting them.
 Respect confidentiality; some
of the most traumatic
experiences that have
occurred may have legal
requirements about
disclosure.

Resources
 Community Trauma History
Worksheet.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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Community Trauma History Worksheet
1. What do you know about the original founders of the community and what brought them to this
place?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
2. How has the economic structure of the community changed over time, and what has that meant
for the people who live here?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
3. How has the political landscape of the community changed over time, and what has that meant
for the people who live here?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
4. Who have been important leaders and role models for this community? How did they contribute
to the current functioning of the community?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
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5. Have there been any natural disasters that have affected the physical environment, such as a
hurricane, flood, or fire?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
6.

How have any serious injuries or deaths related to violence been understood and responded
to in the community?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

7.

Has there been negative press coverage of your community? How was this addressed?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

8.

How might any of the above have influenced the way that leaders, community members, and
other stakeholders relate to each other?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
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9.

How might the events listed above create potential Re-enactment Triangles within the
community?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________

10. Based on what you know about the events above, what are other potential triggers for the
community?
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
____________________________________________________________________________________
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4-6 Months (Second Quarter)

Core Team Task #3

Evaluating the Community using S.E.L.F.

Overview:
In order to give the Core Team members practice in using the S.E.L.F.
language, they should take the opportunity to look at their own
families or neighborhood practices along the four S.E.L.F. dimensions.

Tips
 If there are useful ways of

organizing people into small
groups feel free to do so



Resources

Directions:
1. Review S.E.L.F. A Nonlinear Organizing Framework and
Sanctuary as a Safety Culture.
2. Distribute the S.E.L.F. evaluation to Core Team members.
3. Break the group into small groups of people

 S.E.L.F.: A Nonlinear
Organizing Framework.
 Sanctuary as a Safety Culture.
 S.E.L.F. Community
Assessment.

4. Ask them to spend 30 minutes in their small group discussing
their responses to the questions.
5. Discuss with the large group what some of the observations
were and how they may take one or two action steps to change
something they identified in their conversation.

.
Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Completion Date:
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S.E.L.F.: A Nonlinear Organizing Framework
The road to recovery from trauma and adversity can be a long one
for both individuals and communities. When you are lost, it’s useful
to have a compass and that’s what S.E.L.F. is: a compass on the
road to healing. S.E.L.F. is an acronym that represents the four
interactive key aspects of recovery from bad experiences. S.E.L.F.
provides a nonlinear, cognitive behavioral therapeutic approach for
facilitating movement, regardless of whether we are talking about
individuals, families, neighborhoods, organizations or whole
community dilemmas.

The four key domains of healing:
Safety (attaining safety in self, relationships, and environment);
Emotion Management (identifying levels of various emotions and modulating emotion in response to
memories, persons, events);

Loss (feeling grief, dealing with personal losses and recognizing that all change involves loss), and
Future (trying out new roles, ways of relating and behaving as a “survivor” to ensure personal safety and
help others).

o Using the S.E.L.F. framework, community members are able to embrace a shared, non-technical and
non-blaming language that allows them all to see the larger healing process in perspective.
o These four components are the organizing framework for treatment planning, community
conversations and collaborative decision-making, and allow providers to focus on the most
important aspects of helping people heal from trauma in a simple and accessible way. This
framework is also used for describing organizational problems and constructing solutions without
casting blame or becoming paralyzed by defining the problem.
Notes:

76

Sanctuary as a Safety Culture
For any of us thrive and grow we must feel safe. For people who have been the victims of violence and
abuse this is all the more important. We know that people who have been injured by violence are keenly
attuned to any and all threats in the environment. Although it is always possible they will react to perceived
threats, we want to ensure real threats do not exist.
By making a Commitment to Nonviolence we commit to eliminating all threats to safety including physical,
aggression, demeaning language, threatening glares, apathy, avoidance and any other behavior that permits
people to impose their will on each other and abuse power. If community members do not feel safe they
cannot help their children and neighbors feel safe.

Physical Safety
Physical safety is the easiest aspect of a safety culture to describe, largely because
it relies on tangible and concrete factors that can be easily evaluated and
measured. Physical safety is usually what people think of when describing the
sense of being safe, since without it, other forms of safety are difficult to achieve.
Feeling physically safe requires an environment that is free of threats to our
physical wellbeing. Such an environment is free from: suicidality and selfdestructive behavior: physical or sexual attacks on others; dangerous risk-taking
behavior; substance abuse; physical hazards such as toxins or weapons; predatory
aggression or coercion; threats; helplessness and lack of control; and learned
helplessness. Physically safe environments encourage: supportive and caring
relationships; non-coercive forms of persuasion; healthy, safe, relational sexual
behavior; good health practices; commitment to nonviolence to self and others;
healthy expression of anger and assertiveness; opportunities for mastery experiences; avoidance of further
experiences with helplessness; patience; repetition; and structure that ensures success.

Psychological Safety
What are common threats to psychological safety? Unfortunately, they happen all too frequently in the
community environment: sarcasm, lecturing, put-downs, outbursts, public humiliation, negative tone of voice
or body language, inconsistency, unfairness, rigidity, favoritism, endless rules and regulations; infantilizing
treatment, blaming and shaming. We are all vulnerable to these kinds of behaviors from others but people
who have been psychologically unsafe while growing up are particularly vulnerable to being profoundly
reinjured by psychological torments and to adopting behaviors that have been inflicted upon them in the
past.
Psychological safety refers to the ability to be safe with oneself, to rely on one’s own ability
to self-protect against any destructive impulses coming from within oneself or deriving from
other people and to keep oneself out of harm’s way. This ability to self-protect is one of the
most shattering losses that occur as a result of traumatic experience and it manifests as
an inability to protect one’s boundaries from the trespass of other people. Another loss is
a sense of self-efficacy, the basic sense of experiencing oneself as having the ability to
relate to the world on one’s own terms without abusing power and without being abused by
it. A sense of personal safety is achieved as the injured individual learns how to be effective
in protecting themselves from violations of their personal and psychological space. An environment that is
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psychologically safe encourages self-protection, attention and focus, self-knowledge, self-efficacy, selfesteem, self-empowerment, self-control, self-discipline, consistency, initiative, curiosity, achievement,
humor, creativity, and spirituality.

Social Safety
Social Safety describes the sense of feeling safe with other
people. A socially safe environment provides:
•
•
•
•
•
•

Freedom from abusive relationships of all kinds.
Connection to each other in a network of support.
Successful Emotional management and emotional
intelligence.
Tolerance for diverse opinions, beliefs, and values.
Clear, firm, yet flexible boundaries.
A place where people can work productively and
creatively toward a shared goal.

There is a high level of awareness in a socially safe
environment. Members are aware of group dynamics and the likelihood of getting caught in
reenactments.

Moral Safety
A morally safe environment engages in an on-going struggle with the issues
of honesty and integrity. Creating a morally safe environment means
taking an evaluative look at values, assumptions, rationalizations, and
fixed beliefs. By morality we use this definition: “the vast realm of social
actions, intentions, emotions, and judgments aimed at providing benefits
(and preventing damage) to people, society, and the world beyond the
self” 1.
The overarching intent of the Sanctuary Model is to enable groups of
people to consciously and deliberately create and sustain a moral climate
that can be continuously renewed by new generations. Several decades of research has demonstrated
that the course of childhood, adolescent, and adult development can be radically derailed as a result of
exposure to trauma and adversity in a myriad of ways. This derailment often presents as complex physical,
psychological, social and moral challenges. These interdependent and interactive challenges require high
levels of emotional, social and moral intelligence on the part of helpers.
Moral intelligence has been defined as the individual's mental capacity to determine how universal human
principles should be applied to personal values, goals and actions. Moral intelligence serves as the central
intelligence for all human beings that binds the individual to his or her social group, culture, and moral
system, allowing us to define how to use our other forms of intelligence and directing us toward what is
worthwhile thus giving our lives purpose and meaning2.
In order to create healthy moral climates, community hierarchies must be evaluated, and leaders must be
willing to participate in, not just manage, the relational web that forms the structure of the community
environment. Bureaucratic structures, created for greater efficiency in handling large numbers of people,
have the ability to inadvertently dehumanize the very people the community is supposed to serve. These
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structures must be observed so that policies and procedures do not cause people to suffer more rather than
less. Cultural norms, and how those mores are reinforced through socialization, must be noted. Moral Safety
relies upon looking at how the structures of society are organized around unresolved traumatic experience,
and assessing what can be done within therapeutic communities to restore balance.
A moral climate has been described as an environment that is conducive to dealing with ethical
problems and that fosters ethical practice reflected in organizational vision, goals, policies and
routines. A positive moral climate embodies a set of values that replicates societal norms that are
consistent with ethical practice3. In a recent book on moral development, the author has asserted
that “The culture in which one is immersed influences how one behaves toward others on all levels:
as an individual toward another individual, as a member of a group toward members of another
group, as an individual or group member toward institutionalized social will.” (p.7)4. In this chapter we
will describe the Sanctuary Model as a method to help organizations and systems to consciously and
deliberately design or redesign their own workplaces so that establishing and maintaining safe moral
climates becomes possible.

