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Discernment Process Workbook
Preface
This workbook has been prepared to help board members, senior leadership teams and leaders
make significant and/or complex decisions. The contents represent a revision of Catholic Health
Initiatives’ former Mission Driven Decision-Making Process and have been put into this workbook
format for ease of learning and note taking. The focus of the revised process is discernment of what
God is calling us to do in light of the mission, vision and core values of CHI.
Discernment is a process in which participants:
•
•
•

Speak their truth courageously, in deep reverence for each person.
Listen attentively to the perspectives of those whose viewpoints may differ from
their own.
Open their hearts carefully to hear God’s deepest wisdom in the voices of those
around the table.

As you have opportunity to participate in CHI’s Discernment Process, remember that what you do in
a discernment process has far-reaching effects for tomorrow, the day after and all the days that
follow. To assist participants in the awesome responsibility of discernment, this workbook places the
discernment process in the context of prayer and contains the revised core elements of the process.
(continued)
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Discernment Process Workbook
(Preface continued)
It is important to note that the CHI Discernment Process is not to be confused with the CHI
Change Acceleration Process that is used to evaluate and improve operational systems and
processes. The CHI Discernment Process is used for significant decisions that impact
mission and strategic focus.
The appendices contain a discernment process facilitator’s guide; CHI’s mission and vision
statements; CHI’s core values and their attributes; Key Principles of Catholic Social Teaching;
discernment criteria; and an overview of CHI’s Strategic Plan for 2012 - 2016.
Some participants may wish to use their own internal facilitators for discernment processes, while
others may wish to use facilitators external to their organizations. If you wish to use an external
facilitator, please feel free to call on your CHI ethicist or vice president for mission integration.
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Introduction
Why Do We Use the Discernment Process?
CHI leadership at the national and local levels is called upon to make critical decisions that touch the
core of what and who we are. The ministry of Catholic Health Initiatives is rooted in faith and guided
by Judeo-Christian values. The Discernment Process is intended to provide a mechanism to
discuss, clarify and integrate the mission/core values/ethical dimensions of significant proposals and
initiatives with strategic planning and operational issues.
What Makes This Process Unique?
While many of the steps are found in other significant business decision-making processes, CHI’s
process is unique because in addition to study, analysis and discussion, the process begins with
prayer and requires time for quiet reflection and prayer before making a decision. This process,
called discernment, respects the presence of God’s Spirit and facilitates an environment conducive
for that Spirit to act among us.
Who Should Use the Process?
•
•
•
•

National and Local Leadership Teams
National and Local Boards
National and Local Leaders
National Leaders Making Significant Decisions

When Should the Process be Used?
The process should be used in making all significant decisions: for example, acquisitions, mergers
and capital allocations.
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Discernment Process Overview
Begin with
Prayer/Discernment
A
N
A
L
Y
S
I
S

•

Lead an opening prayer
for God’s guidance and
wisdom in decision
making.

Define the Issue

Frame the Perspectives

Identify Alternatives

•

Identify key facts,
factors and
stakeholders.

•

Identify your own
perspective and
appreciate the
perspectives of others.

•

Identify all possible
alternatives at stake.

•

•

Brainstorm options.

Establish the facts of
the issue: e.g., who,
what, where, when,
why and how.

Identify who will be
affected by the
decision.

•

Determine the pros
and cons of each
option, including doing
nothing.

•
S
P
A
C
E

•

Clarify who will own
the decision.

5

Discernment Process Overview
Analyze the Values
R
E
S
O
L
U
T
I
O
N
S
P
A
C
E

•
•

Conduct Prayerful
Discernment

What values are at
stake?

•

Pause for a few
minutes of silence.

What are the significant
value conflicts?

•

Review your notes.

•

What values are being
affirmed?

•

What values are being
negated?

•

Reflect upon the
alternatives in light of
CHI’s mission and
values.

•

What is the right thing
to do?

Make a Decision

Implement the Decision

•

Which option best
advances CHI’s
mission, values and
core strategies?

•

Develop a process
for carrying out the
decision.

•

•
Choose a path
among the possible
alternatives.

How and when will
the decision be
communicated to all
stakeholders?

Evaluate the Decision: Evaluate whether the solution addresses the defined problem
What are the desired outcomes?
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Discernment Process
Prayer and Discernment
Discernment is a long-honored part of our Catholic tradition. It was used by the first apostles and
disciples, who had to figure out what God wanted for the early Church. Discernment means to pray
for God’s guidance and direction in making a decision.
A
N
A
L
Y
S
I
S

"I will ask the Father and he will give you another helper to be with you forever, the Spirit of
truth." (John 14:16-17)
Discernment isn’t about whether we want to do something, or whether something is convenient for us.
Discernment is about opening ourselves up to seek God’s will for us and determining what is best in
terms of CHI’s mission and core values and the continuation of the healing ministry of Jesus.

Let us pray:
S
P
A
C
E

God bless our decision-making process today. Please help us access the serenity to accept the
things we cannot change, such as life and other people; the courage and willingness to change the
things we can, such as ourselves and our own attitudes and behaviors; and the wisdom and clarity to
know the difference. May our decision be the right thing to do in light of CHI’s mission and core
values. Bless our discussion and deliberation that we might more fully love and serve you and one
another.
(Adapted from the Serenity Prayer)
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Discernment Process
Define the Issue – “Gather the Facts”

A
N
A
L
Y
S
I
S
S
P
A
C
E

•
•
•

Identify the key facts, factors and stakeholders.
Establish the facts of the issue: e.g., who, what, where, when, why and how.
Describe relevant factors: e.g., social, economic, financial, political and current realities of the
health care environment.

Background

Significant Stakeholders

Finance

Legal

Strategy/Marketing

Ethics and Values
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Discernment Process
Frame the Perspective
•
•
A
N
A
L
Y
S
I
S
S
P
A
C
E

•

Identify your own perspective and appreciate the perspectives of others.
Identify those who will be affected by the decision and how they will be affected: have they
been consulted?
Identify stakeholders who will be affected.

