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DEFINITION OF PASTORAL CONCERN, DESCRIPTION OF CULTURAL CONTEXT, 

SIGNIFICANCE OF PROJECT 

In May 2010, | was blessed with an answer to five years of prayer and preparation 

about next steps in my vocational career — | became the Director of Mission Integration 

for Carondelet Health Network (CHN) in Tucson, Arizona, a Catholic healthcare ministry 

of the Sisters of St. Joseph of Carondelet (Los Angeles Province). Having had a 

previous background in healthcare chaplaincy, in which the main focus of service is on 

the patient and family members, my initial interest in Mission Services (also known as 

Mission Integration or Mission Leadership) was due to the focus being on the healthcare 

employees — a group of people | naturally gravitated toward in the ministerial role of my 

chaplain years. 

When | began the journey of inquiry about Mission Services, in the mid-2000’s, | 

came across a quote which | adopted as my guiding keynote: “The place God calls you 

to is the place where your greatest joy and the world’s deepest need intersect,” by 

Fredrich Buechner, in “Wishful Thinking... A Theological ABC.” | was so convinced 

that Mission Services was the field where God was calling me that my focus was on “the 

greatest joy” of being in my right work. As | read about the Mission Services field, or 

spoke with others in the field, the challenges — “the world’s deepest need” — seemed not 

to be anything out-of-the-ordinary than | had already experienced in years of healthcare 

service. So, with full engagement of heart and spirit, and feeling prepared to enter this 

new role as Mission Director, | plunged in. Actually, the plunge was more like being 

thrown into a tidal wave! | found, to my distress, the healthcare culture in which | was 

expected to bring the Mission message, was barely primed to a beginner's level of 
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understanding the Mission leader’s role — neither by staff and, most disconcerting, by 

members of senior management. Imagine that surprise! | came to learn, from exposure 

to other Mission programs in other hospital ministries, that — for the most part -- 

successfully integrated programs existed within their healthcare systems, and this gave 

me hope for my job and the tasks ahead. 

This pastoral project is about the most successful experience, in my opinion, during 

the time | served in the position. This experience was working with an entire 

department of 66 employees who were notified, at a special meeting with Human 

Resource staff, that their positions would be eliminated due to a restructuring of 

procedures for the organization (ironically, after a few months of working with their 

department, | was also told that my position was to be eliminated due to financial 

issues). My work with the 66 employees of Patient Financial Services (PFS) paved the 

way for seeing “bad news” as “God’s news” and opening to compassion and grace in 

“The Journey Ahead” meetings which became the theme of my work with the PFS 

department. 

Carondelet Health Network, the first healthcare system in Arizona, had its 

beginnings, 150 years ago, in the vision and mission of the Sisters of St. Joseph of 

Carondelet. In the early 2000's, for a variety of reasons, the Sisters decided to affiliate 

their Arizona hospitals under the Ascension Health banner, the largest Catholic 

healthcare organization in the United States which “oversees” a large number of 

healthcare ministries throughout the country. The years ahead proved challenging as 

the Carondelet hospitals moved from a system where decisions had been made at the 
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local level with an understanding of community needs to a system where vital decisions 

were now accountable to a major corporation headquartered in St. Louis, Missouri. 

As 2008 began a national recession, with healthcare being one of the industries to 

experience significant impact, numerous Catholic healthcare systems across the 

country were not only dealing with financial issues, but also watching the presence of 

their founding Sisters diminish from an active presence within the organization. Where 

once these Sisters were the administrators and inspiration to the hospitals, having a 

significant voice in major decisions, they now, with a lack in vocations as well as many 

of them aging and retiring, were part of a new movement in which their leadership 

positions were being inherited by lay persons who were “called” to keep their history 

and heritage, vision and mission alive. This was exactly the case at Carondelet. This 

was the environment | inherited as a new Mission leader. | believed, and there were 

many others who held similar beliefs, that only with a strong foundation in 

understanding the Mission role in the organization could the system create its unique 

identity and offer itself as, not only an excellent healthcare institution to the southern 

Arizona community, but be true to its mission statement, “continuing the healing ministry 

of Jesus,” as well. 