1.
2.
3.
4.

Damon, W. and A. Colby, The Power of Ideals: The Real Story of Moral Choice. 2015, New York: Oxford University Press.
Lennick, D. and F. Kiel, Moral Intelligence: Enhancing Business Performance and Leadership Success. 2005, Upper Saddle
River, NJ: Wharton School Publishing.
Lützén, K., et al., Moral stress, moral climate and moral sensitivity among psychiatric professionals. Nursing ethics, 2010.
17(2): p. 213-224.
Narvaez, D., Neurobiology and the Development of Human Morality: Evolution, Culture and Wisdom. 2014, New York:
Norton.
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S.E.L.F. Community Assessment 1

Directions: Review the following S.E.L.F. assessment questions, and take the time to reflect on areas of success
and areas of opportunity for improvement.

SAFETY (Non-violence, Democracy, Social Learning, and Social Responsibility)
1. Are there chronic or acute and serious threats to or systemic issues around physical, psychological, social,
or moral safety for community members?
2. Does everyone accept responsibility for their role in contributing to safety for all?
3. How does fear have an impact on work and how it’s getting done? Is it collective, individual, or stratified?
4. When a person uses power in a way that makes others uncomfortable, what is the response? Does it vary
among individuals, groups, or teams?
5. Are community members accessible to each other?
6. Are there any laws or community rules that feel coercive or threatening?
As a community, what are our best practices in terms of In what area does the community need to improve in
creating and maintaining Safety?
order to create Safety for everyone?

1

Content for this module courtesy of the Positive Education Community , Cleveland, www.pepcleve.org

80

Emotion Management (Non-violence, Democracy, Social Learning, and Social Responsibility)

1. Do community members understand the relationship between chronic stress and? How is unsafe behavior
interpreted?
2. How do community members negotiate chronic stress and changes that are occurring in the community
as a group and as individuals?
3. What is the reaction to acute stress responses or gossip in this community and individual community s?
4. Do members recognize when the community is experiencing a Traumatic Re-enactment?
5. How do community members respond to and cope with stressful events that happen with clients, families,
and each other?
6. What happens in your community when people make mistakes?

7. What happens when people disagree with decisions made about them?

As a community, what are our best practices in terms of In what area does the community need to improve in
creating and maintaining Emotion Management?
order to foster Emotion Management for everyone?

1

Content for this module courtesy of the Positive Education Community , Cleveland, www.pepcleve.org
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Loss (Emotional Intelligence, Growth and Change, Social Learning, and Social Responsibility)

1. Are community members comfortable and skillful enough to shift our focus to “what happened to you?”
2. In what ways has the community honored community and individual losses?
3. Do members blame and shame or acknowledge and support each other?
4. Do community members tolerate initial feelings of discomfort with learning new ways of knowing and
teaching and maintain confidence in eventual success and positive outcomes?
5. Are there any losses or unresolved grief that prevents the group or an individual from moving forward?
6. Is there an Emotionally Intelligent method of saying goodbye?
7. How are change, and resistance to change, approached in the community?

As a community, what are our best practices in terms
of dealing with change and Loss?

1

In what area does the community need to improve in
order to better address change and Loss for everyone?

Content for this module courtesy of the Positive Education Community , Cleveland, www.pepcleve.org
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Future (Social Learning, Social Responsibility, Growth and Change, and Emotional Intelligence)

1. Are our youth prepared for their futures? How does the community foster a successful future?
2. How do we measure success in our community? Do we use this information to adapt?
3. How are health, wellness, hope, and success promoted for in our community?
4. Do community members get stuck, give up, and fall back or do members proactively learn, grow, change,
and re-invent?
5. Do community members take personal responsibility for creating our individual and collective Futures?

As a community, what are our best practices in terms
of preparing for a better collective Future?

1

In what area does the community need to improve in
order to create a better collective Future?

Content for this module courtesy of the Positive Education Community , Cleveland, www.pepcleve.org
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4-6 Months (Second Quarter)

Core Team Task #4

Adapting the Tool Kit

Overview:
Depending on your community needs and makeup, you may need to make adaptations to the
tools in the Sanctuary Toolkit. Despite any
changes that you may initiate to make the tools more effective in your
site, it will be important to measure and maintain fidelity to the purpose
of each tool.

Directions:
Review the Sanctuary Toolkit Summary to determine if any of the
instructions for any of the tools present a challenge to implement in
your environment.
1. Brainstorm a list of ideas for potential adaptations if needed
(i.e.: Safety Plans will have pictures for those who do not read.)
2. Discuss with your Sanctuary Institute Faculty member any
proposed changes that you wish to make to be sure that they
will still meet the Sanctuary Implementation Standards.

Tips
 Beware of the statement “that
tool doesn’t apply to us”.
 Be creative, but keep the
purpose of the tool in mind.
 Don’t lose track of the traumabased reason for each tool.
 Consider making posters,
forms or other visual
reminders of the tools and
their adaptations.

Resources
 The Sanctuary Toolkit
summary.
 Fidelity Checklists.

3. Using the Sanctuary Toolkit fidelity checklists, determine the
process you will use to measure fidelity to the toolkit items in a
way that allows for your adaptations: peer support meetings on
tools, monthly reporting, drop-in observations, etc.
4. Create a document that lists all of your adaptations for the tools to ensure that they are taught in
accordance with your group’s decisions. Be sure to also include a list of any ideas that were
suggested but not adopted with a description of WHY they are not included. Having these available
to Core Team members will help them identify and respond to drift in the practice of the tools.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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The Sanctuary Toolkit Summary
The Sanctuary Tool Kit is a set of practical and simple interventions that
reinforce the language and philosophical underpinnings of the Sanctuary
Model. These tools, community meetings, safety plans, SELF treatment
planning conferencing, team meetings, self-care planning, SELF psychoeducation are the daily practices for members of a community that support
the creation of a trauma-informed culture. It consists of the following:

Core Team - The primary vehicle for implementation of the Sanctuary Model which consists
of a cross section of staff from all levels of the organization’s hierarchy charged with
executing the implementation steps.
Coaching/Mentoring -Individual or group meetings to promote growth and success by
allowing members of the community to learn from each other’s experience.
Training - Ongoing support in use of the Sanctuary Model concepts through educational
materials and interactive learning opportunities.
Community Meetings - All community members begin meetings by answering 3 questions
designed to promote feelings identification, a focus on future and a connection to
community.
S.E.L.F. focused meetings - A way to structure meetings among community members that
allows for them to reflect safety, emotions, loss and future in order to avoid blame.
Self-Care Planning - A practice of identifying and committing to practice a set of activities
that one can do to manage stress.
Red Flag Reviews - A response to critical incidents that follows a protocol that focuses on
solutions rather than problems.
Safety Plans - Visual reminders of emotion management practices represented as a list of
activities, techniques or skills to be used in situations that may trigger challenging
behaviors.
Sanctuary Psychoeducation - Educational materials about the effects of trauma, the
Sanctuary Tools and Concepts delivered to young people and families.
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Core TeamTask #5

4-6 Months (Second Quarter)

Examine Values, Beliefs, and Assumptions
Overview:

Now that your Core Team has a basic grasp of the concepts of the Sanctuary Model, your next step is to
lead a process during which this group will work through current community values, beliefs, and
assumptions. The Core Team will need time to discuss the material and share their different perspectives
as they work together to develop consensus on a new set of values, beliefs, and assumptions.

Tips

Directions:
1. Distribute and review the Handout on the Seven Commitments.
2. Discuss the questions posed on the Worksheet: How are
Values Communicated?
3. Determine one action step that each member can take to
influence adoption of trauma-informed values.

 Be sure to encourage some
small and large group
discussions while you do the
activities.

Resources
 Handout: The Seven
Commitments
 Worksheet: How Are Values
Communicated?

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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The Seven Sanctuary Commitments

The set of values that Sanctuary outlines as a way to lead communities away from trauma-reactive
behaviors are called the Seven Sanctuary Commitments.
•
•
•
•
•
•
•

Commitment to Nonviolence: building and modeling safety skills
Commitment to Emotional Intelligence: teaching and modeling affect management skills
Commitment to Social Learning: building and modeling cognitive skills
Commitment to Democracy: creating and modeling civic skills of self-control, self-discipline, and
administration of healthy authority
Commitment to Open Communication: overcoming barriers to healthy communication, reduce
acting-out, enhance self-protective and self-correcting skills, teach healthy boundaries
Commitment to Social Responsibility: rebuilding social connection skills, establish healthy
attachment relationships
Commitment to Growth and Change: Managing loss, restoring hope, meaning, purpose

These commitments allow us to shape a restorative environment instead of a traumatic one:
Nonviolence

Traumatized people/groups have often experienced violence as part of their
trauma, either: physical, psychological, social and moral. This commitment
attempts to give the opposite experience within the community.

