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"S pirituality in the workplace" is fast 
becoming a cliche, albeit one with 
numerous interpretations, especially 
in health care. A quick scan of the 
literature reveals articles and work

shops that identify "spirituality" with sexuality, 
corporate models of enhancing productivity, 
"soul making" in leadership and entrepreneur-
ship, and holistic health care. New variations and 
definitions of workplace spirituality seem to 
appear every day. How can we hope for consis
tency in understanding this important concept? 

For the novice, a number of questions soon 
emerge. How does spirituality in the workplace— 
especially the health care workplace—relate to that 
workplace's pastoral care department? What is the 
distinction between spirituality and religion? How 
is spirituality in the workplace related to "comple
mentary medicine"? How might it be related to 
"healing touch"? Is workplace spirituality related to 
an interest in integrating organizational mission, 
vision, and values? How is it related to stress reduc
tion, or management, or behavioral medicine? 

Is there a body of knowledge, a science that 
provides an intellectual foundation for workplace 
spirituality'? Or, on the other hand, is some of the 
workplace spirituality we hear about merely a 
kind of pseudo-spirituality developed for corpo
rate reasons? Is it possible that academic courses, 
complete with degrees, will eventually prepare 
people to be workplace spirituality' specialists? If 
so, what will the curriculum look like? 

The authors of this article contend that a body of 
knowledge called "formative spirituality'" provides a 
foundational methodology for a holistic spirituality 
in the workplace, at home, and in the wider world. 

THE ST. VINCENT STORY 
In 1998 St. Vincent Hospi ta l s and Heal th 
Services, Indianapolis, formally adopted a set of 

assumptions, definitions, and principles concern
ing spirituality in the workplace. St. Vincent's 
approach may be helpful to others as they work to 
discern a path forward regarding workplace spiri
tuality. We have felt compelled to put our pro
gram on paper so that (as the authors of a related 
program have put it) "there can be criteria for the 
discovery and evaluation of the fundamental 
insights explicitly or implicitly present in all spiri
tualities and especially to clarify how special spiri
tualities stem from one foundational spirituality."1 

St. Vincent opened its Seton Cove Spirituality 
Center in September 1998.' After almost four 
years of experience with the center, which is 
based on the art and discipline of formative spiri
tuality, we have become aware that there are 
many approaches to and various definitions of 
spirituality. We also recognize that the members 
of most organizations come from many varied 
faith traditions. We have found a definite hunger 
for meaning and purpose in the workplace as well 
as at home. When an organization, having decid
ed to make workplace spirituality a high priority, 
opens a spirituality center, outsiders will naturally 
be curious about the concepts used in that center. 
Those of us who launched Seton Cove have 
become used to hearing people ask, "What is it?" 
"Why is it needed?" "Is it worthwhile?" and 
"How will it make a difference?" 

Organizational leaders often put a premium on 
the development of mission and vision statements 
identifying a set of values that they want the orga
nization's employees to follow. They also often 
develop strategic plans that contain initiatives for 
the organization itself to pursue. As one writer 
has said, "I believe that it is possible to under
stand mission as more than assurance of a legacy, 
as more than care of the poor or those who are 
marginalized, as more than just the good inten
tions or motives we bring to work every day. I 
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believe it is possible for 
mission to become the 
principle of organiza
tional alignment, per
formance, and devel
opment."' We contend 
that growth in individ
ual and communal spir
itual maturity will help 
an organization stick to 
its mission, a mission 
that has God as its cen
tral focus rather than 
some ideology. 

We believe that an 
organization seeking to 
integrate spirituality 
in to its work should 
establish a unified foundation of concepts and 
constructs. This unifying foundation can be the 
basis for integrating spirituality, just as it can be 
the basis for integrating mission, vision, and val
ues. Without such a set of foundational concepts, 
the organization may adopt an eclectic, fragment
ed approach and fail to mesh spirituality with its 
culture. We believe that an organization seeking 
to integrate spirituality and work must have a uni
fied foundation for its activities and programs. 

