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Trauma-Informed Leadership
for Team Wellness

Written by Adam Grimm, ACC | Founder - Pegasus Realm
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The Foundation of Growth is Understanding
Here to guide you every step of the way toward growth; whether it’s working on

leadership skills, building a cohesive team dynamic, or the latest wellness research.

Let’s be honest. Leadership in 2025 feels a bit like hosting a dinner party during a
power outage—while juggling flaming swords. Your team is looking to you for
direction, calm, and snacks. And half the time, you’re just trying not to drop anything
(including your own sanity).

But here’s the plot twist: you don’t need to “fix” everything. You just need to lead like
someone who knows people have been through stuff. Because they have.

That’s where trauma-informed leadership steps in, not as a soft add-on, but as a core
strategy for building trust, resilience, and (gasp) actual wellness in the workplace.

What Is Trauma-Informed Leadership?

It’s not therapy. It’s awareness. It’s leading with the understanding that people bring
invisible stories with them to work. Stories shaped by adversity, loss, stress, and
systemic challenges.

According to the Substance Abuse and Mental Health Services Administration
(SAMHSA), trauma-informed leadership operates by these principles:

Safety
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Trustworthiness & Transparency
Peer Support
Collaboration
Empowerment
Cultural, Historical, and Gender Sensitivity

When you build systems with these in mind, you’re not coddling anyone; you’re
cultivating a culture where people can actually function at their best.

Example: Social Wellness
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Let’s start here, because connection heals.
SAMHSA defines social wellness as “developing a sense of connection, belonging,
and a well-developed support system.”

This could look like:

Weekly peer support circles with no agenda—just space to talk.
“Connection challenges” where teams send one meaningful check-in message
a day.
Normalizing the phrase “Hey, you okay?” in meetings, and actually listening to
the answer.

In trauma-informed teams, social wellness isn’t fluff—it’s a lifeline.

Voices from the Field
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In my work with non-profits, grassroots organizations, and businesses, one thing is
clear: trauma-informed practices aren’t theoretical—they’re essential.



Veteran leaders often model situational awareness, high empathy, and direct
communication, tools born from experience. Minority leaders are often fluent in
navigating bias, emotional labor, and community resilience. Their insights are gold.

Let’s not just learn about these perspectives. Let’s lead with them.

Team Challenge:
“Connection Without Correction” Week

Invite your team to try this for one week:

One non-work check-in per day (via Slack, walk, or call).
When someone vents, don’t solve—just validate.
Host a 15-minute “virtual lounge” with no agenda.

Results? More empathy. Less burnout. Stronger bonds.

Expert Insight:
What Ellen Langer & Gabor Maté Would Say

Harvard psychologist Ellen Langer reminds us: “Mindfulness is the simple act of
noticing new things.” Trauma-informed leaders notice. They pay attention to how
people show up—not just what they produce.

Gabor Maté, trauma expert, says: “Safety is not the absence of threat—it’s the
presence of connection.” Enough said.



🔷 Final Thought:

Trauma-informed leadership isn’t just about responding to wounds. It’s about building
environments where healing is possible through safety, empathy, and daily human
magic. Start with one wellness dimension. Stay curious. Build from there.

Alpha Testers Wanted:

InkWell™ went live just last week! We
are still looking for early adopters to
test and build the program.

If you love goal setting, need a
supportive space to work on your
thoughts, or love getting ot help design
products and earn lifelong benefits,
then the Alpha is for you!

Join InkWell™

Know someone who may benefit from this? Click the link below!

Want to explore habit-building in depth or learn about CBT-powered coaching strategies?

Click on Pegasus Realm for organizations, or coaching for yourself.

Please share with anyone who may find this useful.

https://inkwell-alpha.web.app/
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