Emotional
Intelligence

Traumatized people/groups have often experienced insensitivity and disrespect
regarding their behaviors or feelings. This commitment creates an environment
in which community members understand the relationship between past
experiences, emotions and behaviors and to respond and react to clients and
each other with those relationships in mind.

Social Learning

Traumatized people/groups are often isolated as a way to self-protect and can
become engaged in repetitive patterns of thinking and behavior. This
commitment promotes collaborative thinking and problem-solving to break and
unlearn dysfunctional and repetitive patterns through exposure to other
perspectives and ideas. It also mitigates the isolating effects of shame by
viewing mistakes as positive learning opportunities.

Democracy

Many definitions of trauma include an overwhelming sense of helplessness
during the event which can lead to learned helplessness and/or the abuse of
personal power in the future. Democracy requires active participation and
empowerment in the service of replacing helplessness with positive,

88

collaborative action in service of improving the health of individuals and of the
community.
Open
Communication

Secrecy is often a component of prolonged exposure to traumatic experiences
(ie: sexual abuse, parental alcoholism). This commitment creates a community
that tolerates expression of emotions and interpersonal and organizational
issues, while being able to differentiate between secrecy and privacy.

Social
Responsibility

Traumatized people/groups have often experienced injustice either during or in
response to reporting a traumatic event. This commitment focuses on building a
just community in which people feel a sense of responsibility and care for each
other and the group as a whole, in which people are able to balance their own
individual needs with the needs of the group, and in which people are held
accountable for their actions.

Growth and Change

Traumatized people/groups can become paralyzed by their experiences so that
they continue to relive or repeat the past in ways that prevent healing or growth.
This commitment presents a framework to evaluate current behaviors and work
through loss, while maintaining a focus on the future with goals and planning to
break dysfunctional patterns.
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How Are Values Communicated?

List the ways you have seen community members communicate values through:
1. What were the important lessons you learned in your family?
2. What experience or affiliations shaped the way you think about your identity?
3. What identities do others assign to you based on assumptions or appearances?
4. What assumptions do you suspect are made about you or others in your community?
•

Behaviors that are rewarded

•

Behaviors that receive punishment

•

What we say

•

What we do not say

•

What we do

•

What we do not do

•

Incongruence or hypocrisy

5. What action step will you personally commit to take in order to influence adoption of traumainformed values in your community?
ACTION STEP:
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4-6 Months (Second Quarter)

Core Team Task #6:

Creating a Prioritized Action Plan
Overview:

Now that the Core Team has been trained in the Sanctuary Modules, the team will need to develop a plan
to train selected stakeholders in the community. It is recommended that the Core Team determine who is
willing and best equipped to train share the responsibility for determining an orientation plan for selected
groups of people.

Directions:

Tips

1. Review the goals you established in task 6.
2. Identify particular locations in your community where you are
most likely to make progress or be successful in a short amount
of time.
3. Develop plan for introducing community meetings, safety plans,
SELF meetings and red flag reviews to that group or
organization.

 Not everyone feels
comfortable in a training
role. Capitalize on people’s
strengths and choose
activities that suit people
best.
 Many Core Teams have
decided to “team teach” the
modules in order to increase
comfort levels.

Resources
 Your Core Team Goals from
task 6

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:

91

92

4-6 Months (Second Quarter)

Core Team Task #7:

Implementing Community Meetings
Overview:

The Core Team will facilitate the implementation of Community
Meetings in selected community settings and introduce the practice
through engagement and invitation.

Directions:
1. Determine which group of community members will be first to
implement and plan for training on Community Meetings and are
aware of the importance of the meeting as a vehicle that reflects
the values of the Sanctuary Model.
2. Set an expectation in a public way that this group of community
members will begin their meetings with a Community Meeting.
3. Determine a date by which other designated groups will be
introduced to this tool and formulate a plan for training and
supporting this practice.
4. Empower community members by offering flexibility about how
implementation will occur in their specific area. Allow community
members the time to make necessary adaptations as deemed
appropriate while assuring fidelity to the tool of Community
Meeting.
5. Establish and provide opportunities for community members to
discuss their successes and struggles with Community Meetings
while the Core Team works collaboratively to address concerns.
6. Set up a mechanism to insure quality, consistency and fidelity to
the Sanctuary Model Community Meeting. Groups may wish to
utilize the Community Meeting fidelity checklist.

Task Schedule:

Complete the grid with the dates your
Core Team chooses to begin and
complete the task.

Start Date:

Tips
 Remember that “good” and
“fine” are not feelings.
Encourage community members
to increase their emotional
vocabulary to decrease the
possibility of misperception and
increase peer support.
 In an effort to build community
across the community, remind
community members that it is
important to choose another
person to help when answering
the third question, preferably
someone in the room.
 Emphasize the importance of
setting goals that are related to
your community environment
when participating in the
Community Meeting.

Resources
 Community Meeting Description
and Tip Sheet.
 Community Meeting Inspirational
Thoughts.
 Community Meeting Feelings List.
 Community Meeting Fidelity
Checklist.

Completion Date:
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Community Meeting Description and Tip Sheet
The Community Meeting is a Sanctuary tool that reflects our
commitment to Non-Violence, Emotional Intelligence, Social
Responsibility and Growth and Change. It is a ritual that is
done in a circle, with adults and students participating
together. It is used to begin our day, our meetings and
important time together in a group. The goal would be for
everyone in a community to participate in one community
meeting at least once a day. A “Feelings Check In”, which
utilizes just the first question of “How are you feeling?” can
be done anytime a group seems to be struggling in any way.

The Community Meeting Questions
1.
2.
3.
4.

Who are you?
How are you feeling?
What’s your goal for this meeting? (for today or for our time together)
Who in the meeting can you ask for help if you need it?

What’s Behind the Community Meeting Questions?
Let’s clarify why we call these trauma-informed questions and describe the purpose they serve. It’s
important not to think you can dispense with any of these questions and once a group learns how to do it,
it’s simple, does not take much time, and produces a much higher sense of safety in a group.

1. Who are you?
•
•

This is the identity-affirming question that is always important for all of us
There may be new people in a group or people who do not remember each other’s names so
this reduces anxiety in a group

2. How are you feeling?
•
•
•
•
•

One of the important changes that happen to people who are exposed to trauma and violence is
that we often have difficulty managing our emotions – we are likely to have emotions that are
too strong and overwhelming or no emotions at all.
Many trauma survivors have developed in inability to talk about feelings at all – it’s called
“alexithymia”.
But this can apply to everyone in a group because in chronically stressed environments, we
often think very little about how we are FEELING and we are often embarrassed to put our
feelings into words.
An important component of emotional intelligence is knowing how other people feel. This
question gives us important information about each other.
Feelings are important and feelings drive behavior
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•
•
•
•
•

Feelings are extremely contagious
A community meeting is meant to move quickly. It is not a therapy session, but a practice in
containment. Human beings experience a range of emotions throughout the day. The goal is to
recognize the feeling and manage it safely.
The answer to this question is a feeling word: happy, mad, sad, scared, ashamed or some
variation. Good, fine or ok are not feeling words.
If someone expresses a feeling that requires attention, someone should ask, “May I check in
with you after the meeting?”. The person can say yes or no, and the community meeting
continues.
Remember, if someone has offered to follow-up, then it’s important that they do, as this is a
demonstration of emotional intelligence, social responsibility and a way of building trust and
repairing attachments.

3. What is your goal (for today, for our time together)?
•
•
•
•
•

Trauma and chronic stress disconnects us from a sense of the future. We can get stuck in the
present or even the past. Hopelessness, helplessness or a sense that nothing can be different,
are all side effects of trauma.
This practice reconnects us with the future. It is also helpful information about our students
and each other as part of being in a healthy community is assisting each other with our goals.
The goal should be relevant to the time period.
As much as possible, try to avoid things that could be deflating to the group, such as “Just
getting through the day” or “Just trying to get home”, etc.
Our students will replicate the enthusiasm and participation that we model for them in this tool.

