
Sheina Rigg
Orla Connolly

Dr Suzanne Mooney 
Montserrat Fargas Malet

Developing Trauma Informed Organisations 
Northern Ireland update and a new Toolkit



Session outline
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• Toolkit Demonstration 
• QUB implementation research 
• Organisational checklist
• Next steps
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 how to use it 
 when to use it
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Trauma Informed Approach Implementation 
Framework for NI: 2018-2024

Knowledge 
transfer

2018 QUB Research 

2024 QUB TIA 
Implementation Report

Facilitated 
Review / Support 

Workshops

Organisational 
/ workforce 

development 
support

500+ attended 
T4T

Level 1 & 2 training modules 
Solihull Approach understanding trauma, 
attachment, brain development

Training brochure/ 
Resource development

Pilots to support 
organisational 
implementation  
across sectors 

Sequential Intercept Model  
and Universal Service 
Delivery process model

Trauma Informed Oregon 
One Small Thing Quality 
mark (Justice, Community, 
H&SC, C&V sector pilots)

TIP committee

Conferences 



Trauma Informed: International 
Context 

•Scotland 
•Wales
•Ireland 
•England 
•Australia 
•USA 

International 
Trauma Informed 

Movement 

“A program, organisation, or system 
that is trauma-informed realizes the 
widespread impact of trauma and 
understands potential paths for 
recovery; recognizes the signs and 
symptoms of trauma in clients, families, 
staff, and others involved with the 
system; and responds by fully 
integrating knowledge about trauma 
into policies, procedures, and practices, 
and seeks to actively resist re-
traumatization.”
(SAMHSA, 2023)

“Trauma is one possible response to 
adversity. A traumatic event can be an 
experience, series of experiences, or 
circumstances but resilience is possible 
with timely support.” (Frameworks UK)



Toolkit Demo



Section 1 – Key Concepts 



Acknowledgement and thanks to: 

• Lived experience focus group members
• SBNI Trauma Informed Committee
• Toolkit task and finish working group 
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• Those who contributed case studies and examples
• Local and international research base which informed 

the development of this toolkit 
• Toolkit designers 
• Funders (EPPOC)
• Local artist Beth McComish, whose illustrations are 

infused throughout the toolkit. 



Toolkit Aims

The toolkit will:
• illustrate how trauma informed approaches can be 
embedded across your organisation 
• build awareness of what the six trauma informed 
principles are and how to apply them
• highlight the evidence base on the benefits, barriers 
and enablers to a trauma informed approach 
• showcase case studies and examples from across NI
• provide a practical self-assessment checklist, structured 
on the ten focus areas
• walk you through each aspect on your journey to 
becoming a trauma informed organisation. 



Target Audience

This toolkit was developed for the SBNI member 
agencies and partners; however, it can be used by any 
organisation, team or service across the statutory, 
community or voluntary sectors. It is designed 
specifically for NI, which has its own unique structure 
and history. 

This toolkit aims to help leaders, workforces, services 
and organisations identify and reflect on progress, 
strengths and opportunities for embedding a trauma 
informed approach across policy and practice. It aims to 
complement existing organisational priorities, driving 
improvement, innovation and sustainable change.



Why Trauma Informed?

The prevalence of adversity & trauma means that we need 
not only to focus on the people who seek support but equally 
on the people and systems who provide that support.

When we consider adversity and trauma in our workplaces & 
organisations, this can help in understanding our own 
responses and needs and those of the people we support. 

A whole system trauma informed approach can only happen 
in the context of trauma informed and trauma responsive 
environments, policies, systems and organisations.



Adverse 
Childhood - Community - Cultural 
Experiences 

“It is not just about 
adverse childhood 
experiences, but also 
about adverse 
community 
experiences, adverse 
cultural experiences, & 
adverse organisational 
experiences.” 

David Labby



Context is key



- Draft PfG extract -

Acknowledging the levels of 
trauma in our post-conflict 
society, we will work across 
the Executive to embed 
trauma-informed, 
responsive systems; systems 
that help people to easily 
navigate and access the 
support they need, when 
they need it, and for 
however long they need it 
for.
We will develop a trauma-
informed public sector, 
equipping staff at all levels 
with the skills needed to 
work in partnership and 
support people as they 
rebuild a sense of control 
and empowerment in their 
lives. 