With so much work to be done at Carondelet with their new association with 

Ascension Health, and so many changes in a short period of time, the unforeseen, but 

probably predictable, began to happen: the financial issues of 2008 that rocked our 

country were now facing Carondelet Health Network. The inevitable lay-offs loomed 

throughout the organization, from senior management to specific departments, such as 

Patient Financial Services (PFS). The PFS department’s functions were being 
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reallocated to a company in Chicago, contracted by Ascension Health, for oversight of 

the day-to-day responsibilities of dealing with CHN’s patients and their billing issues. A 

small CHN staff of 14 would remain onsite in Tucson, but each of these positions, 

including the two manager positions, would need reapplication by the employee. The 

message communicated to the department's employees that day in September 2010 

was that their positions would be eliminated over the next three months (bringing them 

right into the Christmas season). 

Of great concern was the breakdown in communication at the Senior Leadership 

level. The Vice President of Human Resources did not communicate to the Vice 

President of Mission the specifics of time, place, and details of the employee meeting. 

Clearly, there emerged significant disruption to the healing ministry keynote of CHN 

without Mission Services being notified so that our presence could be at that meeting, 

offering a voice of hope and pledged solidarity with the employees. 

This pastoral project, “Spirituality in the Workplace in Catholic Healthcare: The 

Journey Ahead... A Lesson in Living the Mission,” will detail my work as a Mission 

leader with those PFS employees, their managers (my reflection team), Human 

Resources and the HR representative assigned to this situation, and the locally-based 

managers and staff of the Chicago-based financial services company (Accretive). 

Throughout the journey, we strived to live our mission: “continuing the healing ministry 

of Jesus.” Unfortunately, the PFS layoffs would become the beginning of a series of 

lay-offs and one of the most difficult times in Carondelet Health Network’s history. 
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Of interest to the reader, during my service at CHN, Ascension Health was 

implementing various initiatives for its hospital ministries with a focus on Mission. | was 

involved, sometimes more, other times less, in the implementation of these initiatives at 

CHN: Spirituality in the Workplace, Model Community, Integral Model for Mission 

Integration, Mission and Spiritual Care standards, Organizational Ethics and the 

Discernment Process, and Leadership Development programs. The development of 

Spirituality in the Workplace became one of the initiatives that would directly impact my 

work as a Mission leader. My responsibility lay in supporting a cultural change in the 

organization. This change not only endorsed workplace spirituality but also placed it as 

a foundational identity of what would make CHN successful in the long term: working 

as a model community with spiritually-conscious employees and leadership. 

For definition purposes, the Mission leader (along with the Mission department) 

strives to nurture and deepen the employees’ personal spiritualities in relation to how 

they approach their day-to-day work and the service they provide. Workplace 

spirituality gives the employee a greater opportunity to become more of who they truly 

are and to derive a more meaningful connection with their work and co-workers. 

Spirituality in the Workplace programs encourage the development of a true community 

of workers who experience their work as service and, as such, receive the benefits of 

greater commitment, increased energy and enthusiasm, and opportunities for creative 

input. This affords the understanding that their work is not only part of their own 

transformational process, but a part of their organization’s transformational process as 

well. The following framework for workplace spirituality, as defined by Ascension Health 

and set forth by Carondelet Health Network, was identified as seven qualities. These 

TH594 — Pastoral Project by Donna-Marie Terranova, May 5, 2012  



qualities would lay the foundation for my personal reflection in the work with the PFS 

department: 

1. Diverse: The human spirit is what makes us unique and distinctly human. lt is 

the basis of our common humanity and also of our personal uniqueness. 

Connecting with my human spirit begins and takes place in my full present 

reality. It is discovered through experience. While we humans share some 

universal spiritual experiences, there are absolutely unique experiences for each 

person in a lifelong journey of becoming the true self we are created to be. 

. Inclusive: “Spirituality” is distinguishable from “religion.” Each and every person 

is spiritual by nature through our creation. Spirituality is a universal reality, 

whether or not there is conscious awareness of it. Many people find 

intersections between their spirituality, their faith, and the expression of that faith 

in a community of believers (religion). These intersections impact their 

spirituality. Therefore, spiritual development in the workplace can benefit from 

the personal gifts that all employees bring, and from the gifts of their various 

religious and spiritual traditions. 