4. Who can you ask for help?
•
•
•
•
•
•
•
•

Trauma, chronic stress and adversity disrupt our attachments and can make us isolated or
siloed.
Additionally, for many of our students or staff, people that were supposed to help them, protect
them or support them, have been unable to for many reasons.
This is a little bit of medicine for repairing attachments and building trust.
Learning to help others takes us out of our own problems and promotes positive self-worth by
caring and helping others.
People forget that they can rely on other people. This question refers to picking a person that
can help you if you need it or require encouragement or a sounding board during the day.
You are not necessarily asking the person to help you with your goal, although you might.
Ideally, you should pick one or two people by name.
Occasionally, it is appropriate to ask for help from “the group”, but this should be the exception,
not the practice.
If someone picks you to be their “help”, you should indicate your willingness by saying, “I will
help you” or “I’ve got your back”.

More You Need to Know About Community Meeting
• Try to create a circle whenever possible to demonstrate flattened hierarchy as well as to give all
members the ability to see each other.
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• Remind people that “good” and “fine” are not feelings, but be emotionally intelligent when
•

•
•
•
•
•

•

encouraging them to broaden their emotional vocabulary. Talking about feelings might feel
awkward and new for some people.
If someone struggles to identify a feeling, offer to help by sharing what the observed body language
is communicating. For instance, “your arms are folded and you are leaning away from us. It looks
like you might be feeling cautious, or maybe disinterested. Am I on the right track?” Always ask if
it is ok to share what you are observing and always ask if what you have observed is accurate. This
gives the participant a chance to at least confirm or deny the ability to find a feeling word.
If someone says that he or she will rely on him or herself, God, or spiritual practice, encourage that
and remind the group that Community Meeting is also about building connections among the
members in the room. You may volunteer to be a support to that person.
Be sure to practice Community Meeting in its original form for several months before moving on to
adaptations such as using colors to describe feelings, amusement park rides, weather reports, etc.
Sometimes standing rather than sitting for Community Meeting can help shift energy and keep
people’s attention on the group.
When you are pressed for time, at the very least do a “feelings check in,” but be sure not to get into
the habit of trimming the Community Meeting too often.
If you are leading the Community Meeting or if you hold a position of authority, remember that what
you say will set the tone for the group; be mindful of what you are sharing and the impact it may
have on others. If you’re feeling a very strong emotion, consider adding a short sentence of
explanation to avoid people making assumptions. Rather than simply stating: “I feel furious!” you
might say “I feel furious with whoever sideswiped my car and drove off this morning.”
If someone expresses a feeling that would otherwise evoke a response, a community members
member should simply acknowledge the distress and tell the person that a check in with the person
will occur later, and then do so. If someone says something very provocative without any context (ie:
Someone states “I feel furious and disgusted!”), the leader might respond at the end of the
Community Meeting with a question that acknowledges the statement and the impact it may have
on the group. An example might be to revisit it by asking the person who made the provocative
statement: “I think many of us reacted to your feeling furious and disgusted. Is there something
the group needs to know about why you are feeling this way, or is it something that would be best
shared with someone privately?”
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Community Meeting Feelings List
FEELINGS WHEN YOUR NEEDS ARE SATISFIED:
AFFECTIONATE
compassionate
friendly
loving
open hearted
sympathetic
tender
warm
CONFIDENT
empowered
open
proud
safe
secure
ENGAGED
absorbed
alert
curious
engrossed
enchanted
entranced
fascinated
interested
intrigued
involved
spellbound
stimulated
INSPIRED
amazed
awed
wonder

EXCITED
amazed
animated
ardent
aroused
astonished
dazzled
eager
energetic
enthusiastic
giddy
invigorated
lively
passionate
surprised
vibrant
EXHILARATED
blissful
ecstatic
elated
enthralled
exuberant
radiant
rapturous
thrilled
GRATEFUL
appreciative
moved
thankful
touched
HOPEFUL
expectant
encouraged
optimistic

JOYFUL
amused
delighted
glad
happy
jubilant
pleased
tickled
PEACEFUL
calm
clear headed
comfortable
centered
content
equanimous
fulfilled
mellow
quiet
relaxed
relieved
satisfied
serene
still
tranquil
trusting
REFRESHED
enlivened
rejuvenated
renewed
rested
restored
revived

The contents of both pages can be downloaded and copied by anyone so long as they credit CNVC as follows:(c) 2005
by Center for Nonviolent Communication Website: www.cnvc.org Email: cnvc@cnvc.org
Phone: +1.505.244.4041
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FEELINGS WHEN YOUR NEEDS ARE NOT SATISFIED
DISCONNECTED
alienated
aloof
apathetic
bored
cold
detached
distant
distracted
indifferent
numb
removed
uninterested
withdrawn
DISQUIET
agitated
alarmed
discombobulated
disconcerted
disturbed
perturbed
rattled
restless
shocked
startled
surprised
troubled
turbulent
turmoil
uncomfortable
uneasy
unnerved
unsettled
upset
EMBARRASSED
ashamed
chagrined
flustered
guilty
mortified

FATIGUE
Depleted
exhausted
lethargic
listless
sleepy
tired
weary
worn out
PAIN
agony
anguished
bereaved
devastated
grief
heartbroken
hurt
lonely
miserable
regretful
remorseful
SAD
depressed
dejected
despair
despondent
disappointed
discouraged
disheartened
forlorn
gloomy
heavy hearted
hopeless
melancholy
unhappy
wretched

TENSE
anxious
cranky
distressed
distraught
edgy
fidgety
frazzled
irritable
jittery
nervous
overwhelmed
restless
stressed out
VULNERABLE
fragile
guarded
helpless
insecure
leery
reserved
sensitive
shaky
YEARNING
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Community Meeting Fidelity Checklist
Community Observed:

Date/Time:

Observer:

Please observe a Community Meeting and complete the following:

Meeting Invitation and Location
Meeting was conducted at the indicated time and location
Location was conducive to a productive meeting.
Meeting Format
Community members participated in meeting.
All participants formed a circle allowing eye contact with each
other.
Community members led meeting utilized a “go around the
room” format for shared leadership of meeting.
One-on-one Community Meeting was offered for anyone refusing
to participate.
Inappropriate behavior was redirected.
“How are you feeling?”
Participants were encouraged to use words to describe feeling
or sensation.
All participants answered or were redirected to answer with a
feeling.
Individual clients were followed up with, if there was a cause for
concern.
“What is your goal for today?”
The goal discussed was concrete and measurable.
The goal discussed was relevant and attainable.
Individuals were followed up with, if necessary.
A goal for the day was lent to another if necessary.
Community members gave work related goals.
“Who will you ask for help?
A helper was identified by name.
A back up helper was identified, if needed.
Meeting Close
The meeting is ended with an inspirational quote.

Yes

No

Somewhat

N/A

Reviewer’s Comments/Suggestions:

6-9 Months (Third Quarter)
6-9 Months (Third Quarter)
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6-9 Months (Third Quarter)

Core Team Task #8

Exploring Conflict and Communication: Year One Retreat
Overview:

All relationships and teams experience conflict because of differences in perspectives, feelings, status, or
power. Even though conflict can lead to growth, it can also reinforce and lead to destructive outcomes for
individuals and teams exposed to chronic stress or trauma.
One of the signs of successful implementation of the Sanctuary Model is a team’s ability to safely raise,
tolerate, and work through conflict as a means to growth and change. Because stressed environments tend
to promote unsafe quarreling, or conflict-avoidance, differences tend to go unresolved. The ongoing strength
and effectiveness of the Core Team, therefore, requires the ability to effectively master the challenges of
unresolved disagreement.
This retreat is designed to give the Core Team a solid Sanctuary approach to understanding, raising, and
resolving conflict.
The emphasis on both theory and application in this retreat is meant to help the Core Team practice as a
prelude to its ongoing leadership as teachers and models within the community.

Directions:

Tips

1. Coordinate maximum participation of Core Team in Sanctuary
Faculty led conflict and communication retreat.
2. Core Team members should prepare by securing appropriate
space and materials.
3. Talk as a group about what conflict you expect might be raised,
how you might react as Steering Committee members, and how
you can model Sanctuary values during the retreat.

 Be sure to review the ground
rules and remain focused on
safety. This retreat provides
an opportunity to build
greater team trust through
open communication.
 Come rested, open, and
willing to take risk!

Resources
 Sanctuary Faculty will supply
all documents and
presentations for this
facilitated retreat.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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Core TeamTask #9

6-9 Months (Third Quarter)

Looking at Power

Overview:
In order to effectively move toward a more Democratic process within the community, the Core Team has
to explore the ways that power is used in the community. This facilitated retreat should help members
make conscious decisions about how power is used and take action when they identify ways that power is
misused.

Tips

1. Coordinate maximum participation of Core Team in Sanctuary
Faculty led looking at power retreat.

 Consider whether there are
issues you are facing in your
community or more global
issues that may arise in
conversations.

