LIVING OUR CATHOLIG IDENTITY

Unprecedented Times
Gall for Revamped
Leadership Skills

MARTIN SCHREIBER, EdD

Vice President, Providence Mission Leadership Institute, Providence St. Joseph Health

“A health care organization that is efficient and capable of addressing inequalities cannot

forget that its raison d’étre ... is compassion ... .”!

— Pope Francis

he COVID-19 pandemic accelerated a reimagination of our current models of health
care and intensified the focus on health equity for those who are poor and vulnerable,
while bringing with it a cadre of additional and complex leadership challenges.
Successful leadership in this age of health care requires a renewed leadership focus on mis-
sion, purpose and vision, along with updated strengths and skills to best advance the healing

ministry of Jesus.

In response to these challenges, Providence is
preparing leaders in new ways, beginning with a
commitment to individual self-discovery, com-
passion and whole-person leadership. As noted
by author and psychiatrist Elisabeth Kiibler-Ross,
“People are like stained-glass windows. They
sparkle and shine when the sun is out, but when
the darkness sets in, their true beauty is revealed
only if there is a light from within.”> Advancing
Catholic health care’s mission will require us to
think differently. At Providence’s Mission Lead-
ership Institute, we think of individuals on a pil-
grimage with caregivers walking a path to self-
discovery. To support leaders’ introspection, this
work toward personal growth takes some non-
traditional approaches to break down the walls
that protect our weaknesses and fears, to recog-
nize our own biases and to confront our vulner-
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abilities. This extraordinary time in health care
has made us realize that an honest examination
by leaders of their internal inventory can help
build their personal resilience. We believe in aid-
ing them as they develop a wealth of resources.
By drawing upon these helpful tools, our leaders
can be better equipped to support and motivate
others.

SHAPING LEADERS FOR HEALTH CARE’S FUTURE

During the volatile period triggered by the pan-
demic, Catholic health care systems experi-
enced a variety of unprecedented events: the
need to rapidly and skillfully care for unusually
high volumes of patients; to adapt to immediate
technological changes; and to coordinate rapid
responses to urgent health inequities. A level of
“mission fragility,” a genuine concern about being

WINTER 2023

25






able to meet needs and to respond to patients and
other care providers in the way we are called to
do, was introduced. It warranted an urgent rede-
sign of leader preparedness. Leadership success
demanded quicker responses, broader communi-
cation skills, engagement of an entire campus and
a whole-person sensory awareness. This work
included approaches developed as a result of the
ongoing overstimulation and burnout experi-
enced by health care professionals during the pan-
demic. One way to protect against that overstimu-
lation was to bring back the necessary focus on
one’s five basic senses and intuition
like never before (what we call “5S +
leadership”).

Based on the changing circum-
stances of health care, we began to
reimagine how we train leaders, piv-
otal to securing the future of Catho-
lic health care. A new style of lead-
ership became necessary: one that
is more agile, more connected and
responsive to constant fluctuations in health care
environments, and better facilitated by reimag-
ined strategy and leadership training centered on
the mission.

TRANSFORMING LEADERSHIP TRAINING

AT PROVIDENCE

The leadership training redesign at Providence
was initiated in June 2020, drawing from the vision
of Dougal Hewitt, chief mission and sponsorship
officer, and Rod Hochman, MD, president and
CEO. The Providence Mission Leadership Insti-
tute launched in November 2021 as an accredited
program in mission-centered leadership. It guides
individuals through accelerated leadership devel-
opment in three main areas: immersive learn-
ing, mindfulness in practice and activating one’s
purpose.

After reviewing several global leadership
approaches, it became clear to fulfill the mission,
purpose and vision, created by the Providence
legacy congregations, that this curriculum focus
— supplemented with renowned speakers from
across the U.S. — was the best option.