Personal Perspective

•
•
•
•

•

Local Community (Social Vision*)

Church

•
•
•

•
•
•
•

•

MBO Perspective
(Legitimate Self-Interest*)
CHI Perspective

Board
Senior Leadership
Management
Legal

Patients and Families
Poor, Underserved
Society

•
•
•

Employees
Physicians
Volunteers

Local church
Diocese
Church Teaching (ERDs)
Social Teaching

* See the “Discernment Criteria” on page 24 in the appendix.
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Discernment Process
Identify The Alternatives
•
•

A
N
A
L
Y
S
I
S
S
P
A
C
E

Develop a range of possible solutions.
Identify the pros and cons of each option, including doing nothing.
Option

Pros

Cons

A.

B.

C.

D.

E.
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Discernment Process
Analyze The Values/Principles

R
E
S
O
L
U
T
I
O
N
S
P
A
C
E

•
•
•
•
•

How do the options (list them) affect CHI’s mission?
What CHI core values (name them) are affirmed or negated/not affirmed?
What are the value conflicts?
Are the options in keeping with the ERDs and the social teachings of the Church?
Can we publicly live with each option?

Options

Identify Values of Each Alternative
Values Affirmed

Values Negated

A.

B.

C.

D.

E.
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Discernment Process
Silent Reflection/Discernment
R
E
S
O
L
U
T
I
O
N
S
P
A
C
E

•
•
•
•

Pause for a few minutes of silent reflection.
Review your notes.
Have you listened to the facts and appreciated the perspectives of others?
Have you opened yourself to the working of God’s spirit?

•
•
•

Reflect upon the alternatives in light of CHI’s mission, vision, core values and Catholic identity.
What is the right thing to do?
Share further insights/discussion resulting from the period of silent reflection.

Let us pray:
Gracious God, your son Jesus promised the gift of the Spirit to be with us as we strive to continue
your healing ministry. We ask that this Spirit direct our minds and hearts as we gather to make this
important decision. We have listened to each other and reflected on the mission and core values of
CHI. Guide us in discovering the path that will best enable us to more fully serve with a spirit of
reverence for the individuals and communities we serve, a spirit of integrity in our collaboration with
each other, a spirit of compassion in our healing efforts, and a spirit of excellence in how we do what
we do. Amen.
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Discernment Process
Make A Decision
•
R
E
S
O
L
U
T
I
O
N
S
P
A
C
E

Choose a path among the possible alternatives.

Alternatives Previously Discussed
A.
B.
C.
D.
E.
Which option best advances CHI’s mission, values and core strategies?
The Decision: ____________________________________________________________________
____________________________________________________________________
____________________________________________________________________
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Discernment Process
Implement The Decision

R
E
S
O
L
U
T
I
O
N
S
P
A
C
E

•
•
•
•

Identify a process for carrying out the decision.
Who will implement the decision?
How and when will the decision be communicated to all stakeholders? The communication plan
should include the rationale for the decision.
Who will evaluate the decision and when?

Implementation/Communication Plan

Timeline

1.
2.
3.
4.
5.
6.
7.
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Discernment Process
Evaluate The Decision
•
•
•
•

Evaluate whether the solution addresses the defined problem.
Are we at peace with the decision, or do we feel unsettled?
How does this decision further our mission and bring us closer to our vision?
How does this decision reflect our core values?

Desired Outcomes

Actual Outcomes
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Appendices

16

Facilitator’s Guide
Please note that these guidelines are suggestions rather than rules, intended to help a facilitator bring
out the creativity, insight and wisdom of a group. A discernment process facilitator needs to create an
atmosphere of prayer and discernment and provide continuity. Facilitators act as the glue that binds
the elements of a group together in an organic process that is meaningful to the participants. In a
sense, a good facilitator is the narrator of the discernment process: a human face and voice that
gives form to the process. It is also helpful to have a recorder involved in a discernment process.
Role of the Facilitator
•
•
•
•
•
•
•
•
•
•
•
•
•

Identify people who will provide background and facts for the process (finance, legal, etc.).
Establish ground rules.
Create and maintain an atmosphere conducive to prayer and discernment.
Create a safe environment: open, comfortable, non-judgmental, inclusive and respectful.
Guide the process: keep the group focused on each step.
Ask clarifying questions.
Listen and reflect.
Elicit participation.
Remain neutral.
Permit everyone an opportunity to speak and participate.
Make “I” statements when expressing a concern.
Respect everyone’s contribution, even if you disagree.
Respect silences and the right of participants not to speak.
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Facilitator’s Guide
Role of the Recorder
•
•
•
•
•
•
•

Write down each speaker’s words (not in your own words or as a paraphrase).
Capture the essence of each statement (No need to write everything that is said).
Ask for clarification and validation as necessary.
Write large and legibly.
Use different colors to represent separate thoughts or phases of the process.
Number the pages on the flip chart.
Don’t worry about spelling.

Setting and Materials
•
•
•
•
•
•
•
•
•
•
•

Fresh flowers or plant.
CHI 10th Anniversary candle.
Bible.
CD/tape player.
CD/tape of inspirational music.
Full flip chart with easel.
Flip chart markers.
Masking tape.
Pens.
Chairs positioned so everyone faces each other (when possible).
Refreshments as needed.
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Mission
The mission of Catholic Health Initiatives is to nurture the healing ministry of the Church, supported by
education and research. Fidelity to the Gospel urges us to emphasize human dignity and social justice
as we create healthier communities.

Vision
Live up to our name as One CHI: Catholic – Living our Mission and Core Values. Health – Improving the
health of the people and communities we serve. Initiatives – Pioneering models and systems of care to
enhance care delivery.