2. Core Team members should prepare by securing appropriate
space and materials.

Resources

Directions:

3. Review What is Power and Uses and Abuses of Power Worksheet
4. Document in some way what your Core Team members will do
differently regarding their use of power in their respective
positions.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

 What is Power ?
 Uses and Abuses of Power
Worksheet
 Sanctuary Faculty will supply
all documents and
presentations for this

Completion Date:
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What is Power?
Power is a measure of a person’s ability to control his or her environment, and by doing
so, control or influence the behavior of other people. All human beings seek power
because survival depends on having control over oneself and others. In the Sanctuary
Model, power is important in terms of any misuse that comes about as a result.
The following is a list of ways to look at or define power:
•
•
•
•
•
•
•
•
•

Power can be used to actuate something.
Power can be used to prevent or delay something from being done.
When power is directed inward, it is the power to do something by and for oneself.
In any group or community, power directed inward can be used to exert power on those
outside oneself.
Power that is directed outward can influence the notion of inner self.
Power is relational.
Power can signify an individual or collective capacity that does not rob others of their
abilities.
Power can be collective, non-violent, and non-coercive.
Power is sometimes equated with control over others and violence can be a form of
achieving this control.

In democratic groups, everyone must have some form of influence or control, and all members must ultimately
have equal power with regard to group policies.
The problem of power is how to achieve its responsible use rather than its irresponsible and indulgent use – of
how to get men of power to live for the public rather than off the public.
Robert F. Kennedy (1925-1968), “I Remember, I Believe,” The Pursuit of Justice, 1964

Exercising Power
The following are examples of ways power can be exercised or manipulated:
•
•
•
•
•
•
•
•

Control through formal leaders
Gossip and ridicule
Withholding of information
Manipulation of patients (clients, etc.)
Disobedience
Withholding of cooperation
Verbal and non-verbal intimidation
Use of labels

Rationalizations for Abusive Use of Power
The following are examples of ways the abuse of power might be rationalized:
•
•

They are asking for it
It’s what they need
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•
•

It’s what they deserve
Various myths, beliefs, and tall tales are used to explain or rationalize behavior

Getting Comfortable Discussing the Way I Use My Personal Power
In order to gain a better understanding of the way power is used, ask the following questions:
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Are the humanity, intelligence, sensitivity, and contribution of each person respected?
Am I taking up more or less time than others?
Do I interrupt others? Do I censor myself?
Do I ever bully other people to get what I want?
Do other people ever bully me? If so, how do I respond?
Do staff members ever bully patients and call it treatment? If so, think of some recent examples.
Is information available to everyone?
Are people dismissed for making mistakes or supported in changing?
Are differences minimized or is pride encouraged in ethnicities and struggles?
Are decisions about the use of resources shared?
Is there an awareness of the differences in our access to resources?
Is there a generosity of spirit or are guilt and blame operating?
What are some ways that power is abused in our system?
What are some ways that power is being used over us?
Have there been times when obedience to someone in authority has “saved the day”? Have there been
times when obedience to authority has caused significant problems?

How We Exercise Power?
•
•
•
•
•
•
•

Aggression/bullying
Helpless victim
Passive-aggressive
Splitting
Undermining
Denial of responsibility
Blaming/shaming
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Uses and Abuses of Power Worksheet
We can use power to do
something

When have you seen someone use their power to accomplish
something good?

When have you seen someone use their power to accomplish
something bad?

We can use power to
prevent or delay something
from being done.

When have you seen someone use their power to keep something
bad from happening?

When have you seen someone use their power to keep something
good from happening?

We can waste our power.

When have you seen someone’s power wasted?

We can direct our power
inwardly and do something
by and for ourselves

What is it like for you when you feel empowered?

We can direct our power
outwardly, against, over or
with someone or something
else.

Think of examples of seeing someone using their power against
someone else.

Think of examples of seeing someone using their power with
someone else

However, because in any
group or community we are
connected to each other,
power directed inwarddly
can be used to exert power
on those outside oneself.

Give an example of seeing someone using their power over
themselves to exert power on other people.
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And power directed outward Give an example of seeing someone direct power outwardly that
can influenc our notion of
influences our inner self.
our inner self.

Power can signify an
ndividual or collective
capacity that does not rob
others of their abilities.

Give an example of how power used collectively can support other
people’s abilities.

Power can be collective,
nonviolent, and noncoercive

Give examples of seeing power used collectively, nonviolently, and
non-coercively.

But power is often equated Give examples not already mentioned of seeing power used
with control over others and abusively to control others.
violence is the ultimate
form of achieving this
control.
But power is also what we
use to control ourselves.

Give examples of seeing people use power to control themselves

Now that you have broadened your notion of what power is, discuss the uses of positive and
negative power in your community among children, adolescents, and adults. Define what you
would like to see change about the uses and abuses of power in your community.
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6-9 Months (Third Quarter)

Core TeamTask #10

Implementing Safety Plans
Overview:

A Safety Plan is one of the foundational tools of the Sanctuary Model. The
goal is to have all clients and community members using a Safety Plan, and
displaying them in some way to serve as a visual reminder of the need to
manage emotions in the community.

Directions
1. Determine how your first identified group of community
members will complete training on Safety Plans and become
aware of their importance.
2. Set an expectation in a public way that this group of community
members will use Safety Plans.
3. Determine a date by which other designated groups will be
introduced to this tool and formulate a plan for training and
support of this practice.
4. Empower community members by offering flexibility about how
implementation will occur in their specific area. Allow
community members the time to make necessary adaptations
as deemed appropriate while assuring fidelity to the tool of
Safety Plans.
5. Establish and provide opportunities for community members to
discuss their successes and struggles with Safety Plans while
the Core Team works collaboratively to address concerns.
6. Set up a mechanism to insure quality, consistency and fidelity
to the Sanctuary Model Community Meeting. Groups may wish
to utilize the Safety Plan fidelity checklist.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Tips
 Reminder: Check to make
sure that community
members have completed
Sanctuary training in the
Safety Plan tool and are
utilizing the tool.
 Make sure that Safety Plans
are easy to make and
accessible to replace.
 Use your brainstorming from
task 7 to make adaptations.

Resources
 Why Do We Need Safety
Plans?
 Creating Your Safety Plan
Worksheet.
 Safety Plan Fidelity Checklist

Completion Date:
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Why Do We Need Safety Plans?
Experience with trauma survivors over the years has shown that focusing
on safety as an ongoing concern is vital. Survivors often have trouble
identifying what is safe behavior and their deficits in anticipating future
events may lead them to have difficulty in anticipating the consequences
of unsafe behavior. In the Sanctuary Model when the word “safety” is used,
it is in reference to four all-encompassing domains of safety: physical,
psychological, social, and moral. Safety Planning requires attending to all
four domains simultaneously and coming up with a plan for avoiding
danger.
It is clear, however, that safety issues are not simply applicable to people in treatment. To foster rational
thinking and appropriate behavior, a community must be a place in which people feel safe. Creative and
innovative planning and implementation is not possible without some degree of calm and safety. And the
kind of thinking that is required to address complex problems does not occur under crisis conditions.
A Safety Plan is a list of simple activities that a person can choose when feeling overwhelmed so that the
person can avoid engaging in the unsafe, out-of-control, or toxic behavior he or she is accustomed to
resorting to under stress, and instead, use an activity that is safe, effective, and self-soothing. The items in
a Safety Plan should be simple things that people can do anytime, anywhere without embarrassment. In
the Sanctuary Model, everyone has a Safety Plan so that having one and using it becomes a social norm,
not simply an instruction pointed at a client. It is a form of Universal Precautions like washing one’s hands.
Community members will want to carry Safety Plans on the backs of ID badges, so they are always there,
always conveniently accessed, and model this behavior to clients. Safety Plans are recorded on cards for
the clients and for the community members to carry with them as a useful cognitive-behavioral selfmanagement tool. Clients can keep them in their wallet, on their mirrors, on the refrigerator back home.
Safety Plans are designed to help people achieve increasing levels of skill in regulating their own emotional
states. The creation of Safety Plans is a relational tool, adjusted over time to meet both increasing skill levels
and increasing demands for those skills. It is both an individual and a group tool in the Sanctuary Model,
providing a simple cognitive-behavioral skill for the individual and setting group expectations for the entire
community. When people see each other using their safety plans, it strongly reinforces the notion that high
levels of emotional distress can and should be managed, but that everyone all must learn to do that.
The Steering Committee learned about Safety Planning at the Sanctuary Institute. It is often the first tool
that they teach the Core Team in preparation for spreading the concept out around the entire community.
The community members are encouraged to engage in regular Safety Planning; collaborate with the clients
in the development of these plans, and utilize the Safety Planning process as a way of beginning to teach
the clients the S.E.L.F. constructs.
In Sanctuary, every person—adults, children, and community members—must develop Safety Plans for
themselves. These plans should be simple, straightforward, and provide options for at least five immediate
steps that can be taken as soon as the individual finds himself in a stressful, challenging, or dangerous
situation. Safety Plans can and should be progressive in nature so that each individual develops an
increased level of reliance on his or her own resources. Having community members draft and use Safety
Plans for themselves also helps them become more capable in helping the children or adult clients design
and use their Safety Plans. In outpatient settings, whole families can work together on creating Safety Plans.
The Core Team typically drafts a process for review and revisions of the Safety Plans ensuring that both the
Community and the community members engage in meaningful emotion management practices.
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Creating Your Safety Plan Worksheet
Creating Your Safety Plan
Step 1: Identify which emotions are most difficult to manage for you.
(Remember that there are often other emotions underneath what looks like
anger: Sadness, shame, frustration, etc.)