. Relational: A personal God interacts with me continually in the realities of my 

day. | do not “make myself whole” in isolation or by control, by doing the right 

things, or by discovering the right “practices.” Someone else calls me and gives 

me what | need. | respond to this call and create space, openness, and an 

attitude of listening and awareness in my life. Because | am human, | am always 

in relationship with God, self, others, the universe. | gradually discover in the 

course of my adult spiritual journey the God who IS, the God with whom | am 
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already in relationship by virtue of my creation. | become more consistent in 

seeing all aspects of my human experience as the meeting place with God. 

. Life-giving; soul-satisfying: | am vital. | live “on purpose.” | sense connection 

with the larger meaning. For example, | experience my call as “continuing the 

healing ministry of Jesus,” or as “participating in God’s healing of humanity.” | 

find satisfaction in my work because my work matches some of my gifts and 

abilities. Working well helps me discover and express who | am in this world. 

This is where the potential for creativity and passion reside. When | see my work 

giving life to others, | am moved to want others to experience their work that way. 

The Core Values provide specific guidance on how to offer life and healing to 

those | serve, especially the poor and vulnerable, and to support a workplace 

environment that is life-giving for my co-workers. 

. Rooted in reality and truth: | bring my whole self to the workplace, all the aspects 

of my life. While | have to be focused | don’t have to be fragmented; | am always 

seen as a whole person. Ordinary experiences and events are the place of 

encounter with the Sacred. Spirituality does not imply “out of the ordinary,” but 

rather leads me to be whole in the ordinary. (If God wants to create 

extraordinary experiences for me, God will do so... this is not something | have to 

strive for.) 

. Discoverable/Awareness: | don’t need to go off to a mountaintop to find or know 

my spirit. My spirit is where | am right now. This is a matter of awareness of 

what is really happening. It is where action and contemplation meet. | learn to 

become more aware in the present moment, and rely less on reflecting back. 
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This isn’t solely a matter of intellectual knowing. My deeper self knows without 

my mind placing definitions or words on something. 

. Effective in service: There is a flow back and forth between service and the 

meaning of it, between performance and reflection. | find meaning and 

satisfaction, a sense of calling, and this leads me toward faithful, passionate, 

excellent service. It also leads me to greater generosity in my work because | 

discover what it means to me and to others. | accept accountability and become 

a steward of my work. In my sense of common humanity with those who are 

vulnerable | may come to a deeper acceptance of my own needs. | may discover 

how God is acting through me. | may encounter God present and acting in 

others. Such awareness leads to reverence and a desire to serve more fully. 

In the workplace, in all of life, | become my true self, the unique, 

unrepeatable, deep self that is discovered over the course of a lifetime. When | 

live from that deep self, | am coming to wholeness and contentment. 

We, as Ascension Health, seek to nurture spiritual in the workplace out of 

reverence for each person in the service of the ministry of healing. 

Thus, my work in creating “The Journey Ahead” meetings, and subsequent 

interventions with all those involved regarding the PFS lay-offs, were inspired by the 

above precepts, our Core Values (Service of the Poor, Reverence, Integrity, 

Wisdom, Creativity, and Dedication), and aspects of the Organizational Ethics 

Discernment Process created by Ascension Health. 
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PLAN OF ACTION 

The day after the aforementioned meeting, in which the Patient Financial 

Services employees were informed of their lay-offs, an employee from another 

department approached me and asked if | had heard what happened. | had not. Within 

an hour, another employee from another department approached me and asked if | had 

heard, and if | would intervene. | set out to connect with my supervisor, the Vice 

President of Mission Integration, to find out what she knew and why | hadn’t been 

informed of the meeting especially since this department was under my assigned area. 

She had not been informed, and came to learn that the communication broke down with 

her peer, Vice President of Human Resources. She immediately communicated with 

her peer and | was assigned to intervene with the PFS staff. 