Core Values
Catholic Health Initiatives’ core values define the organization and serve as its guiding principles. They
are the roots or anchors from which all activities, decisions and behaviors follow.
Reverence – Profound respect and awe for all of creation, the foundation that shapes spirituality, our
relationships with others and our journey to God.
Integrity – Moral wholeness, soundness, fidelity, trust, truthfulness in all we do.
Compassion – Solidarity with one another, capacity to enter into another’s joy and sorrow.
Excellence – Preeminent performance, becoming the benchmark, putting forth our personal and
professional best.
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Cultural Characteristics of Our Core Values
Reverence
Hospitality
Our culture is one in which a diversity of people and points of view are welcomed, respected and celebrated.

Collaboration
Our culture cultivates teamwork and participation, and shares wisdom and knowledge at all levels of the
organization.

Spirituality
Our culture is one in which the presence of God is tangible and visible.

Integrity
Honesty
Our culture is characterized by open and timely communication and feedback.

Intentional and Deliberative
Our culture exhibits high ethical standards in all of our decisions and consistently does the right thing, for the right
reasons.

Humility
Our culture is characterized by service, exemplified by servant leaders called to understand and serve the greater
good.

Stewardship
Our culture is one in which resources – earthly, human, financial, philanthropic, material – are carefully cultivated
as precious gifts entrusted to us.
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Cultural Characteristics of Our Core Values
Compassion
Common Good
Our culture is one of commitment to the long-term, best interests of all stakeholders.

Person Centered Care
Our culture is one of commitment to quality care that is safe, personalized, comprehensive and collaborative.

Healing Environment
Our culture is sensitive to the needs of others, thus helping to create an environment of empathy, forgiveness and
healing.

Justice
Our culture is characterized by advocacy on behalf of those who are disadvantaged or deprived of access,
including employees, and both local and international communities.

Excellence
Strategic
Our culture is characterized by alignment of goals and plans at all levels of the organization.

Accountability
Our culture is one in which everyone knows what is expected of them and is held accountable for their
performance and behaviors.

Innovation
Our culture is characterized by courage to challenge assumptions and develop potential in order to continually
transform.
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Key Principles of Catholic Social Teaching
Human Dignity
In a world warped by materialism and declining respect for human life, the Catholic Church proclaims that human
life is sacred and that the dignity of the person is the foundation of a moral vision for society. Our belief in the
sanctity of human life and the inherent dignity of the human person is the foundation of all the principles of our
social teaching.

Community and the Common Good
In a global culture driven by excessive individualism, our tradition proclaims that the person is not only sacred but
also social. How we organize our society – in economics and politics, in law and policy – directly affects human
dignity and the capacity of individuals to grow in community. Our Church teaches that the role of the government
and other institutions is to protect human life and human dignity and promote the common good.

Rights and Responsibilities
Catholic tradition teaches that human dignity can be protected and a healthy community can be achieved only if
human rights are protected and responsibilities are met. Therefore, every person has a fundamental right to life
and a right to those things required for human decency. Corresponding to these rights are duties and
responsibilities – to one another, to our families and to the larger society.

Option for the Poor and Vulnerable
Catholic teaching proclaims that a basic moral test is how our most vulnerable members are faring. In a society
marred by deepening divisions between rich and poor, our tradition recalls the story of the Last Judgment (Mt. 25)
and instructs us to put the needs of the poor and vulnerable first.

Participation
All people have a right to participate in the economic, political and cultural life of society. It is a fundamental
demand of justice and a requirement for human dignity that all people be assured a minimum level of participation
in the community. Conversely, it is wrong for a person or a group to be excluded unfairly or to be unable to
participate in society. In the words of the U.S. bishops, “The ultimate injustice is for a person or group to be
treated actively or abandoned passively as if they were non-members of the human race. To treat people this way
is effectively to say they simply do not count as human beings.”
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Key Principles of Catholic Social Teaching
Dignity of Work and Rights of Workers
In a marketplace where too often the quarterly bottom line takes precedence over the rights of workers, we believe
that the economy must serve people, not the other way around. If the dignity of work is to be protected, then the
basic rights of workers must be respected – the right to productive work, to decent and fair wages, to organize and
join unions, to private property and to economic initiative.

Stewardship of Creation
Catholic tradition insists that we show our respect for the Creator by our stewardship of creation. We are called to
protect people and the planet, living our faith in relationship with all of God’s creation. This environmental
challenge has fundamental moral and ethical dimensions that cannot be ignored.

Solidarity
Catholic social teaching proclaims that we are our brothers’ and sisters’ keepers, wherever they live. We are one
human family, whatever our national, racial, ethnic, economic and ideological differences. Solidarity means that
“loving our neighbor” has global dimensions in an interdependent world.

Role of Government
Because we are social beings, the state is natural to the person. Therefore, the state has a positive moral
function. It is an instrument to promote human dignity, protect human rights and build the common good. Its
purpose is to assist citizens in fulfilling their responsibility to others in society. Since in a large and complex
society these responsibilities cannot adequately be carried out on a one-to-one basis, citizens need the help of
government in fulfilling these responsibilities and promoting the common good. According to the principle of
subsidiarity, the functions of government should be performed at the lowest level possible, as long as they can be
performed adequately. If they cannot, then a higher level of government should intervene to provide help.

Promotion of Peace
Catholic teaching promotes peace as a positive, action-oriented concept. In the words of Pope John Paul II,
“Peace is not just the absence of war. It involves mutual respect and confidence between peoples and nations. It
involves collaboration and binding agreements.” There is a close relationship in Catholic teaching between peace
and justice. Peace is the fruit of justice and is dependent upon right order among human beings.
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Discernment Criteria
Introduction
Ethical reflection and values-based criteria have important roles in the moral life and decisions of individuals. A
person’s values influence his or her actions. It is equally true that ethical reflection and the development of valuesbased criteria for action have a central role as moral agents for organizations. An organization is not one human
being, but a community of human beings. Therefore, a consensus is needed for an organization to confront ethical
issues and choose among alternatives and courses of action. Organizations that are dedicated to ethical decisionmaking will develop values-based criteria for defining purposes, setting priorities and writing policy, and will strive for
consistent implementation at various levels of leadership.
One significant corporate decision that requires ethical reflection and discernment is the allocation of financial
resources. Ideally, the allocation of capital and other forms of financial resources is based on Catholic Health
Initiatives’ core values of Reverence, Integrity, Compassion and Excellence. We must apply the concepts and
methods of ethical reflection and discernment to the allocation of limited capital dollars for the support of our
ministry.
There are three categories of reflection that can help determine how to allocate capital dollars in a way that is most
consistent with our mission and ministry. The categories are: legitimate organizational self-interest; multiple
responsibilities to stakeholders; and social vision. Each category is two-dimensional and interrelated. Each has
application to individual market-based organizations and to Catholic Health Initiatives as a whole. Following is an
examination of each category and some questions for reflection and discernment.

