
AHRQ ECHO National Nursing 
Home COVID-19 Action Network

Nursing Home ECHO
COVID-19 Action Network

Virginia Nursing Homes  *  VCU Department of Gerontology    
VCU Division of Geriatric Medicine  *  Virginia Center on Aging

For educational and quality improvement purposes, 
we will be recording this video-session.  By 
participating in this ECHO session you are consenting 
to be recorded. If you have questions or concerns, 
please email, nursinghome-echo@vcu.edu.

Project ECHO® collects registration, participation, 
questions/answers, chat comments, and poll responses for 
some teleECHO® programs. Your individual data will be kept 
confidential. These data may be used for reports, maps, 
communications, surveys, quality assurance, evaluation, 
research, and to inform new initiatives



AHRQ ECHO National Nursing 
Home COVID-19 Action Network

Module 3: Emotional and Organizational 
Support for Staff 

Session 1:  
Staff Wellbeing Depends on the Trauma-Informed 

Principles of Safety and Trust



AHRQ ECHO National Nursing
Home COVID-19 Action Network

CE/CME Disclosures and Statements
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Accreditation Statement: 
In support of improving patient care, VCU Health Continuing Education is jointly accredited by the Accreditation Council for Continuing 
Medical Education (ACCME), the Accreditation Council for Pharmacy Education (ACPE), and the American Nurses Credentialing Center
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Credit Designation: 
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ECHO is All Teach, All Learn

Interactive
Co-

Management 
of Challenges

Peer-to-Peer 
Learning

Collaborative 
Problem 
Solving
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Agenda
1. Weekly COVID-19 Updates

- Virginia COVID-19 Stats
- Guidance/Regulatory Updates
- From the Literature

2. Follow Up
- Concerns from last week

3. Weekly Topic
4. Open Discussion

- COVID-19 Active Issues
- QI Content with More In-Depth Conversation
- Questions for Group Discussion
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Checking In
● How are you feeling today?
● What is top of mind for you?
● Do you have any questions that we 

should be sure to cover this week?
● Has anything been particularly 

challenging or frustrating that you would 
like help advancing?

Unmute or 
chat

***As a reminder, please 
introduce yourself in the chat***

1. Your Name 
2. Your Nursing Home
3. One or two words that 

represent how you are 
feeling today
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Weekly COVID-19 Updates

- Virginia COVID-19 Stats

- Guidance/Regulatory Updates

- From the Literature
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https://www.vdh.virginia.gov/coronavirus/covid-19-vaccine-summary/

https://www.vdh.virginia.gov/coronavirus/covid-19-vaccine-summary/
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https://covid.cdc.gov/covid-data-tracker/#forecasting_weeklycases

Virginia Projecting 1529 cases in 4 weeks (as of 7/12)

Virginia positivity rate increasing

https://covid.cdc.gov/covid-data-tracker/#forecasting_weeklycases
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https://www.vdh.virginia.gov/coronavirus/covid-19-data-insights/variants-of-concern/

Variants of Concern

https://www.vdh.virginia.gov/coronavirus/covid-19-data-insights/variants-of-concern/
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VDH Dashboard Cases with Fully Vaccinated 
- updated as of 7/16/21

COVID-19 Cases by Vaccination Status – Coronavirus (virginia.gov)

https://www.vdh.virginia.gov/coronavirus/covid-19-data-insights/covid-19-cases-by-vaccination-status/
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CDC/CMS Updates
Weekly updates or novel research findings from 

CDC, CMS, VDH, for nursing homes. 
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From the Literature
No critical updates this week. Stay tuned!
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5-minute weekly video updates - sponsored 
by the Alzheimer’s Association

All Episodes
https://community.ihi.org/echo/ourlibrary?D
efaultView=folder

Episode 15
• Covid rates increasing 21 states (delta)
• Can get into buildings despite vacc
• White house surge teams