_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
Step 2: Identify what types of situations are likely to trigger the emotions you identified in step one. (Feeling
ignored, being asked to do more than your share, etc.)

_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
Step 3: Identify the signs that you or those around you might notice when your emotions are becoming
overwhelming. (crying, pacing, fidgeting, scribbling, etc.)

_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
Step 4: Identify five things that you can do to help keep yourself, and those around you physically,
emotionally, socially, and morally safe. Some of them can/should involve other people or leaving the
physical space you are in (get a hug, call a friend, make some tea or coffee, take a walk) and at least two
should be things that you can do on your own and without leaving the physical space you are in (deep
breathing, squeezing your hands, counting tiles on the floor, etc.). Transfer these five things to your safety
plan card, which you will use as a physical reminder of coping skills that work for you in challenging times.

_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________

111

Safety Plan Fidelity Checklist

Community Observed:

Date/Time:

Observer:

1. Did you observe all Core Team members wearing or carrying Safety Plans?
2. Did you observe other community members wearing or carrying Safety Plans?
3. Were strategies written on the plans realistic for use in the setting?
4. Were strategies things that actually help the person remain safe or restore safety? (As
evidenced by community members report, notes in record).
5. Could you observe individuals’ ability to use the strategies on their plans when needed?
6. Strategies listed on the plans accessible for the person (i.e.: pictures rather than words for
non-readers).
7. Safety Plans are updated and new strategies are developed often?
8. Safety Plans reflect self-regulating options (breathing) as well as external elements
(basketball).
9. Safety Plans are on the official record.
10. Community members are comfortable assisting each other when he or she is feeling
overwhelmed.

A completed copy of this form has been sent to the Site Supervisor or Facility Director.
Once received, Facility Director or Site Supervisor shares results with Steering Committee or Core
Team.
A plan to address areas of weakness was written and disseminated.
A copy of the plan was sent to the Sanctuary Faculty.
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6-9 Months (Third Quarter)

Core Team Task #11

Implementing Community Cross Sectional Meetings with S.E.L.F.
Overview:

health of the team.

Core Team will facilitate the implementation of Sanctuary Team Meetings. The
entire team of community members provides the treatment in the Sanctuary
Model, and as the team is part of the
overall treatment, it is imperative that all
members have an opportunity to meet
Tips
with each other regularly to discuss the
 How to Lead The Meeting:
•

Directions:
Ensure that community members are familiar with the language of
S.E.L.F. as both a clinical and community problem solving framework.

•
•
•

1. Develop and utilize a S.E.L.F. Team Meeting protocol to guide
meetings and maintain appropriate meeting focus
2. Set an expectation that Team Meeting will examine re-enactment
themes in discussions of community members and client issues.
3. Establish sufficient safety within the Team Meeting to ensure
that community members can discuss issues of Parallel Process
and Vicarious Trauma with one another.
4. Set up a mechanism to ensure quality, consistency, and fidelity
to the protocol for Team Meeting and determine who is
responsible for monitoring.

•

request agenda items
from everyone in advance
set a clear agenda
ask for and accept
feedback
look for ways to delegate
responsibility for aspects
of the meeting to
community members
encourage participation
and conversation about
the issues rather than
focusing on
announcements

Resources

 Sanctuary Team Meeting
Handout
 S.E.L.F. Client Review at
Team Meetings.
 Team Meeting Client Review
Fidelity Checklist
 Team Meeting Community
Issues Fidelity Checklist

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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Community Cross Sectional Meeting Information Handout
All community members contribute to the overall culture, climate and
environment of the community, so it is imperative that cross sections of
members have an opportunity to meet with each other regularly. The Team
Meeting should include as many people who provide care to the clients as
possible These Team Meetings should be held often enough and last long
enough to meet the following goals:
•
•
•
•
•
•
•
•

Begin with a Community Meeting.
Review a Sanctuary concept as a refresher at each meeting.
Discuss method for guaranteeing that all four domains of S.E.L.F. will be addressed.
Review relevant aspects of community or group histories, with a particular emphasis on how a trauma
history may be impacting present relationships.
Discuss current cross group functioning related to the S.E.L.F. framework.
Discuss issues of vicarious trauma related to community members.
Review Safety Plans for community members.
Address housekeeping issues and make announcements.

The Team Meeting should provide a safe place for community members to talk with each other about reenactments, parallel processes, or collective disturbances that are happening in the unit or in their work
with clients. It should be a place where community members can ask each other for help and share
constructive criticism with each other. The team meeting should also be a place to talk about and deal with
losses that may occur, such as discharges and admissions of new clients or community members leaving or
moving to other positions. The Team Meeting is the place where community members can address
differences or difficulties with each other in order to avoid perpetuating collective disturbances.
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Community Cross Sectional Meeting Fidelity Checklist
Community Observed:

Date/Time:

Observer:

Please observe a Team Meeting and complete the following:

•
•
•
•
•
•
•
•
•
•

The meeting began with a Community Meeting.
People from a cross section of the community
were represented.
All participants appeared to feel comfortable
talking and listening.
All participants involved in the meeting were
engaged and contributed.
There was evidence of democratic decisionmaking.
The participants refrained from blaming or
shaming.
Client’s trauma history was used to understand
the client’s behavior and for goal setting.
S.E.L.F. was used to address community issues.
There was evidence that participants
understand re-enactment dynamics between
themselves.
Adequate time was given to focus on all four
aspects of S.E.L.F.

Yes

Somewhat

No

N/A

Comments:
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9-12 Months (Fourth Quarter)

Core Team Task #12

Implementing Red Flag Reviews
Overview:

Red Flag Reviews are a forum for discussing critical incidents, proactively
intervening to prevent collective disturbances, and using the collective wisdom
of the community. Implementing Red Flag Reviews requires that all members of
the community know the protocol for calling them and are clear about the
format for executing them.

Directions:
1.

Determine how your first identified group of community members
will complete training on Red Flag Reviews and become aware of
their importance, particularly for identifying and disrupting
reenactment.

2.

Set an expectation in a public way that this group of community
members will use Red Flag Reviews.

3.

4.

5.

6.

Determine a date by which other designated groups will be
introduced to this tool and formulate a plan for training and
support of this practice.
Empower community members by offering flexibility about how
implementation will occur in their specific areas.
Allow
community members the time to make necessary adaptations as
deemed appropriate while assuring fidelity to the tool of Red Flag
Reviews.

Tips
 It is recommended that a
Core Team member be
present for Red Flag Reviews
when they are first initiated
to ensure that the protocol is
followed and to provide
support.
 Keep in mind that anyone
can request a Red Flag
Review.
 Ensure that the results of
Red Flag Reviews are
disseminated to those who
attended and other
interested parties

Resources

Establish and provide opportunities for community members to
discuss their successes and struggles with Red Flag Reviews
while the Core Team works collaboratively to address concerns.

 What is Re-enactment ?
Handout.

Set up a mechanism to insure quality, consistency and fidelity to
the Sanctuary Model Community Meeting. Groups may wish to
utilize the Red Flag Reviews fidelity checklist.

 Red Flag Review Facilitator’s
Checklist.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

 Red Flag Review Handout.

 Red Flag Review Fidelity
Checklist.

Completion Date:
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What is Re-enactment?