Legitimate Organizational Self-Interest (Local and National Ministry)
One of the most basic and pervasive ethical perspectives that shapes any organization is the self-interest of that
organization. Most often, self-interest is expressed in terms of the priority of revenue, productivity, survival and
growth. A mission-driven, values-based organization cannot serve if it does not survive: therefore, there is an
important interrelationship between mission and margin.
Self-interest is a valid element in human ethics. Viewed in relation to other perspectives and purposes, it is a crucial
component of comprehensive, ethical decision making. For example, Jesus taught us to love God with our whole
hearts, minds and souls and to love our neighbors as ourselves.
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Discernment Criteria
Catholic Health Initiatives’ core values of Reverence, Integrity, Compassion and Excellence and the social
teachings of the Church are especially important in this category of reflection. We not only respect others, but
ourselves and our mission. In Catholic Health Initiatives’ culture, stewardship is a behavioral attribute of
reverence. Stewardship is the careful use of resources (time, human and financial) to fulfill our mission.
Excellence, and its behavioral attribute of continuous improvement, means that we continuously strive to provide
safe, quality care in an effective, productive manner. These core values are essential to our survival and viability
as an organization. It is essential to remember to keep in mind that legitimate self-interest applies to both a
market-based organization’s local ministry and that of the system as a whole.

Multiple Responsibilities to Stakeholders
The relationships between an organization and the many groups affected by its services and actions involve value
judgments and ethical reflection. One way to formulate multiple responsibilities is through the concept of
“stakeholder.” R. Edward Freeman wrote: “Simply put, a stakeholder is any group or individual who can affect, or
is affected by, the achievement of a corporation’s purposes.” For Catholic Health Initiatives, stakeholders include
the Board of Stewardship Trustees, physicians, employees, volunteers, suppliers, communities served and the
entire CHI community.
In the ethics of multiple responsibilities, the first task is to identify various groups that have a stake in our mission.
The second is to identify the needs of various stakeholders. The third is to prioritize stakeholder needs. These
tasks are usually accomplished before entering the ethical discernment process.
Catholic Health Initiatives’ core values of Reverence and Integrity have special application here. The specific
behavioral attributes that apply are collaborative spirit, open communication, ethics integration and humility.

Social Vision
A third perspective on the ethics of corporate action concerns how plans are projected, results are evaluated and
the future of society and the common good are envisioned. The ethics of social vision represent leadership’s
acceptance of the obligation to adopt long-range perspectives on society (local, national and global) that identify
specific social problems and strategic plans that will move us toward a more humane world.
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Discernment Criteria
For Catholic Health Initiatives and its market-based organizations, social vision and the core value of Compassion
include specific contributions to the common good: striving to develop healthier communities; efforts to care for the
poor and marginalized; contributions to international mission activities; and working to improve access for those
who are uninsured and underinsured. The behavioral attributes of strategic focus, accountability and innovation
have specific application.
It is not so much a question of whether social vision and compassion are present in our corporate world, but rather
the extent to which such vision is consciously developed, deliberately discussed and critically integrated into our
budgeting and allocation process.

Questions
In light of the three categories, it may be helpful to ask the following questions of each option or alternative being
considered:
•
•
•

To what degree does this alternative/investment contribute to our legitimate self-interest?
To what degree will this alternative/investment enhance key strategic relationships?
To what degree will this enhance our commitment to the social vision of enhancing the wellness of the
community?
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Just imagine.
The best in care and service to the individuals before us. Clinical innovation. Alliances
with payers and employers that bring down the cost of care while lifting quality
and service. Deep, trusting connections with employees, consumers, patients and
clinicians. Partnering with others in the community to create better health for all.
This is what CHI aspires to in all our communities.
Together we can. Together we will.

The CHI Strategic Plan: 2016-2020 guides us there.
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Refreshing Our Strategic Focus
Within the space of a few short years, our world has come to look very different. The economy, health
care landscape and competitive environment have shifted dramatically. At the same time, CHI has
built new capabilities, greatly expanded our geographic footprint and added pioneering clinical
programs and services.
Such change calls us to revisit our course and ensure we are aligned around where we’re headed and
what it will take to get there.
The CHI Strategic Plan: 2016-2020 was developed under the direction of the CHI Board of
Stewardship Trustees (BOST), and by a subcommittee devoted to the effort.
More than 200 board members, leaders, clinical leaders and experts from across CHI were part of
crafting the plan through interviews and input sessions. The knowledge and insights they shared
and the strategic questions they raised were invaluable to our collaborative planning process. By
considering both macro and market forces—and finding critical points of convergence—we’ve
created a strategic plan with relevance for CHI and our communities nationally, regionally and locally.