Whole System Approach 



Defining 
Trauma 

Fully acknowledging the imprint of trauma and 
adversity means we understand: 

• the stress response system – how stress and 
trauma affect our brain and bodies 

• how trauma can impact our ability to feel safe and 
develop trusting relationships 

• what promotes recovery and healing - why 
relationships matter - & how relationships are key 
to human development, regulation & resilience. 

It’s about infusing our understanding of 
theories, models and concepts related to 
trauma, adversity and resilience.



Relationships 
Matter

• Being trauma informed helps us understand why our early 
experiences matter; and how overwhelming experiences 
across the lifespan can cause lasting physiological and 
psychological imprints, if not addressed. 

• Connections with others, supportive and nurturing 
relationships (within and outside the family and community) 
can reduce the impact of trauma. Timely relational support 
can help counterbalance its negative effects. 

• Being trauma informed emphasises the benefits of 
supportive relationships, supportive working environments 
and supportive communities. 

• It means we can all play a part infusing what we know about 
adversity, trauma, and resilience in our efforts to strengthen 
related policies, programmes, and public agencies. 

We can create environments and services that 
reduce stress and the risk of individuals becoming 
overwhelmed….This approach can prevent further 
trauma to anyone accessing and providing 
services.



Section 2 – Key Concepts 

• A trauma informed approach is a …whole-system 
organisational change framework that aims to 
develop coherent cultures, policies and practices 
across systems of service delivery to enhance 
service user engagement and provide more effective 
care  (Bunting et al.,2019a;De Candia,2014) 

• Trauma informed approaches recognise that many 
service users, patients or clients of health social 
care, education and justice services will have been 
impacted by potentially traumatic adverse 
experiences across their life course, and therefore a 
more responsive form of service delivery is 
required….the six principles should underpin all 
service delivery. (QUB Mooney et al.2024)







NI system change: TI principles



Barriers and Enablers 
of the Implementation of 
Trauma Informed 
Approaches 
in Northern Ireland
Dr Suzanne Mooney & 
Montserrat Fargas Malet



Aims

UPDATE 
EVIDENCE 

BASE

MAP 
IMPLEMENTAT

ION 
PROGRESS

IDENTIFY 
ENABLERS 
BARRIERS 

AND 
CHALLEN
GES TO 

PROGRESS

EXPLORE 
WHAT 

DIFFEREN
CE MAKES

MAKE 
RECOMMENDAT

IONS



The Organisational Review

Rapid Evidence 
Assessment

Progress Mapping 
– Online Survey 
(n=53)

Sector-Specific 
Regional Focus 
Groups (n=52)

Mixed-Methods 
Case Studies



The Case Studies

Fane Street 
Primary School

Youth Justice 
Agency

Thorndale 
Parenting Service, 
Salvation Army 

BHSCT Belfast 
Inclusion Health 
Service

Method
s



A program, organization, or system that is 
trauma-informed 
• realizes the widespread impact of trauma and 

understands potential paths for recovery;
• recognizes the signs and symptoms of trauma 

in clients, families, staff, and others involved 
with the system; 

• and responds by fully integrating knowledge 
about trauma into policies, procedures, and 
practices, 

• and seeks to actively resist re-traumatization.

(SAMHSA, 2014, p. 9)

Six core 
principles

Definitions

… a comprehensive, 
whole-system approach… 

that is theoretically grounded, 
developmentally informed and 

is flexible enough to be adapted to 
each organization’s unique context.

(Lowenthal, 2020, p. 188)



Conceptualisation

Barriers & Challenges

Concept confusion

‘Buzzword’ ‘lost its meaning’

Lack of perceived relevance for 
adult & non-frontline services

Enablers

Resonance with NI

A shared language & understanding

Already doing (to some extent)

Link with other strategic developments

There are HSC areas where policies 
such as reducing restrictive practice, 
MCA [Mental Capacity Act] legislation 
etc. are very pertinent, and therefore 
adhered to. Whilst this is TIP, I don’t 
think that they would be perceived 
under that heading.