“As the Virus Turns”

https://community.ihi.org/echo/ourlibrary?DefaultView=folder
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Follow-Up

- Concerns from Last Week
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Emotional and Organization Support for Staff

Week 1 – Staff Wellbeing Depends on the 
Trauma-Informed Principles of Safety and 

Trust
Acknowledgements to Authors: Paige Hector and Angela DeVanney
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Objectives for this Session:

• Discuss principles of Trauma Informed Care (TIC) with emphasis 
on safety and trust

• Describe how perceptions impact safety and trust
• Explain the concepts of triggers and retraumatization
• Introduce the “What Matters to You?” framework as it relates to 

staff wellbeing
• Discuss improvement tools, such as direct observation and 

shadowing, as data collection methods
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What is Trauma? 

Results from an event, 
series of events, or set of 

circumstances

that is experienced by 
an individual as physical 
or emotionally harmful 

or life threatening

and that has lasting 
adverse effects 

on the individual’s 
functioning and mental, 

physical, social, 
emotional, or spiritual 

well-being.  

SAMHSA, 2014
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Emotional and Psychological Trauma
• “Result of extraordinarily stressful events that shatter your sense of 

security, making you feel helpless in a dangerous world. Often 
involve a threat to life or safety, but any situation that leaves you
feeling overwhelmed and isolated can result in trauma, even if it 
doesn’t involve physical harm. The more frightened and helpless 
you feel, the more likely you are to be traumatized.”
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Trauma Informed Care vs. Trauma Specific Treatment
• The design of Trauma Informed 

Care is to immerse the knowledge 
of trauma into the delivery of the 
service being provided, but it is not 
meant to treat an individual's 
specific symptom in relation to that 
trauma.  

• Holistic Approach 
• Emphasis on “what has happened 

to you” vs. “what is wrong with you”

● Trauma Specific Treatment is 
intended to target the specific 
trauma that is directly impacting 
the individual by using evidence 
based treatment models.  

● Relational Approach
● Focuses on creating a safe and 

empowering space for the 
survivor.

https://alamedacountytraumainformedcare.org/trauma-informed-
care/trauma-informed-care-vs-trauma-specific-treatment-2/

Trauma is an INJURY, not a weakness, illness or character flaw

https://alamedacountytraumainformedcare.org/trauma-informed-care/trauma-informed-care-vs-trauma-specific-treatment-2/
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KFF/The Washington Post Frontline Health Care Workers Survey | KFF

https://www.kff.org/coronavirus-covid-19/poll-finding/kff-washington-post-health-care-workers/
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• The average cost to replace an employee in 
nursing home facilities ranges from $3,500-
$5,000. 

• Turnover rates range from 40-75% and 
organizations can easily spend $375,000 or 
more in employee turnover over the course of 
the year.

• Turnover and burnout compromise resident care 
and outcomes.

• Dissatisfied staff create toxic culture among 
colleagues and between leaders, which can lead 
to poor reputation in the community.

Why Staff Wellbeing Matters: By the Numbers

https://www.onshift.com/blog/senior-care-staff-turnover-by-the-numbers-why-it-matters-to-you
Mukamel DB, Spector WD, Limcangco R, Wang Y, Feng Z, Mor V. The costs of turnover in nursing homes. Med Care. 2009;47(10):1039-
1045. doi:10.1097/MLR.0b013e3181a3cc62

“If you’re not taking care of your 
caregivers, how are they going 
to deliver good care for your 
clients [residents]?”

https://www.forbes.com/sites/nextavenue/2019/06/11/what-some-nursing-
homes-do-to-retain-quality-staff/?sh=76eaa0a4589b

“In all the years I’ve worked 
here, I’ve come away with so 
much more than I have given to 
anybody. I have become a 
better person, a kinder person, 
a better listener, because of the 
residents.”

https://www.onshift.com/blog/senior-care-staff-turnover-by-the-numbers-why-it-matters-to-you
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Chat Waterfall:
How does trauma impact staff turnover in your community?