A Message From the CHI Board
The CHI Board of Stewardship Trustees is pleased to share the CHI Strategic Plan: 2016-2020. The plan
articulates our system’s overall focus and direction for the coming years as we navigate the changing
health care landscape.
We’ve come out of this collaborative planning process renewed in our commitment to Catholic
health care and our belief in the power of CHI as a healing presence for individuals and communities.
It starts with mastering the basics: providing high-quality health services that are convenient,
affordable and attentive to the needs and preferences of consumers. Beyond delivering exceptional
care, we also are called to lead and light the way for the physical, social and economic well-being of
our communities. We will join our efforts with others to address the determinants of health, such as
housing, crime, child care, access to healthy food, education, employment and social supports.
Our vision is both ambitious and achievable. At times, we will make leaps forward. And there will be
periods when we will need to lean on each other for support as we navigate the challenges of our
environment. Success lies in our shared commitment and in the individual and collective actions of
CHI leaders, board members, employees, providers and partners. Please join us in our pursuit.

Christopher Lowney, Chair
CHI Board of Stewardship Trustees (BOST)

Geraldine “Polly” Bednash, Chair
Strategic Planning Subcommittee, BOST
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Where We Are
Unprecedented change continues to
dominate the story of our health care
industry:
	New health care economics are bringing
payment pressures and tighter margins,
while promoting innovation in how care is
organized, delivered and paid for.
	New technology means that care is
becoming more precise and personalized,
while moving from physician offices and
hospitals into retail locations. Advances
in data capture, biotechnology and
nanotechnology are revolutionizing the
pace and potential of innovation in how
and where care is delivered.
	New competitors are attracting and
delighting consumers with ease of use,
24/7 access and responsive, technologyenabled service. They join an already
fiercely competitive field of traditional rivals
vying for the consumer’s attention and
share of the health care dollar.
	A new kind of consumer wants more choice
and authority. Consumers are looking to
do business with organizations that put
them at the center, honor their individuality
and value their time and hard-earned
money. They are quick to move on if their
expectations aren’t met.

CHI has taken a number of important steps
to navigate these forces. New capabilities
and infrastructure have come in the form of
clinically integrated networks, population
health programs, physician employment
competencies and payer strategies. We’ve
grown in scale and reach to better position
our ministries, doubling in size over the
past five years. And we’ve expanded and
diversified our expertise through new lines
of businesses and strategic partnerships with
academic and research institutions like Baylor
College of Medicine, Creighton University,
University of Louisville and the Texas Heart
Institute.
But we’ve also added complexity that
has made communication and alignment
among employees, providers and partners a
challenge. The variable pace of change across
markets continues to raise questions about
how best to apply our time, money and other
resources. The shift from hospital system
to health system remains challenging and
intricate.
It has tested our people, processes and
performance. And it’s put at risk the
trust we’ve built with the people of our
communities.
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Refining Our Vision
Our strategic efforts must not only pave
the way for transformation and manage
the complexities of our organization,
they must restore and renew our
connections with those we serve and
work alongside.
These commitments are reflected in our
refined vision. In addition to bringing
better health to those in our care, we
aspire to be a catalyst for improving
the physical, social and economic wellbeing of the communities we serve. By
applying our own resources, joining
with others and aligning the efforts of
many, CHI will improve both health and
health care.
Together, our vision, mission and values
serve as our touchstone and ground
us in the legacy entrusted to us by our
founding congregations.

Reverence

Integrity

Compassion

Excellence

Vision

Mission
The mission of CHI is to nurture the healing ministry
of the Church, supported by education and research.
Fidelity to the Gospel urges us to emphasize human
dignity and social justice as we create healthier
communities.

As a ministry of the Catholic
church, we will lead the
transformation of health care
to achieve optimal health and
well-being for the individuals
and communities we serve,
especially those who are poor
and vulnerable.

Core Values
Reverence. Profound respect and awe for all of
creation, the foundation that shapes spirituality,
our relationships with others and our journey to God.
Integrity. Moral wholeness, soundness, fidelity,
trust, truthfulness in all we do.
Compassion. Solidarity with one another,
capacity to enter into another’s joy and sorrow.
Excellence. Preeminent performance, becoming
the benchmark, putting forth our personal and
professional best.
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Our Strategic Intent
To sustain our ministry into the future, CHI will focus on four strategic objectives:

Vibrant Ministry

Areas for Action:
	Develop leaders committed to CHI’s mission and
vision

CHI will be leaders and stewards in growing, living
and transforming the ministry of Catholic health care.
We will partner with others, make investments and use
our resources wisely to deliver consistently great care,
improve access and make a meaningful difference in our
communities. CHI will touch more lives than we do today
and, in the process, transform their experiences and wellbeing. We will strive for excellence in operational and
financial performance.

Improve access to care
Develop partnerships to enhance care
	Ensure financial stability

Energized Community

Areas for Action:
	Align and engage boards, leaders and employees
to advance our mission, vision and strategy

CHI will build and energize relationships with
employees, clinicians, consumers and partners to
strengthen our communities. We will act in ways that
inspire trust. We will unite to advance our mission and
engage employees, clinicians and consumers in improving
health for all. We will be a visible, influential and healing
presence in our communities.

	Enlist employees, clinicians and consumers in
community health improvement efforts
	Promote a culture of non-violence
	Actively participate in local community interests
and efforts
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	Advance an inclusive organizational culture that
honors differences

Exceptional Care

Areas for Action:

CHI will come together as a system to engage
clinicians and align resources to assure the
delivery of exceptional care. Recognizing
the vital role of clinicians, we will put in place
the environment and resources that empower
them to excel at delivering high-quality, personcentered care and service. Our governance,
operating model and partnerships will advance
and accelerate improvements in care and other
aspects of performance.

Distinctive Value

	Support caregivers in delivering high-quality,
person-centered care
	Collaborate with partners to develop research to
advance new and better care models
	Align boards and management—and make smart
investments—to achieve clinical goals

Areas for Action:
	Partner with clinicians to improve care delivery
systems, with an emphasis on primary care and
population health capabilities

CHI will transform our health delivery
models to offer distinctive value, based on
access, quality, safety, service and cost. We
will demonstrate dramatic improvement on
many fronts to meet the changing expectations
and standards of consumers. We will earn
the confidence and loyalty of people in our
communities and be recognized as the provider
of choice.