Survey submission - Frontline organisation, HSC, 
Statutory sector

There is a danger that this could 
become a tick box thing, and people 
go ‘well, what do we do now? what 
do we need to do to get our Gold Star 
for being trauma informed? and then 
we can move on’

HSC Trusts  Focus Group



TIA Implementation Domains

Governance & 
Leadership

Financing & Resourcing

Organisational 
Development

Workforce 
Development & 

Support

Service Design & 
Delivery

Progress Monitoring, Review & Evaluation

Collaboration (intra & inter-agency)

Policy & Procedures

Service user & Caregiver 
Involvement

Physical Environment

Universal & Specialist 
Training

Ongoing/Routine Support, 
Reflective Practice, 

Supervision & Consultation

Staff Wellbeing Initiatives

Everyday Strength-Based Relational 
Practices to promote engagement & 

avoid re-traumatisation

Routine Inquiry/Assessment inclusive 
of Trauma/Adversity History

Trauma/Adversity History taken 
account of in Care/Intervention 

Planning

Access to Tailored & Specialist 
Services, Supports & Interventions



Organisational Development

Enablers Barriers & Challenges

Leadership buy-in                        
(inter-departmental –
aligned initiatives) 
Shared vision - message 
consistency
Implementation plan & 
structures (horizontal 
leadership)
Make a start & cascade learning

Conceptualisation



Organisational Development

Enablers

Size/multi-site – more complex

Low priority, ‘luxury’ - not 'core 
business'
Limited dedicated funding & 
commissioning
Fragmentation/siloed services & 
disciplines

Lack of a NI Assembly & Executive

Barriers & Challenges

Leadership buy-in                        
(inter-departmental –
aligned initiatives) 
Shared vision - message 
consistency
Implementation plan & 
structures (horizontal 
leadership)
Make a start & cascade learning

Conceptualisation



Workforce Development and Support

Enablers Barriers & Challenges

Staff buy-in –’the magic 
wand’
Staff involvement 
throughout – build 
collective sense of purpose
Culture of staff support & 
collaboration

Context-specific training & support

Conceptualisation



Workforce Development and Support

Enablers Barriers & Challenges

Staff buy-in –’the magic 
wand’
Staff involvement 
throughout – build 
collective sense of purpose
Culture of staff support & 
collaboration

Context-specific training & support

Conceptualisation

Lack of staff buy-in

COVID impact – fatigue, ‘traumatised
workforce’

Staff burnout & turnover

Challenging staffing situations

Space & time – Overstretched 
systems



…to implement this and make it 
meaningful… you need time and 
space to think about it, to understand 
it, to integrate it, to apply it, 
you need a bit of space and time in 
order to be able to do that. And 
actually, when services are just 
running from pillar to post, that’s a 
massive, massive challenge.

HSC Trusts Focus Group

We don’t have the time to 
do it regularly. That’s the 
problem, we just don’t 
always have this space and 
time for reflective practice. 
But when we do, it’s really 
enlightening because 
there’s such a wealth of 
wisdom and knowledge
within the team.

Belfast Inclusion Staff Focus Group



Challenges on Outcomes (& Perceived Benefits)

What to measure? And 
how? Context-specific

Capturing the range of 
benefits

Long-term nature of 
some benefits

Service user // staff // organisational



… our strap line is we’re on the journey to becoming a 
trauma informed organisation. 

And I do think it’s a journey. I don’t think it’s a 
destination. I think… your staff teams change, your 
management changes, other priorities come in and 
you’re constantly having to revisit what we’ve learned… 

You’ve implemented something, you think that’s grand. 
Then you realise, actually… is anybody actually doing 
what we’ve supposed to have implemented? You’re 
going back. You’re reminding people, you’re building in 
mechanisms to evaluate and review, and then… 

You’re going back again, so it’s a constant journey.

Senior Management Focus Group, YJA



There are no downsides to this at all. 
And actually sometimes that can be overlooked 
as well. (…) whether that be
from a workforce point of view, 

organisational responsibilities,     
services to customers, 
the experience of customers. 
If you’re doing all this stuff, it’s just 
a better place for everybody. Simple as that.

