Virtual Al Facilitator Practicum Report
By Sally Loftis

The Center for Trauma-Resilient Communities (CTRC) is a nationwide group of
dynamic consultants that train and advise organizations and communities on building
trauma-informed practices. The business was founded in 2018 as an outgrowth of The
Sanctuary Model of Care and growing research about trauma resilience in youth. CTRC
grew quickly as the demand for this work skyrocketed with the increased research.
Exponential growth created a need to hire and onboard additional trainers and
consultants. | was hired as a consultant to help the group in building these processes.

The timing of this work was also critical in the wellbeing of the business. The COVID-19
pandemic upended t he ¢grworkippesontAdgtionally,ICTRCnd r egu
was being asked to also address racial trauma in their training, as a response to the

police brutality protests and racial awakening happening in the United States. The team

was feeling the pressure of change and heaviness of their clients in navigating the

exacerbated traumas of the pandemic and racial awakening. This was the perfect

opportunity to use Appreciative Inquiry.

| folded Al work into every element of this project. | worked with a core group to Define
the topic for the greater team. | used stakeholder interviews with a Discovery guide to
build momentum toward co-creation. With the help of Al Facilitator Erin Hall, we
conducted an Al Summit to continue the Discovery and complete the Dream phase.
Then the core group integrated the work of the Al Summit into recommendations for the
Design/Delivery phase.

The Constructionist Principle was introduced early on with the workgroup in establishing
this work as co-creation. The Principle of Simultaneity was front and center as the core
group worked through questions as interventions. The Anticipatory Principle was
practiced consistently with the core group through imaging exercises and a collaborative
vision Jamboard. The Poetic Principle helped the core group to focus its attention on
possibility and community. The Positive Principle changed the mindset of the group
from dreading this work to anticipating the time together. The Wholeness Principle was
manifested through creative practices, such as journaling, musical reflection, guided
imagery, and virtual collaboration.

| 6m excited to share this work with you.

Sally Loftis
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The Center for Trauma-Resilient Communities (CTRC) helps organizations to embed
and embody the science of trauma resilience. CTRC works nationally with leaders to
build a trauma-responsive and trauma resilient culture which helps to decrease burnout
and turnover, increase compassion and accountability, and improve overall
organizational health and effectiveness. The organization is headquartered in Winston-
Salem, NC, with a nationwide assortment of staff and contractors.

The Center for Trauma-Resilient Communities contacted Loftis Partners to help with
Human Resources Processesinregardsto t he capacity buil di
strategic plan. After speaking with CTRC Executive Director, Loftis Partners identified
the following project deliverables:
0 Responsibilities and skills-needed/qualifications for new CTRC positions (faculty,
consultant, etc.)
0 Capacity determination process (how many people do we need for what jobs and
when)
Candidate review process (once they have entered through the Crossnore HR
system)
0 Decision-making matrix for how decisions will be made around capacity needs &
hiring
0 Onboarding process for new employees in addition to Crossnore standard plan
0 Skill-building plan for employee growth and promotion
CTRC and Loftis Partners agreed to a six-month contract for this work, including the use
of an Appreciative Inquiry approach with a Core Group and a virtual Al Summit with
the entire CTRC Team. The project timeline was August 2020-January 2021.

O«

DEFINE

A Core Group, or Al Learning Team, was established in September 2020. In addition to
Sally Loftis as a consultant, the CTRC members included a representation of business
development, program delivery, and administrative support. The following stakeholder
interviews were conducted before the workgroup meetings began.

0 Executive Director

v

0 Co-Founder and Faculty
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Co-Founder and Senior Director of Program Development

Chief Human Resources Officer

Director of Human Resources

Director of Business Development

Program Coordinator

| modified the Generic Al Interview Guide for the stakeholders as an intentional

intervention on my part. The questions for these interviews were used to introduce an Al

approach as the project started. I used questions
onboardingo to gauge the experience of the co

O¢ O¢ O¢ O«

BEST EXPERIENCE: Tell me a story about the best times that you have when
onboarding with a new team (Ex. Sports team, workgroup, social group, new
neighborhood, etc.). Looking at your entire experience, recall a time when you felt most
alive, most involved, or most excited about your involvement. What made it an exciting
experience? Who was involved? Describe the event in detalil.