	Deliver service experiences consistent with our
values
	Accelerate improvements on key clinical and
other performance indicators
	Spur innovation through relationships with
academic and community health systems
	Work toward a balanced mix of payers within
each market, while transitioning to value-based
arrangements in a way and at a pace that
makes sense for the community
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Market Strategic Imperatives
With our shared vision and strategic objectives setting the overall course, CHI divisions and markets have
established strategic imperatives that uniquely address the realities, opportunities and needs within their
communities. These priorities are highlighted on the following pages.

CHI Today
• Operations in 18 states

• 2 million outpatient emergency visits

•	95,000 employees and approximately 3,950
employed physicians and advanced practice
clinicians

• 80+ virtual health programs

•	103 hospitals, including four academic health
centers and major teaching hospitals and 30
critical access hospitals

• 170,039 covered lives

• 5.2 million non-emergency outpatient visits

• More than 1 million home visits
• $23 billion in assets

•	12 clinically integrated networks
• 10 insurance plans

•	$15.2 billion in total annual operating
revenues

•	9.2 million physician and advanced practice
clinician visits

•	$981 million in community benefit and
financial assistance to our communities

• 503,285 acute care admissions

Fiscal year 2015
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CHI St. Vincent
Arkansas

Without significant economies of scale,
hospitals, physicians and other providers can
easily find themselves struggling to manage
a demanding regulatory and reimbursement
environment. Where other large health
systems might see this as a competitive
opportunity, CHI St. Vincent saw it as a
chance for meaningful collaboration—and
the Arkansas Health Alliance and Arkansas
Health Network were born.
Through strategic partnerships in
communities beyond Little Rock and Hot
Springs, CHI St. Vincent is expanding these
coalitions of providers to redefine health
care value. The partnerships work not only to
improve the well-being of citizens, they work
to improve the well-being of the hospitals
and providers that serve them. The aim:
operationally efficient and financially strong
health care organizations and providers
delivering high quality, affordable care to the
people of Arkansas.
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This belief in the power of partnership is
reflected in many of CHI St. Vincent’s other
strategic efforts, which include:
	Strengthening and expanding payer
relationships
	Expanding reach and impact through
partnerships and alignment among acute
care and ambulatory providers
	Expanding primary and specialty care
services and developing more access
points across the continuum of care
	Offering high-quality programs and
exceptional service at the locations and
price points consumers demand
Even in a highly competitive health care
environment, CHI St. Vincent is leveraging
cooperation. And communities across
Arkansas are reaping the rewards in
improved access, quality, service and value.

CHI St. Joseph’s Children
New Mexico

Eighty percent of a person’s brain architecture
develops in the first five years of life. Early
experiences determine whether a child’s
development provides a strong or weak foundation
for future learning, behavior and health.

of the youngest and most vulnerable citizens of
Albuquerque, New Mexico: infants and children up
to five years of age.
This goal is supported by three primary strategies:

Giving young children a healthy start is the work
and commitment of CHI St. Joseph’s Children.
Our goal is to ensure children reach kindergarten
with the health, family relationships and learning
experiences foundational to lifelong well-being.

	Advocate for investments in early childhood
health and development as a top priority in New
Mexico

Neither a hospital nor provider of clinical care,
CHI St. Joseph’s Children is a community health
services organization focused on the health needs

	Increase utilization of appropriate services,
through an enhanced referral program

	Increase the capacity of families to parent through
a home visiting program

CHI St. Joseph Children’s Health
Pennsylvania

	Helping families identify, understand, enroll
and use health benefits and services to assure
that every child has the opportunity to grow up
healthy and happy

CHI St. Joseph Children’s Health employs an array
of strategies and partnerships to address health
disparities affecting children in the community.
While the ministry began with Brush.Brush.Smile!®,
a mobile dental clinic program, it has expanded
to include additional programs and services
committed to improving the oral health of children,
expanding health care access and improving the
capacity of Lancaster County to address the health
and well-being of every child.

	Delivering health education programs for use in
schools, child care centers and after-care settings
	Partnering with community organizations to
invest in programs and services that result in the
positive behavior and systemic changes necessary
for good health of children

CHI St. Joseph Children’s Health continues to
focus on:
	Providing every child with a healthy smile
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CHI Memorial
Tennessee

At CHI Memorial, our aim is to provide the most
enriching patient care experience in the region
through unparalleled patient access. A growing
preference for our services compels us to
transform our care model to reach more broadly
and deeper into the region. We are creating new
ambulatory sites, amplifying seamless access
to patient care, and positioning CHI Memorial
through accretive regional partnerships.
Recognized as the adult acute care leader in our
market, CHI Memorial places special emphasis
on innovative patient care approaches in
cardiology, oncology, orthopedics and surgery.
Our clinically integrated network provides
the most value-focused and structurally
developed integrated care model in the region.
We will continue to enhance patient access by
strengthening alignment and engagement with
our physician partners.
Our strategic imperatives reflect our
commitment to enriching patient care through
enhanced access and physician alignment:
	Sustain a competitive value proposition across
the care continuum
	Expand the primary care footprint and
strengthen specialty physician alignment
	Create new ambulatory access points and
hospital partnerships across the region that
help extend our population health capabilities
	Embrace innovative technology to enhance
patient access via virtual points of care
	Make operational improvements to expand
access, address capacity constraints and
ensure a stable and reliable information
technology infrastructure
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CHI Health
Nebraska

With physicians as our strategic partners, CHI Health
is committed to improving care and lowering cost in
our communities through:

CHI Health brings together diverse markets with the
goal of building a comprehensive and integrated
system of care that serves residents of Nebraska and
southwest Iowa. Through a strategic partnership
with Creighton University, CHI Health is pioneering
a new academic-community health system that
brings the innovation of academic medicine to rural
communities. Patients will get the care they need
close to home, and students will find new learning
experiences.