A FEW DEFINITIONS 
Before proceeding, we would like to offer a few 
definitions. 
Spirituality "Spirituality is what makes us distinc
tively human. It is our birthright as a human per
son—body, mind and spirit. Rather than a doc
trine, it is a way of living that promotes an aware
ness of meaning in life, love, relationships and a 
priority of values. It is an unfolding of our aware
ness of God's (or the Mystery's) presence in our 
life and world and reflects our ongoing relation
ship with that Mystery."4 

Formative Spirituality "Formative Spirituality is a disci
pline, a body of knowledge that provides a way of 
seeing self and others, life and world, in the light of 
which we most deeply are in God. Such a way of 
seeing spills over into our way of being and becom
ing, and subsequently into our way of doing."5 

Formative spirituality has three parts: formation sci
ence, formation anthropology, and formation the
ology (which is served by the first two parts). 
Formation Science "Formation Science is a theoreti
cal and practical approach to living the life of the 
spirit. It is founded on the insight that what 
makes us distinctively human is our spiritual 
dimension. It awakens us to the deepest truth of 
our human existence and invites us to grow 
toward spiritual maturity over a lifetime."0 

Formation Anthropology 
"Formation anthropol
ogy is the systematic 
critical study of the dis
tinctively human em
pirical-experiential for
mation of character and 
personality. It examines 
this formation insofar 
as it can be known 
from the formationally 
relevant symbols, prac
tices, experiences, find
ings and insights of 
human formation his
tory, form traditions, 
arts and sciences."" 
Formation Theology Fo r 

mation theology is rooted in our common Judeo-
Christian heritage: the Ten Commandments, the 
evangelical beatitudes and counsels, the Lord's 
Prayer as taught by Jesus Christ, the Apostles' 
Creed, and the teachings of the early church 
counci ls . Bor rowing from these and o ther 
sources, formation theology emphasizes human 
character and personality formation, reformation, 
and transformation. 

A faculty engaged in training for workplace 
spirituality will use as its primary sources the 
informational and formational messages of Holy 
Scr ipture , the Eastern and Western church 
fathers, Catholic Church doctrine (especially as 
expressed in catechetical theology), and the basic 
classical as well as classical-compatible writings of 
church-acknowledged saints and masters of spiri
tual formation.8 

THE HEALTH CARE WORKPLACE AND SPIRITUALITY 
Many people are confused about spirituality and 
its relationship to religion. In fact, one of the 
major hindrances to defining spirituality is its 
relationship with religion. Concerning this topic, 
we would like to make several points. 
Spirituality and Religion Spirituality is what makes a 
person distinctively human. It differs from religion, 
which is a particular belief and faith tradition, a 
social institution in which a group of people partic
ipate, rather than an individual search for meaning. 
Religion is more about systems of practices and 
beliefs within which a social group provides for 
itself a platform for die expression of spirituality.9 

Although not everyone practices a formal religion, 
all people do have a spiritual dimension. 
Universal Human Understanding In order for health care 
to be holistic, the spiritual dimension must be 
integrated into it. A universal human understand
ing, respectful of all faith traditions and forma-
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tion traditions, should be promoted in the work
place, so that staff, physicians, and volunteers 
might embrace spirituality. 
A Safe, Affirming Place In order for everyone to bring 
his or her whole self into the workplace, the work
place must welcome and nourish those selves. A 
spiritual workplace must exhibit clear indicators 
(perhaps through various rituals and rewards) that 
it is a safe place, a place where all are welcome to 
share themselves, body, mind, and spirit. If staff, 
physicians, and volunteers feel safe and affirmed, 
patients and their family members will be more 
likely to experience holistic care. 
Patient and Family Satisfaction O n e way of measuring 
patient and family satisfaction with holistic care is 
through a survey developed by Press Gainey 
Associates, a South Bend, IN, firm. Particularly 
impor t an t is the survey ques t ion that asks 
whether "staff were sensitive to my spiritual and 
emotional needs." 

Integration of the Spiritual Dimension Con t inu ing staff 
education and ongoing spiritual integration will 
transform the workplace into an environment in 
which the culture itself is transformed and new-
staff, physicians, and volunteers will seek to be a 
part of the culture and keep it alive with the spir
it. The spiritual dimension must be thoughtfully 
and carefully integrated into a work environment 
that, left to itself, is increasingly dominated by a 
controlling, "bot tom line," linear, functional, 
achievement-focused mentality, rather than by a 
transcendent dimension that is receptive, qualita
tive, nourishing, relational, and collaborative. 
Human and Material Resources Wha t is needed is an 
awareness rooted in and shaped by the current 
health care structure and yet appreciative of the 
countercultural importance of infusing operations 
with inspiration, mission, and vision. Human and 
material resources must be budgeted and made 
available for the work involved in integrating spiri
tuality into the workplace. A sound methodology 
will be based on the realization that spirituality in 
the workplace is not a mere buzzword signifying 
unconnected "programs" that may or may not 
have universal appeal. Such a methodology will 
also respect the diverse faith and formation tradi
tions found in the typical health care workplace. 
Formative Spirituality Wc believe that the discipline 
called formative spirituality, founded by Fr. Adrian 
van Kaam and Susan Muto of F.piphany Academy, 
Pittsburgh, offers this sound methodology.* 

* Fr. van Kaam and Muto founded the Epiphany Academy 
in Pittsburgh in 1979. The Epiphany Certification 
Program grew out of their commitment to teach in an 
original and systematic way the anthropology, science, 
and theology of formation. 

