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A LEADERSHIP PRINCIPLE FOR GOOD WORK

ST. VINCENT HEALTH

ﬁ UNIvVERSITY of ST. THOMAS


Presenter
Presentation Notes
 
Learnings:
Subsidiarity vs Subsidiary—one a principle of social philosophy—the other an organizational ???—see QA where “subsidiary” is used—see Nell Bruening’s commentary
Those closest to the work may know about their work, but may not so aware of how their work impacts other people’s work, nor how it fully impacts the patient of customer, or even the bottom line.
Standardization—understanding why Standards are in place; trying as best as possible to get people to participate in the development and implementation of the standard


 
I. Context: This session has been informed by a larger conversation that I want you to know about as engage the principle “subsidiarity.”  3points
VBL:  In 2012, the PCJP came out with a document called the VBL, which was the first Vatican document to deal with Subsidiarity at an organizational level
Story of Pierre-CEO of Multi-National—$2 Billion Manufacturing company—12 plants world wide, etc.
Catholic social tradition: informed by teaching, thought and action.  This discussion has been informed by action—a CEO who is taking subsidiarity seriously (Leo XIII—influence of Leon Harmel)�
2. Subsidiarity Leadership Uniapac Project (born in Bierut—4 groups (US, Europe, Mexico and Latin America)—Pierre’s idea—move the VBL farther.  
Ken Goodpaster, Jeanne Buckeye, Dean Maines. Pati Provinske

3. Ascension Discussion:
Last November I met with the Ascension’s Mission Leadership Team in St. Louis to share with them the findings from our UNIAPAC work. Great insights.  I have also had some further discussions with Sr. Maureen, Tony and Celeste and last March I heard Bob Henkel and Tony Terseni speak about Ascension’s operating model for the future
Challenges in Operationalizing Subsidiarity in Catholic health care and more specifically with Ascension and St. Vincent’s
Increasing Larger Institutions make it difficult to operationalize subsidiarity. Ascension’s 155,000 Associate organization.  How many at St. Vincent’s
Moving from a Parent Organizational Model to an Operational Organizational One—so as to capitalize on economies of scale, operational efficiencies
May with Leadership Academy—leaders from around Ascension
Now this Meeting—looking forward to your feedback.  I have found this journey both profoundly invigorating to work with an international group of scholars and practitioners with UNIAPAC and to engage this question with what I consider to be some of the most thoughtful people in Catholic health care at Ascension—Celeste, Sr. Maureen, .  

Transition: 

INTRODUCTION to Subsidiarity:
Charles Handy, a British Management Consultant Guru, called “Subsidiarity  . . . an ugly word. But once you have learned how to spell it and got your tongue around it, you will be unlikely to forget it.”

3 Challenges, which follow the VBL document of Seeing, Judging and Acting:

Seeing: Location
CSTradition has largely applied the principle to the State not to an Organization—not a lot of reflection here
Charles Handy and Bill Pollard: Ironically, it has been 2 Protestants—one a Management guru and CEO who have done serious thinking on this. 
Judging: Getting to the Heart of the Principle and not collapse it into one of several different Forms 
For Example, we tend to define  subsidiarity in terms of  “reducing decision making to its lowest level.” 
One Danger of this is that we mix up the Form and the Principle:
Example of Reell—Principle of Treating Suppliers Fairly and the Form of paying Payables in 30 days
Move to Asia where Receivables went from 30 days to 90 and 120 days—this form of the principle was no longer feasible.  
Subsidiarity, for example, is often described as “moving decisions to the lowest level of the organization” (form). This is a form of the principle of subsidiarity, but not the principle itself.  
When referring to decision making,  the principle [of subsidiarity] does not require [placing decision making at the] ‘lowest possible level’ but rather the ‘proper level’” to express the giftedness of the person and the Institution At the heart of the principle of subsidiarity is not the “autonomy of people,” but to create conditions where people’s giftedness can be expressed.  This may be expressed in driving decision making to its lowest level, but not always.  
Subsidiarity gets to the why, not simply the how.  Gives us roots.