	Deepening trust and engagement
	Cultivating a culture of “systemness”
Integrating the academic health system
	Developing and expanding the CHI Health
clinically integrated network

CHI Health is ushering in a new age of transparency,
integration and consumer empowerment to
improve access and quality and keep costs down.
CHI Health leads the region in the transformation to
value and stands committed to providing affordable
health care. By making cost data available for
routine procedures, consumers can make smart
decisions about where to seek care.

	Achieving clinical transformation and growth
through service line development
	Increasing our value-based agreements by
establishing a balanced payer mix
	Deploying critical technology and infrastructure
	Delivering efficiency and value by transforming
our operating expense structure
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CHI St. Alexius Health
North Dakota

Thanks to CHI St. Alexius Health, people living in
rural North Dakota have access to leading-edge
health care services typically seen only in urban
settings. An anchor for the local economy, the
system’s impact radiates out through virtual care
and other innovative care models. Partnerships
with physicians and other providers ensure
access to a full continuum of services despite the
remoteness of many of the communities served.
CHI St. Alexius Health holds true to our tradition
of compassionate care while embracing our role
in pioneering new approaches to care. We look
to extend and expand our ministry through a

number of initiatives:
	Demonstrating and becoming known across
the region for exceptional clinical care
	Providing western North Dakota with
improved access to primary caregivers by
increasing physician and clinical alignment
across the region
	Expanding our system’s ambulatory footprint
and growing key ancillary services
	Pursuing strategic partnerships to build out
regional referral networks
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Rural Minnesota, Eastern North
Dakota and Wisconsin
CHI is called to ensure that high-quality
health care reaches the people living in
the small communities dotted across these
Midwest states. In these rural markets, our
primary focus is on providing top-notch
outpatient and emergency services while
referring patients with other conditions to
larger hospitals. Combining the latest in
medical technology with personalized service
and a welcoming environment, our critical
access hospitals do more than help people
overcome illness or injury—they serve as
anchors for their communities.
In the rural Midwest, better health starts
with better access to care. These strategic

initiatives guide our work into the future:
	Enhance clinical models of rural health care
delivery
	Pursue partnerships with regional networks
and become a preferred participant in
population health initiatives
	Focus our investments in outpatient,
ancillary and emergency services in larger
rural markets
	Continue to develop networks with regional
health systems that share our commitment
to bringing high-quality, integrated care to
rural areas

13

CHI Texas Division
Texas

Welcoming the Houston-area St. Luke’s system into
the family gave CHI the opportunity to extend the
ministry into one of the nation’s fastest-growing
metro regions. Since the initial investment, the CHI
Texas Division has grown to a regional delivery
system that extends from Bryan to Brazosport to
Lufkin. Innovation in medical science is sparked
and spread through partnerships with the Baylor
College of Medicine, Texas Heart Institute and other
world-class providers in the area.
The CHI Texas Division is now placing significant
strategic effort on developing primary and
ambulatory care points of access for its
communities—to improve care and convenience
for consumers and to pave the way for successful
partnerships with major employers and payers.
This effort includes building and partnering with
ambulatory sites of care, employing more primary
care providers and affiliating with independent
physician groups.
The system is also focusing on:
	Improving service lines for better care
coordination, quality, safety and customer
experiences
	Strengthening the partnership with Baylor
College of Medicine to differentiate CHI St. Luke’s
Health-Baylor as a stand-out delivery system
	Continuing to build competencies and
performance around quality care
	Creating a culture of transparency with
employees, physicians and the community
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TriHealth
Ohio

Widely regarded as the pre-eminent Catholic
health system in southwest Ohio, Cincinnatibased TriHealth is the region’s leading integrated
delivery system, with a comprehensive range of
clinical, educational and preventive services and
programs. Two tertiary care hospitals anchor a
network of six hospitals, 140 sites of care, more
than 1,500 physicians and post-acute and hospice
care. TriHealth’s physician and nursing education
programs excel to build clinician knowledge and
skills. TriHealth Corporate Health has created
wellness solutions for employers for over 30 years.
Programs for the disadvantaged provide care,
support and a healing presence.

capabilities to serve discrete populations and
successfully transition from volume- to valuebased care
	Partnering with providers and payers to extend
market presence and the number of lives touched
	Accelerating development of a high-performing
system culture to deliver consistently on the
top decile expectations of our employees and
patients
	Strengthening relationships and aligning with
the physician community to advance exceptional
clinical programs
	Enhancing existing and developing new clinical
programs, services lines and consumer-focused
access channels and products

TriHealth will be the leading health care provider
and a model system for managing and improving
the health of our community by:

	Creating an Innovation Center to encourage and
implement improved processes and new models
of care

	Offering a fully integrated continuum of
consistently excellent care
	Rapidly building population health management
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Centura Health

Colorado and Kansas
Colorado is well ahead of most other states in
implementing changes spurred by health care
reform, and competition among health systems
and physicians in the region is intense. Kansas
has numerous critical access hospitals facing an
average daily census of less than one, bringing
a number of other complexities. Embracing the
demands of this progressive and consumerdriven health care economy, Centura Health
continues to organize assets, resources and
partnerships to advance its clinically integrated
network strategy, focused on population health
management and delivering patient-centered
care. Centura Health’s unique partnership
with DaVita Healthcare Partners leads the
development of innovative models of care that
promise to radically reduce the cost of care,
provide services in the most appropriate and
convenient setting, and increase quality and
satisfaction.
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This approach builds upon other strategic
initiatives at Centura Health, including:
	Creating systems of care across the network to
continuously collaborate on best practices and
pioneer new ways to deliver evidence-based
care
	Personalizing care and services to meet
individual patient needs based on available
data
	Embracing a consumer- and communitycentered culture
	Developing a disciplined approach to
monitoring metrics to guide focus and
improvements
	Expanding prevention, wellness and other
“upstream” efforts that affect the health status
of people and communities in Colorado and
western Kansas

CHI Pacific Northwest Division
Washington and Oregon

distinctive reputation by:

The CHI Pacific Northwest Division is dedicated to
providing access to the best possible care for every
patient in the highly competitive environment
of the Puget Sound and beyond. As Tacoma and
Seattle merge into a single market, CHI Pacific
Northwest is responding by partnering with urgent
care providers, joining with local physicians and
providers to form an accountable care organization,
and teaming up with another health system to
provide mental health services.