Seton Cove In workshops and retreats, educators at 
Seton Cove employ formative spirituality in intro
ducing physicians, hospital staff, and volunteers 
to workplace spirituality. Wc have found that, in 
organizations that lack both a general under
standing of spirituality and leaders who actively 
practice spirituality in the workplace, many 
employees avoid using the words "spirituality" 
and "soul."1" We believe that the two-year certifi
cation program in formative spirituality! not only 
educates potential faculty and provides for their 
ongoing formation, preparing them to serve as 
mentors and role models, it also gives health care 
organizations further opportunities to integrate 
concepts of formative spirituality into their every
day environment and operations. Seton Cove 
offers a safe and inspirational place for this work. 
Workplace Spirituality Measurements O n g o i n g educa
tion in workplace spirituality is measured through 
patient, physician, and employee satisfaction; 
program attendance; and the visible integration 
of the spiritual dimension into all policies, pro
grams, and measurements; as well as through 
increased staff retention and recruitment, philan
thropy, and resources made available to render 
the workplace more aesthetically beautiful and 
quiet. 

Competency of Faculty The competencies needed by 
a faculty person working with the spiritual forma
tion of individuals, groups, or organizations 
include those found in a good leader, counselor, 
or educator. However, "to be competent is to be 
willing to grow continually in the wisdom, 
know ledge, and skills given to us by God, so that 
we can be more effective in our formation. We 
must point others toward the 'more than1 for 
which we all hunger and thirst, while remember
ing that we are only servants through whom oth
ers might come to believe." " Holistic competen
cy of this type might provide the organization 
with more effective planning, assessment, design, 
implementation, and evaluation of its activities. 
Organizational development and instructional 
design competencies are also very helpful. 

But the competencies involved transcend these 
functional tasks. A person who integrates spiritu
ality with his or her work will have a passion for 
mission and core values and a desire to further 
mission, vision, and core values. Such a person 
will have a spiritual life and will understand orga
nizational structures, facilitate, teach, network 

tThe two-year Epiphany Certification Program provides 
participants with, first, a theoretical and experimental 
background, and, second, practical courses that prepare 
them for teaching, directing, or counseling work, in the 
field of formation. 
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with staff, and inte
grate concep t s and 
constructs. He or she 
will also very likely 
have intuit ive skills, 
common sense, good 
judgment , pa t ience , 
willingness, and men
toring ability in both 
mission and spirituali
ty. He or she will con
tinue learning forma-

T rue community 

differs from "team 

building" in four 

ways 

that God ult imately 
intends for us lives that 
are whole, complete , 
and at peace; this hap
piness can only be ours 
if we follow the lead of 
grace and begin to 
sound together in har
mony with the Divine 
Forming Mystery at the 
center of the field; For
mation Science uses the 

tive spirituality as it word consonance to 
evolves —along with 
role modeling, creativi
ty, and flexibility—and 
will live core values to 
a high degree. He or 
she will p romote dialogue, use storytelling 
around vision, share vulnerabilities as well as 
ideas, be a community builder, find humility in 
daily activities, will not call attention to him- or 
herself, will be alert to the common good, 
inspire others, and handle adversity. 
Formation of Community One of the many outcomes 
of a unified approach to spiritual formation is the 
formation of community. True community differs 
from "team building" in that its members: 

• Support each other personally and profes
sionally 

• Commit to individual and group ownership 
and accountability 

• Strive for ongoing formation 
• Continually appreciate unity in diversity 

Guidance by the Holy Spirit Ultimately, we believe, the 
Holy Spirit guides competence through common 
experience And understanding, which lead to com
mon judgment .\nd decision making. In the certifi
cation program, what follows formative spirituality 
is a process of common decision making and com 
inon action in the work of a spirituality center 
attached to a specific health care organization. 