Trauma and Staff Turnover
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Professional Caregivers

● The personalities of most health care 
professionals have a strong empathetic and 
compassionate component.  

● Often professional caregiver loss is not 
addressed in the workplace.  

● Professionally-related grief events or trauma 
exposure, which accumulate over time, can 
be tied to emotional distress and burnout.
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• Trauma, by its nature often occurs in an isolating environment. It is highly 
individual. 

• Trauma has always been there, COVID brought trauma to the forefront for 
many more of us. We are all experiencing COVID-19 together, and so the 
pandemic gives us some common ground and shared experience to begin or 
continue this conversation. 

Context
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• A trigger is anything (a smell, a sound, an emotional state, a 
situation, etc.) that reminds a person of a trauma.

• Re-traumatization is “…any interaction, procedure or even 
something in the physical environment that either replicates 
someone’s trauma literally or symbolically, which then triggers 
the emotions and cognitions associated with the original 
experience.”

Triggers and re-traumatization

Trauma-Informed Organizational Change Manual, 
http://socialwork.buffalo.edu/social-research/institutes-centers/institute-on-trauma-

and-trauma-informed-care/Trauma-Informed-Organizational-Change-Manual0.html

http://socialwork.buffalo.edu/social-research/institutes-centers/institute-on-trauma-and-trauma-informed-care/Trauma-Informed-Organizational-Change-Manual0.html
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• “I’m not safe.” 

• “I can’t protect myself.”

• “I’m going to die.”

Triggers (trauma reminders) can be interpreted as…

Janssen S. Assessing for PTSD in Terminally Ill Patients. The New Social Worker. Accessed April 29, 
2019.
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1. Can you share an experience that highlighted the reality of 
Trauma to you?

This is a safe space
Sensitive to Trigger events 

Open Discussion
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1. What progress has your facility made to meeting the requirement 
§ 483.25 Quality of Care.(m)Trauma-informed care? 

Open Discussion
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• Immobilization – cannot move (quarantine, shelter-in-place)

• Unpredictability – not knowing what is going to happen next, 
cannot say tomorrow will be a different day or the day after

“When the world is unpredictable and you cannot move, then the 
vulnerability to become traumatized is very great.” Bessel Van der Kolk, MD

The virus is a pre-traumatic condition 
based on two core variables

Lifelines: How COVID-19 Creates 'Pre-Traumatic Conditions' in the Brain
By ALEX MCOWEN & PETER BIELLO • MAY 4, 2020
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• “A trauma-informed approach reflects adherence to six key principles 
rather than a prescribed set of practices or procedures. These principles 
may be generalizable across multiple types of settings, although 
terminology and application may be setting- or sector -specific:

1. Safety
2. Trustworthiness and transparency
3. Peer support
4. Collaboration and mutuality
5. Empowerment, voice and choice
6. Cultural, historical, and gender issues”

6 Principles of Trauma-Informed Care

https://www.samhsa.gov/nctic/trauma-interventions

https://www.samhsa.gov/nctic/trauma-interventions
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• A safe work environment includes:
– Physical plant, security, disaster planning, policies and procedures

• Creating safety within a trauma-informed framework exceeds those standard 
expectations

• Includes emotional safety
– Feeling empowered to speak up, safe to discuss challenges, zero 

tolerance for blaming, bullying or retaliation 

• Attitudinal promotion of safety is important, but to be trauma-informed, the 
organization needs to consider and create means to process distressing 
circumstances.

What does safety mean?
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• No doubt we want to create environments where people feel safe
• Our instinct is that “we already do this.” 

– We believe this because most people do not come to work with the 
intention to hurt or re-traumatize people.

• “I’m a caring, compassionate person. Of course I don’t traumatize 
people.”

• The reality is that we can trigger and/or retraumatize another 
person

Do staff feel unsafe in your facility?