My plan was to be as prayerfully reflective and pastoral in the presenting 

situation. | promised myself that all decision-making and efforts on my part would be as 

transparent as possible. | wished to be seen and understood, first and foremost by 

those 66 employees, as worthy of their trust, for which | could only hope would be the 

case. 
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THEOLOGICAL REFLECTION PROCESS 

The initial process | decided upon was to engage the two Carondelet PFS 

managers who were not only dealing with the emotional impact of their 64 employees, 

but the loss of their own jobs as well. | met with each manager individually and then 

with both together. 

The initial question was: What are the subjective/objective facts — events — 

feelings? After lengthy discussion and the processing of feelings and concerns with the 

managers, it was agreed that my involvement as Mission leader was crucial to 

supporting the staff through the days, weeks, and months ahead. It was also agreed 

that | needed to engage the Accretive managers and staff (the Chicago-based firm hired 

by Ascension Health), at some particular point in time. As well, we agreed that | would 

work closely with the assigned Human Resource representative, and the HR 

department as appropriate, and that | would keep my supervisor well informed of the 

ongoing situation. With both managers willing and wanting to include me in the healing 

process, the reflection team was established. 

The next question presented was also the recurring question: What would God 

have me do in these circumstances? For the managers, their reflection was that they 

had to remain strong for their staff and try to process their sense of anger and betrayal 

in as healthy a way as possible. Our decision was that | needed to present myself to 

the 64 staff, who did not know me, and to encourage their voice... allowing whatever 

they needed to say to be said, recognizing that many would initially see me as part of 

leadership which betrayed them. In such circumstances, | would be non-defensive, but 

clearly communicate how Mission was, unfortunately, left out of the communications 
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regarding the lay-offs. | would educate them about my role which was to be a support 

to each one of them through the process. | decided on a term for this role: | would be 

their “Prayer Warrior.” 

The third reflection question which would continue to surface throughout each 

stage of the healing process was: How is God speaking to me through these events? 

This question would become very important, not only during the group reflection time 

with the managers, but also throughout the group process, and one-to-one time, with 

the employees. 

These reflection questions were part of a discernment process which Ascension 

Health offered its managers when decisions were being considered. Of critical 

importance, for me personally, was: How does this issue relate to our Mission? The 

reflective exploration of this question guided my entire process and helped me respond 

with creativity, compassion, and a commitment to “continuing the healing ministry of 

Jesus” (our Mission) in this situation. 

There were times the managers and | needed to consider: Are we willing to step 
  

outside our preconceived plans? When would we need to more thoroughly involve the 
  

Accretive staff into the healing process and how do we deal with the 

resentment/anger/unwillingness issues our staff may present to this endeavor? Also, 

how do we engage Carondelet to take due responsibility for assisting their employees 

find other positions and live the Mission and Core Values they speak? 

Finally, it was agreed that the main reflection tool for “The Journey Ahead” 

gatherings would be the entire Serenity Prayer. The symbol of a candle, representing 
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God's (we also used Higher Power language) ever-present light in times of darkness, 

was used. 
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PROJECT IMPLEMENTATION STRATEGY 

“The Journey Ahead” was designed as a bi-weekly recognition meeting, a time of 

blessing and sending forth for our friends. Sometimes we met to recognize those PFS 

staff that were leaving the department because they found new jobs within or without 

Carondelet, or may have decided to retire in lieu of the situation, or had to accept the 

lay-off because they were unable to find another position. 

Prior to each “Journey Ahead” meeting, | would meet with the Human Resources 

representative to gain the names of those with upcoming departure dates. Then | would 

meet with the reflection team (the two managers) to confirm the names and to discuss 

the upcoming gathering. The “Journey Ahead” gatherings were held in a large 

conference room and all PFS staff were invited, but not demanded, to attend to send off 

their co-workers with blessing. These gatherings began in October 2010 and went 

through December 2010. The reflection team took part, as well as the PFS staff. Each 

staff person was e-mailed an announcement of the gathering with the names of which 

staff were being “blessed and sent forth.” Typically, the gatherings lasted 40 to 60 

minutes. The room was prepared ahead of time with seasonal autumnal decorations on 

the conference table and lit candles. Each person, upon their arrival, was given a sheet 

of paper with the words of the blessing ritual and the Serenity Prayer. Each PFS staff 

that was leaving had a special place prepared for them around the table with a themed 

bookmark made by the Sisters of St. Joseph of Carondelet. The managers would give 

each departing staff a candle during the ritual. The following is an example of “The 