3. Act: Finding ways to creatively express Subsidiarity in the unique circumstances you find yourselves in—complicated, hard work, mundane


Transition: A bit of background before we get to the See, Judge, Act.


« History: Pius XI, Quadragesimo
anno (1931)

« Etymology: subsidium “to help”
“to assist,” to strengthen

e Two Ways to Help and Lead:
= (Create Conditions
= [ntervention
 Two Ditches:
= Defect: Not giving help
when help 1s needed

= Excess: absorbing people’s
“function”
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I.  History
Pius XI, in 1931, writes an encyclical letter Quadragesimo anno where he  introduces Subsidiarity into the CSTeaching lexicon making that which was implicit, explicit in terms of a formal principle. This explicit articulation came about from a major shift in institutional arrangements.  
Historical Situation: ABSORPTION.  
The growing Totalitarian Movements in Europe (Communism, Fascism, Nationalism, Nazism) all sought to absorb within the state the gifts, missions, and authorities of families, schools, churches and voluntary groups. Lacking vibrant intermediary bodies, life in societies ruled by these regimes was dominated by the individual’s relationship with the state. 
Subsidiarity: A Principle of Social Philosophy—
How does Authority or Leadership Support and Help rather Absorb and usurp the gifts of people and institutions so as to foster the common good of society (an ordered society).� 
II. Meaning of Subsidiarity:
Etymology: Subsidium: to help, to assist, or Strengthen.  
Two Ways to Help:
Creating Conditions (Passive or apparently passive): create conditions to allow one to exercise their proper function; to get out of the way, you “free people,” to give people space, resources and opportunities to act, etc. 
Interventionist (Active): to strengthen those who need help to perform their function; more interventionist, more direct, etc. 
Two Ditches
Defect: Not giving help when help is need: the danger of a misguided empowerment without proper skill, or the laissez faire attitude that fails to see the full complexity of people’s situation 
Excess:  Doing things for people who should be doing it for themselves (micro managing)

TRANSITION to Work:  While Pius and the tradition have largely address Subsidiarity to the State, I would like to focus on principally on the Work Organization.  
What does Subsidiarity mean for those who work and how can we see it as a Leadership Principle for those of us who work in Catholic health care.  
Catholic Health is an important institution in the Church to help the tradition see Subsidiarity as a Leadership principle.  
Macro:  Subsidiarity and Health Care:
Defect: People who don’t have medical care and can’t get it or afford it, should be helped (subdium)—thus the 
Affordable Care Act: :  State helping people to get health care
Excess: Demanding that organizations, including religious ones, to provide things to people they find harmful, and violates their religious freedom, especially when they have other ways to provide it themselves.
Supreme Court Decision on the HHS Mandate: Coercing State:   
Micro/Organizational Level: My focus.

TRANSITION1 :  To order to begin to see the implications of faith in relationship to Subsidiarity I will use the traditional structure of CST See, Judge and Act.
Seeing: Situate Subsidiarity within the context of an Organization
Judging: Logic of Gift and Subsidiarity mean for Organizational Life:
Acting: How can it be Institutionally Embodied—what does it look like.

Transition 2: First, Seeing:  We have to SEE where this principle is LOCATED in the Organization:  VBL next slide 
 


Locating Subsidiarity

* Good Goods: making goods
which are truly good and
providing services which truly
Serve;

Good Work: organizing
Good work so that coworkers

Work | Wealth develop their gifts and
talents; and

* Good Wealth: creating
sustainable wealth and
distributing it justly:.



Presenter
Presentation Notes
Seeing is a Complex matter:  In order to see Subsidiarity in our organizations, 
we have to locate the principle in a way that helps us to engage its implications—so as to avoid the abstraction problem.
And then we have Evaluate 

I. VBL—Institutional Goods of Business: 
Explain the 3 goods (4 clicks)
Good Goods: making goods which are truly good and providing services which truly serve;
Good Work: organizing work so that coworkers develop their gifts and talents; and
Good Wealth: creating sustainable wealth and distributing it justly.