Much of our institute’s curriculum is based
on CHA’s Shared Statement of Identity for the
Catholic Health Ministry. Of utmost importance
today for the nation’s health care system are the
values that respect human dignity and protect
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human life. This includes respecting the princi-
ple of subsidiarity — which calls us to empower
decision-making to those most directly impacted
— and meeting the needs of those who are poor or
uninsured, especially children, pregnant women,
immigrants and other vulnerable populations.?
In addition, the Catholic tradition of health care
connects social justice with the delivery of care.
Carolyn Woo, PhD, who holds the role of Distin-
guished President’s Fellow for Global Develop-
ment at Purdue University, was one of the insti-
tute’s keynote speakers on the topic of the whole

person. She said: “What I say and what I do must
align.” She motivated us to look beyond our cur-
rent crisis and rise toward a new dawning.

The institute is using a hybrid learning format
that connects caregivers virtually and in person
with graduate-level academic rigor. A distinct fea-
ture of the institute is the mission-centered leader
platform that offers curated modules for educa-
tion and inspiration: embracing art; specifically
crafted music playlists for each of the seven core
commitments of Catholic health care; LinkedIn
learning posts; podcasts; and a library of session
videos. The modules explain the principles and
language of Catholic health care as it relates to
the pandemic and the intensifying need to care for
the poor and vulnerable with a health equity lens.

The first cohort of the Mission Leadership
Institute offered whole-person development to
300 caregivers, all receiving an advanced cer-
tificate of 12 graduate credits from the Univer-
sity of Providence for completing the program.
The cohort has its final session in March 2023.
A Catholic university and the academic ministry
of Providence, the University of Providence is
located in Great Falls, Montana, and is accredited
by the Northwest Commission on Colleges and
Universities.

In one of the sessions, Hochman summarizes
how the Mission Leadership Institute prepares
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FORMATION AND MISSION LEADERSHIP INSTITUTE

The Mission Leadership Institute is designed to facilitate development across
several diverse health care campus disciplines and leaders.
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leaders to sustain Providence’s mission. “If you
think about the three words ‘Mission Leadership
Institute,” what is more core to any organization?
We know that if your compass isn’t right on your
mission, nothing else is going to happen. And then
it is all about leadership. .... It’s not about who is
the CEQ, it is leadership all the way through. ...
The concept of institute codifies that it is part
of who you are. To me, when you hear the word
institute, I think about learning ... In the Mission
Leadership Institute, while we don’t have all the
answers, we do know that our common commit-
ment is that we are going to learn how to do this
the right way.”

The Mission Leadership Institute was designed
so caregivers throughout the campus can take
part in varying levels of education and skill build-
ing to enhance their leadership career develop-
ment. Three pathways feed into the framework of
the Mission Leadership Institute: 1) Discerning
Mission Leaders, 2) Mission Leadership Academy
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and the 3) Mission Leader Platform (as previously
described), which includes a course called Mis-
sion Integration Masterclass.

In the initial Discerning Mission Leaders pro-
gram, which started in November 2021, about 30
caregivers from various disciplines were selected
to take part in a graduate certificate program. It
focuses on needed skills for new and aspiring mis-
sion leaders who want to explore a calling in mis-
sion integration.

The Mission Leadership Academy is an
advanced certificate program that involves mis-
sion-centered leadership development for those
early in their careers. In addition to Providence’s
formation opportunities, the academy fosters
mission development at many different points
in a person’s career and encourages the entry of
candidates who do not fit the traditional forma-
tion profile.

We also offer a special reorientation series
called Mission Integration Masterclass. Targeted
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to our current and aspiring mission leaders, the
class uses a case study method for ongoing learn-
ing based on Providence’s CARES (counsel, advo-
cate, renew, ethically discern and spiritually sup-
port) model.