Kathleen Bickel, MD, MPhil, MS
University of Colorado School of Medicine
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[On working in a nursing home and general care of residents]
• “These things make you feel scared, it gives you depression and anxiety, and I 

gonna be this old”

• “ I feel like working is like my ‘prison time’ and then I get to be free”

[On interpersonal relationships]

• “Family members get angry regardless of what we do”

• I was called a fat a-- w---e and b---h by a resident, and she says that all the time. I 
try to distract her to say you look so good, your hair is pretty, and then it's fine. I 
know the mean part is coming."

There are many reasons someone may feel unsafe
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• Trust includes qualities of respect, compassion and a genuine 
desire to be present with and relieve another person’s suffering 

• Predictability with processes and daily activities helps build trust

• The organization makes conscious efforts to not retraumatize 
staff 

• Emphasis is not on ‘getting it right all the time’ but rather how 
situations are handled when circumstances provoke feelings of 
being vulnerable or unsafe

What does trust mean?
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• A person’s perception is their version 
of truth

• It is not a matter of right or wrong, 
good or bad

• Seek to understand the person’s 
perception and what observations or 
experiences contribute to that 
perception

Perception is crucial
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1. Realizes the widespread impact of trauma and understands 
potential paths for recovery;

2. Recognizes the signs and symptoms of trauma in clients, families, 
staff, and others involved with the system;

3. Responds by fully integrating knowledge about trauma into 
policies, procedures, and practices; and

4. Seeks to actively resist re-traumatization."

4 Concepts of Trauma-informed care

https://www.samhsa.gov/nctic/trauma-
interventions

https://www.samhsa.gov/nctic/trauma-interventions
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• For infection control protocols, staff glove and gown no matter 
the level of hazard 

• From a trauma-informed care perspective, assume all 
individuals have a history of trauma and glove up metaphorically 
to reduce possibility of triggering or re-traumatizing others.

Universal Precautions Model

Trauma-Informed Organization Change Manual, http://socialwork.buffalo.edu/social-research/institutes-
centers/institute-on-trauma-and-trauma-informed-care/Trauma-Informed-Organizational-Change-

Manual0.html

http://socialwork.buffalo.edu/social-research/institutes-centers/institute-on-trauma-and-trauma-informed-care/Trauma-Informed-Organizational-Change-Manual0.html
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• Simply put, facility culture is the way we do things around here
– How people are greeted
– How meetings are run
– How information is shared

• Becoming a trauma-informed organization is not an item on a 
checklist
– It is an ongoing, fluid process with no end date

• Your organization is likely already engaged in some elements of 
trauma-informed care

Facility Culture and Trauma-Informed Care (TIC)
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Developing a Trauma-Informed 
Care Program

Guidance from Leading Age MD

https://leadingage.org/sites/defa
ult/files/RFA%20Guidebook.pdf

https://leadingage.org/sites/default/files/RFA%20Guidebook.pdf
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1. Develop Vision/ 
Statement of Intent

• Wordy Sample shown 
here

• Educational tool

• Framework for common 
understanding 



AHRQ ECHO National Nursing
Home COVID-19 Action Network

2.  Form a Team 

• All levels of 
organization-senior 
leaders to point of care

• People who are trusted 
by others, are willing & 
able to be champions
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3. Gameplan

• Suggested steps 
here
– Comprehensive

• Small steps OK

• Don't let the perfect 
be the enemy of the 
very good

• Gantt Charts to plan 



AHRQ ECHO National Nursing
Home COVID-19 Action Network

4. Measure: 

Example Organizational 
Assessment Tool

All departments 
Only sample shown 
here

Can measure progress 
pre-post 
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5. Toward Culture Change: 1 Model
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No one said that it was going to be easy! 