Though we should not underestimate the 
importance of competency, there are, according 
to Muto .\nd van Kaam, three other dispositions 
of the heart that form good faculty members for 
spirituality centers. Congenial persons will strive 
tor who they are most deeply in God and remain 
faithful to their call at any moment. He or she 
needs the capacity to be "at home" with others, 
the quality we know as compatibility. He or she 
must show compassion for him- or herself and for 
others. The three "c"s—congenialitv, compatibili-
ty, and compassion—add up to competence and 
ultimate consonance. They direct our whole 
being toward integration.1-" 

As we noted in an earlier article, "We believe 

capture such a tran
scendent way of liv
ing."11 By "center of the 
field" we mean that 
God the Mystery is at 

the center of our life. Therefore, we should not 
place ourselves, our work, or other people at the 
center of our lives. The "c"s of consonance, along 
with courage, direct our whole being toward inte
gration. This belief goes beyond a merely func
tional view, allowing spirituality in the workplace 
to develop in a holistic manner. 

We have chosen a foundational framework of 
formative spirituality, and formation science is part 
of formative spirituality that is built on a common 
understanding and experience. Common experi
ence can become common understanding, com
mon judgment or decision making, and, finally, 
common action. 

THE TESTIMONY OF GRADUATES 
The following descriptions, by graduates of the 
two-year certification course in formative spiritu
ality, may help illustrate the process leading to m 
experience of community. 
Common Experience/Preparation/Language of Faculty/ 
Facilitators "I learned the common language of 
spirituality (in the certification program on for
mative spirituality], unfettered by my faith tradi
tion and religious affiliation,*' said one graduate. 
The employees of most organizations come from 
a variety of faith and formation traditions. The 
formative spirituality approach that we use is ecu
menical and helpful for organizations that need 
an ecumenical approach. 

Common Framework of Formative Spirituality " T h i s 
course has significantly enriched my life in a per
sonal and spiritual sense," said another graduate, 
"and I can see how formative spirituality can be 
applied in my business environment."" This 

'We occasionally have participants from the business 
arena, rather than health care. Formative spirituality is 
helpful in all kinds of work settings. 
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framework fits the cor
porate world as well as 
the health care world. 
The formative spiritual
ity approach to spiritu
al integration is infused 
with pract ical , con
c re t e , and specific 
behaviors and disposi
tions. It fosters, in day-
to-day work and life, 
an integration of spiri
tuality based on sound 
spiritual principles. 
Common Experiences of 
Participants in Formative 
Spirituality-Based Programs 
"This day was spiritual
ly cleansing and reconnecting," said another 
graduate. "[It is] a wonderful experience that 
touches to the depth of the soul." As the partici
pants and faculty experience a common language 
of formative spirituality in the workplace, they 
work with each other toward common action. 
During needs appraisal, planning, and implemen
tation, the integration of common knowledge 
and experience moves methodology toward syn-
chronicity. 

One group of students wound up writing a 
vision statement for their department. Using the 
formative spirituality framework and such spiritu
al experiences as reflection and retreat, the group 
found its way past various barriers and became a 
compassionate presence for its organization's 
patients. Its members found they could then do 
the work of reformation and transformation. 
Another group, whose members included physi
cians, began identifying those times when they 
had met the spiritual and emotional needs of 
pat ients or their co-workers . C o m m o n and 
shared experiences helped them to move together 
as a group toward better outcomes for patients 
and families. Those scores on the patient satisfac
tion survey that related to "meeting the spiritual 
and emotional needs of patients and families" 
increased significantly in the areas where staff and 
physicians had been part of a common experience 
of formative spirituality. 

Common Judgment/Decision Making of Participants at the 
Spirituality Center "A different kind of hunger has 
been activated through this program," said still 
another graduate. "It is a hunger for wholeness . . . 
through the integration of life-giving values." 
Decision making around nourishment of the spir
it affects not only the individual but also other 
people in his or her environment and work space. 
A person who is both a physician leader and an 

educator participated 
in a project that 
worked to in tegrate 
mission and spirituality 
in the workplace of 
medical students. The 
physician chose t o 
change his organiza
t ion 's medical educa
t ion curr iculum for 
family-practice resi
dents . That changed 
curriculum has since 
brought wholeness to 
the program, attracting 
to it applicants who 
hunger for the integra
tion of spirituality in 

their ow:n lives and, ultimately, in the lives of their 
patients and families. The curriculum has been 
adopted by the organization's internal medicine 
program as well. 