COMPETENCIES IN LEADERSHIP

FOR FUTURE TRANSFORMATION

Inone of the institute’s recent sessions on the poor
and vulnerable, keynote speaker Maureen Bisog-
nano, president emerita and senior fellow of the
Institute for Healthcare Improvement, discussed
the importance of curiosity as an essential skill for
leaders in Catholic health care. During her presen-
tation, she asked participants a simple yet pivotal
self-discovery question: What matters to you?®

The capacity for renewal — continued learn-
ing and reenergizing — is an important trait for
today’s leaders. Individuals need strategies for
how to replenish their inner resources, and their
organizations need structures to support them in
this area. Woo, in laying the groundwork for mis-
sion-centered leaders, spoke on how those who
are resilient have the capacity to reflect and to
appreciate beauty. Fostering renewal needs to be
one of the skills ingrained in all future leaders, and
part of that relates to an understanding of the cul-
ture of encounter in Catholic health care. As Pope
Francis noted, a culture of encounter involves
“not just seeing, but looking; not just hearing, but
listening; not just passing people by, but stopping
with them ... allowing yourself to be moved with
compassion....””

Effective leaders take a personal interest in the
long-term development of their employees, and
they use tact and other social skills to encourage
them to achieve their best. It is not about being
“nice” or “understanding”— it is about tapping
into individual motivations in the interest of
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allowing a person to flourish and further an orga-
nization’s goal. A great leader’s unique achieve-
ment is a human and social one that stems from
one’s understanding of their fellow workers.

At the institute, we have released the leader-
ship models that Catholic health care has relied
on in the past. While our values remain, we need
leaders responsive to greater diversity, equity and
inclusion. We need thoughtful ways to preserve
Catholic identity while also respecting the beliefs
of others. The new curriculum of leadership
development programs within Catholic health
care at Providence focuses on skills in addition
to religiosity. These include the curiosity and
capacity for renewal previously explained, and
further aptitudes needed for future health care

leaders, including empowerment
and flexibility.

In addition to fully developing
all skills needed for current and
future health care leaders, program
evaluation plays an important role
in understanding how leadership
development takes place and how
it contributes to improving health
outcomes.! While the Mission
Leadership Institute has developed
300 leaders across the Providence

health system, ongoing evaluations have demon-
strated the impact of this development through
pre- and post-course surveys, course completion
tracking, podcast listener metrics and e-portfolio
assessments.

The training of mission-centered leaders for
tomorrow will no doubt undergo frequent adjust-
ment as we respond to ongoing health care deliv-
ery changes. Through this ongoing work, we will
continue to stay focused on the core mission of
Catholic health care, which encompasses health
equity and an awareness of all people’s needs.

CONCLUSION

In the future, every health care system should be
asking: Are we ready for what’s new today and
what lies ahead? Are our leaders prepared for the
future, and how can we continually ensure that
they have the right tools for success?

As we continue to focus on flexibility, empow-
erment, renewal and curiosity, the capacity for
hope still remains as the sometimes flicker-
ing light that illuminates the path ahead. We are
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light bearers for those we encounter
in our work, particularly those on the
margins.

MARTIN SCHREIBER is vice president
of Providence’s Mission Leadership
Institute in Irvine, California. He hosts
the “Providence Walk With Me”
podcast. He authored two chapters on
resilience and storytelling in the book
Physician Well-Being During Sustained
Crisis.
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Health Association

Virtual Series: Ministry
Formation Workshop
Tuesdays | From Jan. 24 to
June 20| 1-3p.m. ET

Virtual Dialogue: Honoring
the Religious Diversity of
Our Staff — Leveraging the
Expertise of Chaplains
Jan. 26 | 1 - 2:15 p.m. ET

Virtual Program: Foundations
of Catholic Leadership
Orientation: Jan. 31 |
1-2p.m.ET

Sessions: Thursdays | From Feb.
2toMarch23 | 1 - 3:30 p.m. ET

United Against Human
Trafficking Networking
Zoom Call

Feb. 7 | Noon - 1 p.m. ET

Faith Community Nurse
Networking Zoom Call
Feb.27 | 1 -2 p.m. ET
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