Journey Ahead” gathering. 
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THE JOURNEY AHEAD... A BLESSING AND SENDING FORTH FOR OUR FRIENDS 

Opening Words & Gathering Prayer: Donna-Marie 

Sharing Memories Everyone 

Sharing Gifts (the candles) Manager 1 and Manager 2 

Blessing & Sending Forth: 

MANAGER 1: God of our life's journeys, we gather here to celebrate the goodness of 

Tom, Christine and Maggie and to ask your blessings upon them. 

ALL: We know that God goes with you. 

MANAGER 2: May you remember always that our love and appreciation for you are 

etched on our hearts. 

ALL: We know that God goes with you. 

MANAGER 1: As you meet new people in your new work environments may you see in 

each one God’s light shining through them. 

ALL: We know that God goes with you. 

MANAGER 2: As you walk through the good times and the hard times, may you never 

lose sight of the shelter of God's loving arms around you. 

ALL: We know that God goes with you. 

DONNA-MARIE: We praise and thank you, God of our Journey, for Tom, Christine and 

Maggie who are here with us today on their last day in Patient Financial Services. We 

entrust them to your loving care, knowing that you are always the faithful companion 

wherever they may go. May the future be a source of many enriching and transforming 

moments for them. 

ALL: We know that God goes with you. Amen. 

EVERYONE: Serenity Prayer 
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Between each gathering, the reflection team (the two managers and |) would 

check in and reflect on how the gathering went and what was needed next. It seemed 

that the Human Resources representative was very involved in trying to help staff find 

new positions in the organization, as well as help them make contacts outside of 

Carondelet. The Human Resources department began a weekly e-mail newsletter to 

keep the PFS staff informed and | was asked to contribute to it. My first 

communications was as follows: 

Reflection and Greeting 

“May you recognize in your life the presence, power, and light of your soul. 

May you realize that you are never alone, 

That your soul in its brightness and belonging connects you intimately with the 
rhythm of the universe. 

May you have respect for your own individuality and difference. 

May you realize that the shape of your soul is unique, that you have a special 

destiny, in your life there is the wonder of beauty, goodness and eternity. 

May you see yourself with the same delight, pride, and expectation with which 
God sees you in every moment.” 

-“A Blessing of Solitude,” by poet John O’'Donohue 

Dear Carondelet Patient Financial Services Employees, 

We in the Mission Integration department have learned of the sad situation you 

are facing with the loss of your present positions. And, we would like you to 

know that you are not alone. We join you in prayer for the right outworking of a 

new position for you within Carondelet Health Network. Especially, we offer the 

above poem by John O’Donohue for your consideration. May you never forget 

that you have a unique and special gift to offer the world. If, for whatever reason, 

16 
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it turns out that your new position is not here at Carondelet, may you believe and 

trust that God has a plan for your life which will lead you in a new direction of 

happiness. In the coming weeks, | plan to spend time with you and your 

managers, and to offer you my prayerful support. 

Sincerely... and Peace+, Donna-Marie Terranova, Mission Integration Director 

In order to extend the healing process, the reflection team decided it was time to 

include the Human Resource representative in “The Journey Ahead” gatherings, as she 

was quite involved with new job searches, although there was still a sense of distrust on 

the part of some PFS staff toward Human Resources. We invited her to attend a 

meeting, but not speak, just listen to what was happening. She was much moved and 

shared her experience with her HR colleagues who also asked if they could attend, as 

they felt badly about what had taken place. Eventually, we had a number of HR folks 

attending “The Journey Ahead” gatherings. Just before Christmas, 14 PFS staff, 

including the two managers, had secured positions in the PFS department, almost 50 

had found other positions — most within Carondelet, 2 or 3 decided to retire, and only a 

couple did not have a job. 