Focus on Good Work:  How does Subsidiarity relate to how we Understand Good Work.
VBL document was the first Vatican Document to Relate Subsidiarity to Business and Organizational Life in General.
The insight for this section largely came from a CEO on the committee Pierre Lecocq and our very own Dr. Kennedy.

Transition: One Significant issue in relation to Subsidiarity and whether Good Work  is being achieved is whether People find themselves Engaged or Disengaged in their Work  (Greenleaf’s test—are people growing in their work)



29% S55% 16% J
— - :
Engaged Not Actively ¢

Engaged Disengaged
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Introduction 
The CST speaks about the challenge of creating not just jobs, but “good work”  
One way to describe “good work” is whether it is engaging work—not the only way, but certainly one way.
Another way is to see whether people are “ENABLED” to do their work. �
2. CLICK Graphic: Gallup Studies on Engaged Employees—this is not a high performing culture to compete

Close to 70% of US Employees are Q and S people—Matthew Kelly—quit and stay people—people who quit work but who stay in the organization—work hard enough to stay at organization (minimalism). 
How long have you worked here—20 years—when did you quit, 15 years ago. Work is No Longer a Place of Growth, but of Stagnation 
Health Care has reflected these numbers: 
Study of Nurses at one Catholic health care system indicated that 60 % of the nurses were not engage.   
One health care system-wide associate engagement survey in 2009 and again 2011, "Confidence in Senior Leadership" and "Having a voice in decisions that affect me" were the lowest scoring items.
  �Transition: The Costs of Disengaged Workers are Significant 


O
Costs of Disengagement

 Financial Costs:

= A Gallup Study found that employee disengagement
impacts American businesses, with the annual cost of

disengagement ranging from an estimated $450 billion to
$550 billion.

= Companies with engaged employees outperform those with
disengaged employees as measured by lower employee
turnover, less absenteeism, fewer safety accidents, higher
employee satisfaction, faster growth, healthier margins,
better customer relations and fewer quality defects.

e Human Costs:

m . .for dead matter leaves the factory ennobled and

transformed, while men are corrupted and degraded.”
(P1us XI, 1931)
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I. READ: Financial Costs: 

A Gallup Study found that employee disengagement impacts American businesses, with the annual cost of disengagement ranging from  an estimated $450 billion to $550 billion.
Companies with engaged Employees outperform those with disengaged employees as measured by lower employee turnover, less absenteeism, fewer safety accidents, higher employee satisfaction, faster growth, healthier margins, better customer relations and fewer quality defects. A Gallup Study found that employee disengagement impacts American businesses, with the annual cost of disengagement ranging from  an estimated $450 billion to $550 billion.

Transition: But Financial costs are never merely Financial.  They are also Human Costs, best capture by a line from Pius XI

II.  Read:  Human Costs:
Pius XI:  for dead matter leaves the factory ennobled and transformed, while men are corrupted and degraded
 John Paul II: The Subjective Dimension of Human Work:� 
Transition:  
Moral and Economic Order tend to cohere.  Human work that is designed and managed that generates World Class Status is often a form of work that help people to develop and flourish.
What are the Reasons for this Disengagement.   There are many reasons,  but let me highlight 2, which I hope will begin to move us to why Subsidiarity is so Important.  

Extra: 
What does it mean to be Engaged: Satisfaction, competence, tools and skills to do a good work, lack of red tape and bureaucracy, Relationships not just exchanges, health communications,  connection to mission and purpose, affirmation and praise for good work, 