Cross-sector/Regional Focus Group



Recommendations

TIAs as 
theoretical 

framework to 
underpin 

current policy 
development

s in NI

A trauma 
informed 
strategy

needed to 
advance 

implementati
on across 

sectors and 
settings

The 
development 
of a regional 

inter-
departmental 
research and 

outcomes 
strategy

A regional NI 
trauma 

informed 
resource hub 

or centre
required to 

facilitate 
organisational 

leadership 
and 

networking

A regional 
training 

framework 
should be 
developed



THANK YOU

Questions & Comments

Suzanne Mooney
s.mooney@qub.ac.uk

mailto:s.mooney@qub.ac.uk




Implementing Trauma Informed Approaches 
in Northern Ireland Case Study: Belfast 
Inclusion Health Service (safeguardingni.org)

The Benefits of Applying a Trauma 
Informed Approach

Implementing Trauma Informed Approaches in Northern 
Ireland Case Study: Fane Street Primary School 
(safeguardingni.org)

Implementing Trauma Informed Approaches in 
Northern Ireland Case Study: Salvation Army 
(safeguardingni.org)

Implementing Trauma Informed 
Approaches in Northern Ireland Case 
Study: Youth Justice Agency 
(safeguardingni.org)

https://www.safeguardingni.org/resources/implementing-trauma-informed-approaches-northern-ireland-case-study-belfast-inclusion
https://www.safeguardingni.org/resources/implementing-trauma-informed-approaches-northern-ireland-case-study-fane-street-primary
https://www.safeguardingni.org/resources/implementing-trauma-informed-approaches-northern-ireland-case-study-salvation-army
https://www.safeguardingni.org/resources/implementing-trauma-informed-approaches-northern-ireland-case-study-youth-justice-agency




Organisational Checklist
The organisational checklist is a practical resource that can be used 
to provide either a baseline or review of your organisation’s 
progress. It is primarily intended to identify areas for improvement 
and support planning, rather than serve as a scoring matrix. Its core 
function is to support organisations to measure progress.

“A thorough, measurable assessment:
• helps a system or organisation determine areas for improvement 
and areas of strength across all levels of the system or organisation 
• allows an organisation to assess capacity and target training 
activities and strategic planning 
• helps the leadership and staff understand the need for a TIA 
• provides data to validate TIA need and assess readiness for TIA 
implementation.” (SAMHSA 2023)



Organisational Checklist 
You can complete this as a leader, complete as a team or as a service. 
Choose the areas you want to start with, you might like to prioritise one or  
two areas.



Organisational Checklist 











Continuous Improvement

Your feedback matters 
• The toolkit is a live 

document and we welcome 
all suggestions for 
improvement. Please 
contact the SBNI on 
SBNI.info@hscni.net
entitled ‘Toolkit’, to share 
your feedback or any 
examples for inclusion. 

mailto:SBNI.info@hscni.net


Participants will be guided to reflect and 
identify areas for development and receive 
additional resources to support them on 
their journey. 

Target audience: 
• those who have completed trauma 

informed training (a minimum 
requirement of Level 1 & 2 or equivalent) 

• those in a leadership, policy development, 
or commissioning role 

• those who wish to support trauma 
informed development in their 
organisation.

You can register for the workshops through 
this link Workshop Registration or sign up 
through the SBNI website Events & Training 
(safeguardingni.org)

https://eu-west-1.protection.sophos.com/?d=office.com&u=aHR0cHM6Ly9mb3Jtcy5vZmZpY2UuY29tL2UvelZSVFVOdmZNNg==&i=NjU1NmEyMDUyZDg0MzcwMmZiNmI0YTU3&t=eWpKbWk3OFBERlJCTDR2OTlVckJubVNpSGhERkxiZldrY0haUnFsMDB1RT0=&h=86b165894d914461a45a3dd2c3ba4bb9&s=AVNPUEhUT0NFTkNSWVBUSVYqOec0ZzY4aHdKXQNR-2R7LbanQCwq5NviybzHKMKj9w
https://www.safeguardingni.org/events


Venue Summary 

Events & Training (safeguardingni.org)

https://www.safeguardingni.org/events


SBNI Website About the Safeguarding Board 
for Northern Ireland (safeguardingni.org)

https://www.safeguardingni.org/about




Summary Infographic 
Trauma Informed Organisations and Systems



Embedding a Trauma Informed Approach 



Finally…
• Please promote the Toolkit within your organisation

• Consider who is best to complete the checklist or a 
specific focus area (considering collective leadership 
approaches) and who will attend the interactive 
Toolkit workshops 

• THANK YOU for taking the time to attend today.  
We invite you to continue to play a role in embedding 

a trauma informed approach across organisations, 
systems and workplaces. 



Trauma Informed Toolkit 
(safeguardingni.org)

https://www.safeguardingni.org/resources/trauma-informed-toolkit-0
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