Common Action Students who participate in the ses
sions called "Mission Mentoring Year Long" and 
"Mission Mentoring Intensive" learn how to 
integrate spirituality and mission into their work-
life communities by beginning with a common 
set of knowledge and experience.14 During their 
formation process, they identify a spirituality/ 
mission project to work with. Leaders who bring 
their staffs to Seton Cove want to move the 
group to a more consonant action approach to 
the very complex problems they have with patient 
care and patient satisfaction. Patients and families 
evaluate both the effectiveness of the technology 
and the extent to which their emotional and spiri
tual needs were supported. Staff", physicians, and 
volunteers all need a common approach that is 
mission driven and spiritually focused and inte
grates strategic initiatives. Health care organiza
tions constantly look for ways to distinguish 
themselves from competitors. At Seton Cove, 
some of the distinguishing characteristics we 
prize are: 

• Public recognition for clinical excellence. 
(For the past five years, St. Vincent has been 
included among U.S. News & World Report's 
"Top 100 H o s p i t a l s ; " the facility has also 
received awards for its intensive care unit, stroke 
treatment, and joint-replacement surgery.) 

• The overall trend of increase in satisfaction of 
spiritual and emotional needs on the Press Gainey 
satisfaction survey score . (Since 1998, St. 
Vincent's overall score on the question "Have we 
met your spiritual and emotional needs?" has 
climbed from 78.2 to 82.2.) 

• Overall attendance by staff, physicians, and 
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volunteers at programs integrating spirituality. 
(Since opening in 1998, Seton Cove has had 
more than 26,000 participants in its activities.) 

• Employee satisfaction scores. (In the past 
three years, scores in the area of spirituality have 
been especially improved.) 

• Physician satisfaction scores. (Physician par
ticipants rank spirituality programs especially 
high.) 

• Successful paitnerships formed. (St. Vincent 
Health has numerous partnerships throughout a 
45-county area of central Indiana.) 

• Financial indicators. (Over the past two years, 
financial indicators have suggested that St. 
Vincent Health is a well-run system.) 

• Charity care and community benefit. (St. 
Vincent Health invested more than S50 million in 
charity care and community benefit in 2002.) 

• Leadership development/formation. (Lead
ers from all over central Indiana attend Seton 
Cove's "Mission Mentoring Year Long" and 
"Mission Mentoring Intensive" programs during 
the summer months. During these sessions, each 
leader completes a project integrating mission or 
spirituality in his or her workplace.) 

MOVING FORWARD 
At St. Vincent Health, our common experience, 
understanding, decision making, and actions have 
shown us that a strongly identified foundation in 
formative spirituality—one, that is based on a set 
of guiding definitions, principles, and key ele
ments concerning spirituality and spiritual forma
tion—is vital for the facilitators and faculty who 
work here. The design and implementation of the 
system's activities and programs flow from this 
foundational work. 

As Muto and van Kaam have written, "For
mative spirituality transcends many popular con
temporary meanings of the amorphous term 
"spirituality,' [which] often refers only to an emo
tional climate to be filled with all sorts of badly 
defined concepts in accordance with the dreams 
and wishes of those who use this vague term 
arbitrarily."15 

Because faculty need nurturing through a for
mative process of the individual in alignment with 
the formative processes of other people, these 
processes necessarily involve communal relation
ships and communi ty bui lding. Those who 
attend a certification course in formative spiritual
ity are prepared in common experience, common 
language, and common judgment; and they ulti
mately come together in creative preparation of 
transcendent activities that are a common-action 
approach, not one that is disjointed and multi-
fractional in nature. 

It has been our experience that when a faculty 
has been prepared with a common understanding 
of formative spirituality, it is able to plan, design, 
and implement activities and programs that are 
not only congruent with the organization's direc
tion and destination statement but are also based 
on a common set of foundational concepts and 
constructs of spirituality acceptable to all partici
pants, no matter what their faith or form tradi
tion may be. As programs are designed, the facul
ty have a common basis for deciding whether to 
use specific videos, quotes , reflections, and 
prayers that connect to the wholeness of the 
common experience and understanding. Seton 
Cove's overall action is thus consonant and in 
balance, rather than eclectic and potentially dis
jointed. 

We would like to hear from other people who 
are trying to integrate spirituality into their work
places. Are they, for example, using a single 
approach to spirituality or a combined approach? 
We hope to continue this dialogue as we move 
forward with this work of spirituality in the work
place. D 
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