In early 2011, the reflection team met and we decided that one last “Journey 

Ahead” was still needed for the new PFS team which included the Accretive staff. | 

spoke with the leader of the Accretive team and we arranged for the gathering. There 

was a tension that pervaded the gathering on the parts of the CHN staff and the 

Accretive team, but there was also a genuine attempt to be together. 
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From that meeting, | approached the two managers and the Accretive team 

leader to discuss ways to bring healing to the new team of both organizations. It was 

obvious that the Accretive team had not worked in a faith-based, mission-driven 

environment before, so | turned to CHN’s Core Values as the bridge for both teams. 

The Accretive leader began a bi-weekly lunch meeting with both teams and | was 

invited to begin a process with the new team. The two managers and | broke up the 

team, which was now about 20 people, into four groups, making sure that there was a 

combination of Accretive and CHN staff in each group. From each group, we asked that 

they select a Team Leader, someone that the team trusted. Interestingly, each team 

leader was a CHN staff. It was agreed that the team leaders and | would attend weekly 

meetings in which we would discuss the Core Values, one at a time. They, in turn, 

would then meet with their teams and go through the same discussion process with 

them. Then, at the time of the bi-weekly lunch meeting, the teams would have a chance 

to share, with the other teams, what the process was like for them and what they had 

learned. 

For example, one of CHN’s Core Values is Reverence. We describe it as: 

Respect and compassion for the dignity and diversity of life and we commit to 

this value by appreciating the diversity of all individuals; treating others with 

respect and dignity; acknowledging others through greetings and eye contact; 

maintain confidentiality; presenting a professional appearance; taking time to find 

out how others want to be treated; being loyal to our co-workers and to CHN; 

refraining from disrespectful communication; and maintaining a clean and safe 

environment. 

TH594 — Pastoral Project by Donna-Marie Terranova, May 5, 2012  



| would explore these examples at the meeting with the team leaders and they 

would, in turn, review with their teams. The final reflective question would be: What is 

one thing you would like to see in your work place that exemplifies Reverence? 

The outcome of this process was quite astonishing! The team leaders, all 

women, mostly Hispanic, showed an enthusiasm which | had not experienced in them 

prior. They seemed to feel a certain empowerment, as they had been voted by their 

peers as someone trustworthy and now they were given a platform for their voice to be 

heard from a leadership perspective. The PFS team, during the lunch meetings, 

showed, for the most part, a willingness to participate and to share their thoughts. 

Unfortunately, the time in my position was coming to an end and there was, yet 

again, significant sadness to deal with the CHN PFS staff with whom | had bonded. 

Unbeknownst to me, the two managers and the PFS team leaders arranged for my own 

“Journey Ahead” gathering during the last week of my employment with CHN. A few of 

us continue to be in touch via e-mail. There were many interesting experiences in my 

one year as a Mission leader, but this was, by far, the most profound. 

Seven months later, this past early March 2012, | made a visit to Tucson (as | 

now live in California) and, unannounced, dropped in to see my friends in the PFS 

department. It was quite a homecoming! | was updated by both managers on how 

things were going and many PFS staff joined in tearful remembrances. During this visit, 

| was asked to return and facilitate a retreat for those in the department who would like 

to participate and | have agreed to do so, probably summer or fall 2012. 
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The follow-up evaluation will take place as part of this retreat. It will be called, 

“The Journey Continues” and we will revisit September 2010, the beginning of the 

Journey through their current work experiences. | will work with the reflection team to 

devise specific questions related to the work experience over the past year and a half, 

and how the interventions, from a Mission perspective (Spirituality in the Workplace, 

Core Values, Discernment Process) assisted with their individual process. In order to 

continue the “empowerment” of those who are willing to take further steps in their 

personal and spiritual growth at work, a special emphasis, during the retreat, will be 

placed on three areas: (1) exploring the discernment process as per the work of 

Spiritual Director and Dean of San Francisco Theological Seminary, Elizabeth Liebert, 

with a focus on intuitive knowing, body awareness, and imagination; (2) the Quaker 

process known as Clearness Committee, which involves group focus on a single 

person’s dilemma, as described by author/teacher, Parker Palmer; and (3) inspiration 

for engaging everyday experiences with greater joy and awareness as per Joan 

Chittister’s insight. “The Journey Continues” retreat will give each participant the 

opportunity to tell their story — not only at Carondelet, but beyond! 
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