General 

Specific to TIC: 

Safety paramount

“Taboo” - talking about bad things

Denial - avoidance is human

Balancing staff, resident and family needs

Not seeing an immediate impact/benefit

Wondering if you are doing this “right”

General:
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Segue to Tara (Dino-Slide) 
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Building a Culture of Emotional Safety and Trust 
to Support Staff Wellbeing

Session 1 – Let’s get curious! 
How to use direct observations and “What Matters to You?” to 
improve processes and wellbeing for all 



‹#›AHRQ ECHO National Nursing
Home COVID-19 Action Network

Characteristics of Emotional Safety:

▪ Feeling empowered to speak up, safe to 
discuss challenges, zero tolerance for blaming, 
bullying or retaliation.

Characteristics of Trust:

▪ Respect, compassion and a genuine desire to 
be present.

▪ Predictability with processes and daily activities.

▪ How situations are handled when circumstances 
provoke feelings of being vulnerable or 
unsafe.

How Can Emotional Safety and Trust be Built into 
Processes to Support Staff Wellbeing? 

Processes:
▪ Morning meeting

▪ Resident rounds and care conferences

▪ Huddles
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What Could We Do This Week? 

▪ Ask 5 staff in different roles:
• What does emotional safety look, feel, and sound like in your nursing 

home? How would you describe a safe environment?

• What does trust look, feel, and sound like in your nursing home?  
How would you describe a trusting environment?

▪ What do we learn from the feedback provided from staff? 
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▪ TIP 57 Trauma-Informed Care in Behavioral Health Services by the Substance 
Abuse and Mental Health Services Administration (SAMHSA), 
https://store.samhsa.gov/sites/default/files/d7/priv/sma14-4816.pdf

▪ Trauma-Informed Organizational Change Manual From the University of Buffalo, 
http://socialwork.buffalo.edu/social-research/institutes-centers/institute-on-trauma-
and-trauma-informed-care/Trauma-Informed-Organizational-Change-Manual0.html

Additional Resources 

https://store.samhsa.gov/sites/default/files/d7/priv/sma14-4816.pdf
http://socialwork.buffalo.edu/social-research/institutes-centers/institute-on-trauma-and-trauma-informed-care/Trauma-Informed-Organizational-Change-Manual0.html
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▪ Final comments or questions?

▪ Any topics you would like the faculty to discuss next week?

▪ We would like to learn from you! Please share your ideas for tests of change, 
success stories, challenges and innovations by emailing us.

▪ 1:1 and small group coaching is available from your coach and Training Center 
Team. 

Wrap up
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Thank you!
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Resources 

Psychological Safety in the workplace

Trauma Specific Interventions

http://ihi.org/education/IHIOpenSchool/resources/Pages/AudioandVideo/Amy-Edmondson-Why-Is-Psychological-Safety-So-Important-in-Health-Care.aspx
https://alamedacountytraumainformedcare.org/trauma-informed-care/trauma-specific-interventions/


AHRQ ECHO National Nursing
Home COVID-19 Action Network

Courtesy AMDA 2020 Annual meeting workshop on Trauma informed 
care
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Announcements
Next Week: The Connection Between Emotional Intelligence and 
Stress Response

CE Activity Code:
Within 7 days of this meeting, text the code to (804) 625-4041. 
Questions? email ceinfo@vcuhealth.org

Attendance
Contact us at nursinghome-echo@vcu.edu if you have attendance 
questions.

mailto:ceinfo@vcuhealth.org
mailto:nursinghome-echo@vcu.edu
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Resources:  Vaccine Myths
Lose Life Insurance if take EUA vaccine:  FALSE

mRNA Vaccines are Gene Therapy:  FALSE

COVID Vaccines cause sterility:  FALSE

Better to get antibodies from COVID than from the vaccine: FALSE

Tip:  Check out rumors with research or from reputable health care 
workers
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Resources / Website
https://www.vcuhealth.org/NursingHomeEcho

https://www.vcuhealth.org/services/telehealth/for-providers/education/vcu-health-nursing-home-echo/curriculum
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