	Achieving the 75th percentile for quality, safety
and patient experience
	Being the best place to work and practice
	Achieving excellence in operational and financial
performance
	Bringing our Washington and Oregon operations
together as one CHI Pacific Northwest

Balancing both secular and spiritual components
of care to address the needs of a culturally diverse
population, the CHI Pacific Northwest Division will
continue to build on our strong foundation and

	Improving the health of key populations
	Engaging the community to support our mission
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KentuckyOne Health
Kentucky

Kentucky is poised to pioneer new approaches to health care.
With a large number of medically-underserved communities
alongside thriving towns and cities, the state has some of
the nation’s poorest health indicators as well as some of the
country’s most progressive health strategies. In 2012, Jewish
Hospital & St. Mary’s HealthCare and Saint Joseph Health
System came together to redesign the health system for the
future. Furthering this vision, a unique partnership with the
University of Louisville was implemented in 2013. Today,
KentuckyOne Health is the Commonwealth’s largest health
system, and is leading innovation, research and physician
partnerships that bring high-quality, cost-efficient specialty
care to Kentuckians close to their homes.
KentuckyOne Health continues its work to transform the health
care landscape and the health of the region by:
	Focusing on person-centered care that improves quality,
safety and satisfaction
	Expanding access points to address demand generated
by the expansion of Medicaid coverage across the
Commonwealth
	Building a culture that values caregivers and engages them in
providing the best care
	Designing a health care model that is consumer focused,
increasing access for all, especially in underserved areas
	Improving the health of populations and individuals, by
focusing on prevention, wellness and helping patients to
better manage their illnesses
	Building on the academic affiliation to improve health,
accelerate innovations in care delivery and partner with
others
With these strategic efforts in motion, KentuckyOne Health will
innovate within a new paradigm, one that integrates expertise
in specialty medicine with enhanced capabilities to provide a
full spectrum of coordinated care. Through these innovations,
KentuckyOne Health will deliver on its purpose to bring
wellness, healing and hope to all, including the underserved.
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Mercy Health Network
Iowa

A new joint operating agreement between
CHI and Trinity Health creates a new structure
for Mercy Health Network (MHN) that brings
the promise of excellent care to more and
more communities across Iowa. MHN provides
a platform for a true state-wide network of
Catholic and secular providers, both owned
and affiliated through contracts. As the largest
network of providers in Iowa with 42 hospitals
and 200-plus physician clinics, MHN strives to
create a more patient- and family-centered
regional system of care that improves the
patient experience, the value of services
delivered and the health of the population
served. These goals are particularly meaningful
in a state where the Medicare and Medicaid
populations are growing rapidly.
More specifically, MHN is responding to the
rapidly changing environment by carrying

out our mission of mercy through initiatives
designed to:
	Optimize population health capabilities
	Implement payer partnership strategies
	Develop new care models for increased
access and quality
	Create a high-performing health system with
a strong brand identity
	Transform our culture to regain the trust and
confidence of associates
	Improve the patient experience
	Rebalance and refocus the physician
enterprise to better manage population
health
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Alignment, Implementation and Measurement
We’ll meet our commitments to consumers and
communities only if every part of our organization
is pulling hard in the same direction. That’s why we
are bringing new levels of alignment and discipline
to implementing our strategy, measuring and
monitoring progress, and determining the steps we
must take to get better along the way.

boards and leadership will monitor system and
market progress through two key measurement
frameworks:
	A set of four strategic measures that address our
renewed focus on our community relationships
and our intent to move beyond care delivery to
impact the determinants of health. These will be
measured and reported annually.

It starts with CHI markets and functional areas
developing their own strategic plans, in service
to our shared vision and strategic objectives.
Each market will create a tactical, measurable
implementation plan to operationalize the
enterprise strategic plan locally.

	CHI’s Living Our Mission Measures reflect nine
vital areas of performance, reported quarterly. The
BOST has established enterprise goals for FY2018
and the intervening years for each measure.
Market-specific goals align with and support
these system-wide goals.

The Board of Stewardship Trustees (BOST), local

Strategic Measures
Community Relationships: The steps CHI takes
to collaborate with community leaders to
define and implement initiatives that address
community health priorities
 ealth Equity: The commitments CHI makes
H
to advance equity of care for the people in our
communities
E xpanded Access: The expansion of ambulatory
sites and other points of access to care
New Consumers: Progress in growing the number
of consumers our health system touches

Living Our Mission Measures
Service to the poor and vulnerable
Creating a fulfilling workplace for employees
Physician satisfaction
Providing excellent care to those in our
hospitals
	Delivering outstanding service experiences
to patients
Keeping patients free from harm
Growth
Shifting into value-based arrangements
Sustaining financial health
20
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Just imagine.
A mother turns to CHI again and again for the care of her family
members, knowing they will be met with skilled hands and tender
hearts. A primary care doctor proudly tells her peers, friends and
patients about her affiliation with CHI. A cancer specialist is able to
offer an ailing grandfather the latest genetic medicine in a CHI facility
close to home. A CHI employee leaves work each day inspired that
he has been empowered to give his best. Business and community
leaders are eager to come to the table to collaborate, confident in
CHI’s commitment to finding and applying meaningful solutions to
the issues that matter. The physical, social and economic health of the
community flourishes.

Together we can.
Join us in the pursuit.

“CHI is working to build a more humane world where poverty
is alleviated, communities are healthy and all persons have the
opportunity to develop their full human potential.”
Christopher Lowney, Chair
CHI Board of Stewardship Trustees
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Thank you to the divisions that supplied caregiver and patient photos for this publication:
CHI Health, CHI Memorial, CHI St. Vincent, CHI Texas Division, KentuckyOne Health.
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