VALUES: Let 6s talk for a moment about some thin
things you value about yourself; about the nature of your work; and about this
organization.

A. Without being humble, what do you value most about yourself i as a person and as a
member of this organization?

B. When you are feeling best about work, what about the task itself do you value?
C. What do you value about the organization?

D. What is the single most important thing that your organization has contributed to your
life? To the world?

CORE VALUE: What do you experience as the core value of your organization? Give
some examples of how you experience those values.

THREE WISHES: What three wishes would you make to create a dynamic onboarding
process for new employees and contractors?

The following themes arose from the stakeholder interviews, which informed the work
with the Core Group.

Infrastructure: the organizational structure and processes that embed and embody a
trauma-resilient workplace culture

Solid, clear infrastructure

Clarity

Timeliness

O¢ O¢ O«
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Organization

User-designed process

Business plan with financial information

Connection: a community of trauma-informed practitioners where compassion,
renewal, growth, creativity, and accountability are celebrated.

Build a sense of connection and belonging

Consistent process that everyone follows

Get people in person

Leadership all feels committed and valued

We all speak the same language

People need to experience the curriculum

Integration: a collaborative network of national partners that reflect the communities we
serve as CTRC and parent organization (Crossnore Communities for Children 1 CCFC)
Thought and expert partners to create a consultant institute

Integration with CCFC onboarding process

Need more diversity

Ability to grow because we have national capacity and expertise

O¢ O«
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The Core Group met 10 times over the course of 5 months. The initial meetings were
designed to introduce and practice the Al process before we used it with the entire
CTRC team in an Al Summit. We used regular practices of community meetings,
journal, music, creative reflections, and closing check-ins.

Meeting #1 (September 18, 2020) - We reviewed the project deliverables and

introduction to Al as the positive core of the project. | shared the stakeholder interview
themes and asked the participants to journal about their thoughts, add an image to a

shared Google Jamboard to represent their thoughts, and then reflectoneachot her 6 s
contributions. This practice became part 1 of the Dream process.
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Photo: Screenshot of Google Jamboard core group work (Dream journal)

Meeting #2 (September 25, 2020)-We di scussed the core groupos
weekods dr eamnwedayve deapdr into thencenstructionist and wholeness

principles. | walked the core group through a modified guided image exercise from

Appreciative Inquiry: Change at the Speed of Imagination by Watkins, Mohr, and Kelly.

fiGet comfortable, close your eyes if you like, and bring the chosen topic of capacity
building into your mind. Imagine that capacity building in all its forms has been
implemented fully in your everyday life and work. Imagine that it is your first day back at
work and you are excitedbec ause you know that youdoll find a
capacity building present. Wander around your home office or virtual workplace. As you
see and talk with people in the course of a day, what pictures emerge that are life-giving
and energizing? What are you feeling? What are people doing differently? As you finish
your day of work, what is life like and how has it changed? What conversations do you
have with those in your inner circle of life? What do you tell them about the changes at
work? Congratulate yourself for being a part of such a healthy and meaningful change
in your work and in your life. Open your eyes and return to this space at your own
speed. When ready, journal for a few minutes to describe your experience.o

The core group then worked on a possibility statement individually and together on a
Google Jamboard. | gave the expectation that this part was continuous work. Finally,
the group moved into a Design/Delivery discussion around immediate needs for current
CTRC contractors and long-term needs for new CTRC employees and contractors. |
used the imagery of two moving trains to reflect the pace of work. The bullet train was
an immediate need to welcome and connect a current set of CTRC contractors as soon
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as possible. The wine country train was a long-term need to onboard and sustain a
growing network of employees and contractors.
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Photo: Screenshot of Google Jamboard core group work (possibility statement)