Victim

Persecutor

Rescuer

One of the most important challenges to a healthy environment is the successful management of traumatic
re-enactment. Trauma, adversity and exposure to chronic stress produces a fragmentation that results in
the accentuation of a non-verbal and a verbal split in memory, feelings, perception, and identity.
The language of the non-verbal self is behavior, and people often use behavior to tell others about their
experiences. The role of the social environment is to engage enough with the story to understand the script,
but then to change the automatic roles that are being cued: to change the story. Traumatic Re-enactment
can be seen in the shifting roles that community members assume on the “Rescuer-Victim-Persecutor”
triangle.
The “Karpman Drama Triangle” was first described in the 1960’s by a transactional analysis therapist
named Stephen Karpman. It started as a bunch of doodles that Karpman was drawing while he tried to
figure out basketball and football fakes. But it turned out to be a powerful tool in understanding some of the
more perplexing of human behaviors.
Karpman described three dramatic roles that people act-out in daily life that are common, unsatisfactory,
repetitive, and largely unconscious. When playing the Persecutor role people operate from a position of some
kind of power, tend to bully, find fault, accuse others, lead by threats, and are often blaming and shaming.
When in the Rescuer role, people work hard to “help” someone else but often feel martyred, guilty, angry
under the surface, and may be considered a meddler by others. In the Victim role, people become helpless,
incompetent, oppressed, and hopeless. These roles can shift quickly and dramatically, and being trapped in
one means being trapped in all three. Rotating around the Drama Triangle means that problems will not be
solved, but will instead be endlessly repeated.
It is easy to recognize the ways in which we have all been involved in a Re-enactment triangle once we have
the words to explain it. That is the beginning of defining a problem that allows us to creatively change the
outcome.
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Red Flag Review Handout
The Red Flag Review is an important Sanctuary tool that draws upon an
entire group’s knowledge, expertise and wisdom. It uses the group’s
creativity to help break the Re-enactment cycle and to help the individuals
break that cycle as well. Red flags can also be used to address a collective
disturbance with a team or group.
Anyone can call a Red Flag Review, and he or she should coordinate and
communicate a time and place to meet, and then invite others to attend.

Red Flag Review Overview:
I.

Hold a brief Community Meeting, with the three questions focused on our feelings regarding
the red flag situation.
A. How are you feeling?
B. What is your goal for this Red Flag Review?
C. Who can you ask for help?

II.

State reason for calling the Red Flag Review.

III.

Describe recent history, triggers, or other factors related to Safety, Emotion, Loss, or Future
contributing to the problem. This is important because there might be different pieces of
information to share that may or may not be known to all.

IV.

Identify any Re-enactments that might be happening related to the group’s history of trauma
or stress. Use the Karpman Drama Triangle to identify any roles that are being played out
unknowingly.

V.

Plan for response by preparing to address the following:
A. How can we respond creatively to help us get out of any Re-enactment scenarios?
B. How can we maintain hope for all involved?
C. How can we address any Vicarious Trauma or stress that caregivers are experiencing?

VI.

Develop a written plan to be shared with all involved, including appropriate stakeholders.
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Red Flag Review Fidelity Checklist
Community Observed:

Date/Time:

Please observe a Red Flag Review and complete the following:
Red Flag Review
A Red Flag Review protocol has been established.
Community members are aware of the Red Flag Review
protocol.
The Red Flag Review protocol was followed.
The meeting was called in response to an issue (as
determined by Red Flag Review protocol).
Community Meeting
The meeting began with a Community Meeting.
The goal for the Community Meeting was: “What is your
goal for this Red Flag Review?”
Was there a ritual or activity to create a foundation of nonviolence and safety at the beginning of the meeting? (for
example: each member expresses a strength of the
community members),
Red Flag Review Participation
All team members involved in the issue participated.
The reason for the Red Flag Review was explained; a
description of the issue occurred.
All participants appeared to feel comfortable talking and
listening.
All participants were engaged and contributed.
All participants actively listened to each other.
The meeting was active and remained focused.
Safety Plan
Did all community members at the meeting have Safety
Plans?
History and Re-enactment
The team reviewed the issue or problem.
The team reviewed the community’s history in relation to
the issue.
The team reviewed the factors contributing to the
problem.
The team reviewed the trauma history of the community in
relation to the issue.
The team used the Trauma Re-enactment Triangle to
discuss the roles of those involved.
The team used S.E.L.F. as a framework for reviewing the
incident and formulating a plan for response.
Tasks related to the plan were assigned to team members
(including client and family when appropriate).

Observer:

Yes

No

Somewhat
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The team scheduled a time to meet again and review
progress.

Please check each Sanctuary concept that was discussed during the Red Flag Review:
Trauma History or chronic stress in
relation to client
Physical Safety
Social Safety
Psychological Safety
Moral Safety
Emotional Management
Loss
Other:

Trauma History or chronic stress in relation
to community and team
Future
Re-enactment Triangle
Parallel Process
Collective Disturbance
Client Safety Plans
Community members Safety Plans
Sanctuary Commitments

Reviewer’s Comments/Suggestions:
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9-12 Months (Fourth Quarter)

Core TeamTask #13

Implementing Self-Care Plans

Overview:

Tips

Self-care is an important protective factor against Vicarious Trauma for
community members and for general wellness. Creating an
environment that promotes Self-care requires examining policies and
practices that influence or dictate the ways that community members
are encouraged or discouraged to take care of their physical and
emotional needs.

Directions
1. Set an expectation in a public way that community members will
complete Self-care plans.
2. Engage community
implementation.

members

by

setting

a

date

for

3. Set up opportunities for community members to discuss their
successes and struggles with the design and use of Self-care
Plans.
4. Set up a mechanism to ensure quality, consistency, and fidelity
to the Sanctuary’s Self-care Plans and determine who is
responsible for monitoring.

 Check to make sure that
community members have
access to a handout or
other version of the tool.
 Think about how public
spaces or activities might be
more accessible to support
Self-care.
 Consider how the core
team can use lunch breaks
or other break times
contribute to the practice of
Self-care.

Resources
 What is Vicarious Trauma?
 My Personal Self-Care Plan
Handout

MY SELF-CARE
PLAN

Task Schedule:
Complete the grid with the dates your Core
Team chooses to begin and complete the
task.

Start Date:

Completion Date:
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What is Vicarious Trauma?
Vicarious traumatization is a term that describes the cumulative transformative effect on helpers of working
with, living with and spending time with survivors of traumatic life events. The symptoms can appear much
like those of Post-traumatic Stress Disorder (PTSD), but also encompass changes in frame of reference,
identity, sense of safety, ability to trust, self-esteem, intimacy, and a sense of control.
As a social species, human beings are connected to each other in many different ways. We actually register
each other’s emotions in our own minds and bodies. It has long been recognized that emergency workers,
physicians, nurses, police officers, firemen and women, journalists, clergy, social service workers, each
other, family members, and other witnesses and bystanders to disasters and other trauma can experience
secondary symptoms themselves.
Although the concept of secondary traumatic stress is less than two decades old, there is a growing body of
studies detailing the existence of many different survivor groups. For example, counselors with high domestic
violence caseloads have been shown to have classical symptoms of vicarious traumatization. Specific
challenges of this kind of work included difficulties with confidentiality, fear for the safety of their clients,
and feelings of isolation and powerlessness (Iliffe & Steed, 2000).
Prevention strategies are focused on both individual and environmental approaches. Individual approaches
encompass the personal, professional, physical, psychological, and social health of the helper, while
environmental responses are divided between the community or work setting and societal strategies.
Clear, considerate, empathic communication and the promotion of social support are primary objectives for
any community that hopes to reduce the occurrence of vicarious trauma. The ability to express oneself
emotionally is vital to continued well-being. This can only occur in an environment that (1) recognizes that
the occurrence of secondary stress is a normal reaction to an abnormal situation and (2) condones the need
for continuous positive social support as the normative standard of behavior for each individual and for the
group as a whole. Likewise, each individual must establish a plan for Self-care that includes adequate
breaks, exercise, relaxation, and socialization. The studies of resiliency indicate that people do best if they
can use their own initiative and creativity to solve problems with a maximum degree of autonomy, rather
than being required to adhere to stringent and inflexible rules that are not always relevant to the situation.
They must have appropriate and clear boundaries between themselves and suffering others while still
maintaining a deep sense of commitment to a set of higher beliefs and standards. One of the most underappreciated and yet most important factors that contributes to creating a stress-reducing environment is a
sense of humor and the shared laughter that often emerges as “gallows humor” in highly stressful
environments. A health-promoting community is one in which the democratic processes of decision-making
and conflict resolution are routine, issues of meaning and purpose are central, and there exists a culture of
active nonviolence.
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My Personal Self-Care Plan Handout
MY SELFCARE
PLAN
PHYSICAL:
•
•
•
•
•
•

Be physically active: exercise, sports, dance, or work.
Maintain a high-energy level through eating healthy foods and getting enough sleep.
Reconnect with the body through massage or yoga.
Do Self-care behaviors: take breaks and bathe regularly.
Play.
Find healthy, physical ways to get adrenalin high.

List the Physical components of your Self-Care Plan:

PSYCHOLOGICAL:
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Know your limitations.
Keep good boundaries with yourself and others.
Use self-soothing skills in a positive way.
Spend time in nature.
Listen to music.
Take a vacation from responsibilities.
Learn how much you can tolerate and when to say no.
Speak kindly to yourself.
Do activities that help you learn about yourself.
Journal. Acknowledge the positive things about yourself.
Get to know your triggers.
Work in therapy on healing.
Dream and have quiet times.
Be creative: write, draw, or sing.

List the Psychological components of your Self-Care Plan:
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SOCIAL:
•
•
•
•
•
•

Identify your social supports and resources and plan how to use them.
Surround yourself with positive peers.
Look for support from friends and family.
Spend time with children and pets.
Enjoy good times with others doing safe activities.
Make new friends.

List the Social components of your Self-Care Plan:

MORAL:
•
•
•
•
•
•

Come to know what you value and what has meaning to you.
Do and say things that match your values.
Spend time and energy in making a positive difference to others and in the world.
Hold onto hope.
Develop the courage to speak out about unfairness.
Contribute to creating non-violence in whatever ways you can.

List the Moral Components of your Self-Care Plan:
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Self-Care Plan Fidelity Checklist
Community Observed:

Date/Time:

Observer:

Yes

Somewhat

No

Have all community members completed
Self-care plans?
Are strategies written on the plans
realistic?
Do community members use the
strategies on their plans when needed?
Are Self-care Plans reviewed, updated, and
new strategies developed as frequently as
necessary?
Self-care Plans are shared with others to
promote support in follow through with
self-care activities.
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9-12 Months (Fourth Quarter)

Core Team Task #14
Planning Ongoing Connection/Training/Support for
Community Groups
Overview:
Ongoing support to community members outside the core team is an integral part of maintaining the
Sanctuary Model in your community. The inevitable expansion of your community with new residents or
businesses will require booster trainings for current community members and Sanctuary orientation for new
community members.

Directions:

Tips

1. Discuss with the Core Team how to organize ongoing
trainings in the Sanctuary Model for community members,
whether it will be part of existing learning collaborative or
offered through other venues.
2. Create a schedule for ongoing training or check in meetings
using the Sanctuary Training Manual (and making changes
to update examples or movie clips to more current ones as
needed in the modules).
3. Assign a team to create a template for orienting new
members to the community that highlights the use of the
Sanctuary Model.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

 You may want to create an
orientation that explains the
Sanctuary Model as the
framework your community
uses to address trauma,
adversity and chronic stress.
 Don’t forget to begin your
orientation or booster
trainings with a Community
Meeting.

Resources
 Sanctuary Training Manuals.

Completion Date:
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9-12Months (Fourth Quarter)

Core TeamTask #15

Measuring Progress on Goals

Overview:
The Core Team’s activities are the primary mechanism for implementation of the Sanctuary Model. To
ensure Sanctuary is functioning at a high level, it’s important to evaluate its membership, progress, and
activities on at least an annual basis.

Directions:

Tips

1. Give current members an opportunity to commit to continue as
a member of the Core Team.
2. For members that chose not to continue, give them the
opportunity to formally exit (during a celebration ceremony).
3. Revisit expectations for Core Team participation, attendance,
and workload (Committee commitments, etc.).
4. Conduct an informal audit on the Core Team’s functioning.
Consider things like commitment to democracy, social
responsibility, open communication, safety, and power.
5. Evaluate Core Team activities to ensure that there is an
appropriate balance between process and product oriented
activities.

 Ensure that leadership is
appropriately represented.
 Ensure that core team
responsibilities are being
fairly distributed (facilitation,
minutes, etc.).
 There should be a large
emphasis placed on
recognition and Core Team
successes.

Resources
 Responsibilities of the Core
Team. (see Task 6)
 Core Team Fact Sheet.

6. If it has not been done, consider widening participation from
clients, families and community stakeholders. The Core Team
can also consider adding an “open chair” for anyone in the
community to attend.

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
131

132

13-24 Months (Year Two)

Year Two Overview
The work goal of the community’s leadership and its Core
Team this second year is to embed the tools and concepts
of the Sanctuary Model into the culture of the community. The assumption at this point is that many
of the members of the community will have been trained by the end of the first year. With community
members trained or having had exposure to the model, through kickoff, orientation, and use of some
of the tools, it is now time to focus on each of the elements of Sanctuary in an intensive way.

Year two’s tasks operationalize the four elements of S.E.L.F. and the seven Sanctuary Commitments,
while reinforcing an understanding of the complex concepts of Re-enactment, Parallel Process, and
Collective Disturbance through practice. Each month of year two is dedicated to one of these
elements, with the twelfth month allotted for review of tasks and carryover. This very tight schedule
is merely a guideline, and may not be suitable for all communities; the size of the site, number of
community members and scope of implementation will influence the pace a community follows.

In this year, some of the tasks encourage Core Team members to create activities and projects for
community members and clients that will highlight the community’s focus on S.E.L.F. and the seven
Sanctuary Commitments. These tasks include a list of questions that should be posed to a cross
section of your community. The questions are worded in such a way as to be most applicable to
community members, but you are encouraged ask similar or modified questions to clients and
families as appropriate. The other tasks focus on guiding the community toward meeting the
Sanctuary Implementation Standards.

133

134

Core TeamTask #16

Year Two (First Quarter)

Yearly Kickoff- Embedding Sanctuary
Overview:

A Year Two Kickoff event is an opportunity to reinvigorate the community around Sanctuary
Implementation and introduce the focus of the upcoming year. It should also be a time to celebrate the
hard work and successes that have emerged from the work of Year One.
The execution of a Year Two Kickoff event reflects a commitment to Future, Emotional Intelligence, and
Growth and Change. The responsibility for planning the Kick-off event will most likely rest with the Core
Team.

Directions:

Tips

1. Review with the community the reasons for adopting the
practice of Sanctuary. Present data collected from the past
year’s work regarding the indicators identified by the team in
Year One, Task #4.

 Kickoff events do not have to
be elaborate or costly to be
effective.

2. Plan a Kickoff event that will be fun (refer to Task #5 Ideas
for Kickoff Events’ List), inspirational, and inclusive of all
members of the community: clients, community members,
and stakeholders.

 Consider announcing that
there may be policy in some
public places changes to
improve alignment with the
Sanctuary Model.

3. Introduce the focus of Year Two, Embedding, and give an
overview of the implementation activities: Theme of the
Month, Focus on Complex Concepts, etc.

 Remember that all change
means loss: even positive
change.

4. Plan a recognition activity to highlight the Sanctuary
successes, innovations, and/or transformations that have
been made individually or community wide.
5. Introduce the new members of the Core Team and show
appreciation for departing members.

Resources
 Ideas for kickoff events (See
Task #5).
 Kick Off Communication
Checklist
Sanctuary Training Manuals

Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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Kickoff Communication Checklist
Directions:
Use this form with the Core Team to prepare for your community’s Year
Two kickoff event,

1. What are we most proud of in our first year of Sanctuary
implementation?
2. What were the challenges we overcame?
3. How can we share the community trauma history?
4. What changes have we seen in the culture since starting Sanctuary?
5. Which tools have taken hold across our community?
6. Are there examples of conflict being managed in a different way?
7. Are there any client stories or examples that will demonstrate the use of Sanctuary?
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Year Two (First Quarter)

Core TeamTask #17

Creating Sub-groups on the Core Team
Overview:

This task involves recruiting other members of the
community to be part of work groups in their area of expertise and
interest in order to make changes in practice and processes most
effective. The Core Team has taken the lead in much of the
implementation process, and it is now time to push some of the
responsibility to other areas within the community.

Directions:
1. Members of the Core Team will divide themselves into subgroups that will function as work teams to align practices and
policies in all areas of the community. There may be other
areas that your Core Team identifies, but some ideas include
the following:
a. Monthly themes- this group will announce and collect
information on each of the projects.
b. Enhancing trauma-informed services (police, medical,
education)
c. Welcoming new neighbors
d. Celebrating milestones for community members
e. Employment help and coaching
f. Mentoring
2. Identify people outside of the Core Team to approach for
participation in sub-groups. Make a plan for inviting these
people and perhaps opening the sub-groups to volunteers
from any part of the community.

Tips
 Keep in mind that the leader
or point person for a subgroup may not have to be a
person with formal
authority.
 Think about finding the
balance between providing
the subgroups with
parameters and support and
giving them the
independence to make their
own decisions and mistakes.
 Determine timelines for
these teams to have their
first meeting, make their
assessments of alignment
with Sanctuary Standards,
and develop work plans.

Resources

3. The subgroups will need to meet regularly to devise a plan to
execute change in each area. You may find that once or
twice a month may be effective for your team, once the
guidelines have been established.

4. Each of these subgroup topics (following the monthly theme) aligns with a future task in year two. By
utilizing the task descriptions, groups can best organize their work tasks efficiently and effectively
throughout the year.
Task Schedule:
Complete the grid with the dates your
Core Team chooses to begin and complete
the task.

Start Date:

Completion Date:
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