Meeting #3 (October 9, 2020) - The Core Group worked on defining the topic in this
meeting by discussing the difference between capacity building and onboarding. | used
the same Google Jamboard for documenting this work. The core group defined capacity
building as inclusion of curriculum development, expertise, evaluation, marketing, and
financial & technical capacity. In our discussion, onboarding was defined as hiring the
needed talent and bringing them onto the expanded team in a successful and
sustainable way. The group decided that the topic was onboarding. One of my virtual
AIFT facilitators, Cheri Torres, helped me with the wording for our topic - ease in finding
and retaining talent. Finally, the group began work on a welcome session for current
contract consultants and new employees. As a side note, | worked with the Executive
Director and Co-Founders separately to help them with resource allocation as part of
my consulting work with the Center for Trauma-Resilient Communities.
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What are the activities associated with capacity building?

Capacity building is defined as the "the process of developing and strengthening the skills,
instincts, abilities, processes, and resources that organizations and communities need to
survive, adapt, and thrive in a fast-changing world." (United Nations)
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Photo: Screenshot of Google Jamboard core group work (capacity building)

Meeting #4 (October 23, 2020) - In this meeting, | introduced my co-facilitator for the
upcoming Al Summit. Erin Hall attended the same VAIFT training as | did in August
2020, and we decided to help each other in a work exchange for our practicums. Since
Erin was new to this core group, we completed a team building exercise together. Then
we finalized the date/time and agenda for the welcome session and the date/time for the
Al summit.

In between workgroup meetings, Erin and | worked on an Al summit agenda for a virtual
2-hour gathering. This format as selected as the Core Group was focused on the Define
and Design/Delivery phases. The Al summit with the entire CTRC team would focus on
the Discovery and Dream phases. And the client only committed to a 2-hour summit.

Meeting #5 (November 13, 2020) - We reviewed the work we had done so far alongside
the project deliverables. Then | asked the core group to take 5 minutes and reflect on
our core group process so far. The questions included:

0 What has been working well?

0 What clarity have you gained in the last two months?

0 How are you showing up in this workgroup?
Participants shared their answers on the same Google Jamboard that we used in our
previous meetings together. Then the core group debriefed the welcome session, which
had taken place the day before this meeting, with Erin. Finally, Erin and | shared the
initial agenda for the Al summit.
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Photo: Screenshot of Google Jamboard core group work (reflection activity)

AL SUMMIT AGENDA

Thursday, Decembor 3, 10:30am12:50pm

= Community Meeting

=>  Introduction to Appreciative Inquiry Onboarding

- jzr's'cauerg: Paired Tnterviews, Shared forkeroup
Stories, Common Themes (50 min.)

=  Dream: Small Group Work, Images,
Headlives (35 min.)

> Next Stepe & Closing

Onboarding
Workgroup

1. Choose the
tp(:sltlme as the
ocus of inquiry

2. Inquire into
exceptionally positive
moments

improvise ways to
create that future

3. Share the stories
and identify life-
giving forces

4. Create shared
images of a
preferred future

AI Summit with Center Team

Photo: Screenshot of Google Slides describing draft Al agenda and process work

DISCOVER & DREAM
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Al SUMMIT - December 3, 2020

In between workgroup meetings, Erin and | finalized the Al summit agenda for a virtual
2-hour gathering. We used Zoom for the meeting, a Google Jamboard as a virtual
working space, and a Google Slides deck to visually guide the meeting. Erin and |
rotated the facilitation and technical responsibilities throughout the summit. First, we
introduced ourselves and discussed our affiliation with each other through a Pepperdine
University graduate program and virtual AIFT.

Then we completed a group check-in process. Our client has a practice of using specific
check-in questions in each meeting, so we used those in a creative way on Jamboard.
We added the question: What is one word that describes team to you?
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Andrew What is one word that describes team to you?

Feeling-Vulnerable
and Inspired-Team
is friendly
neighborhood

Vulnerable and
Inspired- Team is -

Rebecca

Meribeth

£i

Then we moved into an overview agenda for the
with Al facilitation, she shared a step-by-step agenda that resonated with audiences.

Community

Fa‘

Tammy

Photo: Group check-in on Jamboard

Photo: Agenda for 12/03/2020 Summit
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