World class companies have employee engagement rates (vs. non-engaged or actively disengaged) of nearly two-thirds of their workforce.   Polling conducted by Gallup provides a helpful list of what makes an employee engaged at work.  The engaged employee is more likely to report that:  
I know what is expected of me at work. I have the materials and equipment I need to do my work right. At work, I have the opportunity to do what I do best every day. In the last seven days, I have received recognition or praise for doing good work. My supervisor, or someone at work, seems to care about me as a person.  There is someone at work who encourages my development. At work, my opinions seem to count. The mission or purpose of my organization makes me feel my job is important. My associates or fellow employees are committed to doing quality work. I have a best friend at work. In the last six months, someone at work has talked to me about my progress. This last year, I have had opportunities at work to learn and grow.
Employees are vastly more satisfied and productive, it turns out, when four of their core needs are met: physical, through opportunities to regularly renew and recharge at work; emotional, by feeling valued and appreciated for their contributions; mental, when they have the opportunity to focus in an absorbed way on their most important tasks and define when and where they get their work done; and spiritual, by doing more of what they do best and enjoy most, and by feeling connected to a higher purpose at work. The more effectively leaders and organizations support employees in meeting these core needs, the more likely the employees are to experience engagement, loyalty, job satisfaction and positive energy at work, and the lower their perceived levels of stress. When employees have one need met, compared with none, all of their performance variables improve. The more needs met, the more positive the impact.




e A Failure to See and
Develop Associates’ Gifts

A Failure to Build a
Community of Work
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Introduction: 
Some reasons for “disengagement” are generated by the employee themselves and the culture out of which they come from (entitlements, softness, laziness, cynicism, etc.), but Leaders need also to recognize where they contribute to the problem.
Schwartz talked about the problems of Incentives and Procedures—let me highlight to others that are related. 

I. A Failure of Leaders to See Employee Gifts—a failure to see that employees have something to Give. Bill Brinkman in the most recent Health Progress wrote about 2 reasons for this: 
High employee to leader ratios—as high as 30 to 1.  No time to see and develop people’s gifts.
Lack of Training: Bill Brinkman, in the most recent Health Progress, reports that the Navy spends 12-14 of its operating budge on training and developing its people; US Industry spends approximately 3-5%. Health care lags. 
Need to see training and development not primarily as a cost but as an investment. 

III.  They also make genuine Community at work nearly impossible.  See Bob’s paper.

Transition: One more thought on Seeing the Situation.  Good work is never in a Vacuum. 



=
Not in a Vacuum

Locating Subsidiarity

* Good Goods: making
goods which are truly good
and providing services
which truly serve;

* Good Work: organizing
work so that coworkers
develop their gifts and
talents; and

Good Wealth: creating
sustainable wealth and

distributing it justly.
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Introduction:
Good Work operates within a Market, which both provides opportunities and limits what work can be.  (Tensions among the 3 goods—see PW Presentation)

CLICK
I. FUNDAMENTAL Challenge—READ “How does Good Work create ‘sustainable’ (good wealth) person centric delivery systems that serve patients and communities (good goods) 

Good Goods: Patients (consumers):
Accelerated Rapidity of Change and Permanent Whitewater: Ascension is experiencing significant change in the way Health Care is delivered, the way it is financed, and the way that is regulated, etc. 
Inpatient care is decreasing, but health care spending is increasing—
Need to Find ways to serve patients in a changing health care market:  
Providers are expanding their focus beyond “sick care”; 
Non-traditional competitors are creating disruptive business and care models.  Walgreens, CVS, entrepreneurial start ups, how much market, money, opportunities are being lost to Walgreens and CVS and other entrepreneurial ventures?  Thus the kind of work that needs to be done needs to change. 
Good Wealth:  The Way Health care if financed.  
Greater Demands on Reducing Overhead, drive out waste, and increasing overall efficiencies. 
Payments are Changing: (insurance, government, companies, individuals) 
Pay for Performance Incentives:  Medicare and private insurers are increasingly paying health care providers according to their performance as measured by the quality of the care they provide.  
Increasing commoditization.  
  
II. Danger of Insulation: Are we reading the river? Or are we self-congratulatory and internally focused on “good work.”
We can have Good Work and go out of business—this is not what we want.  
Especially Large Organizations, with a bloated bureaucracy, we can seduced ourselves into an illusion of insulation. 
Tony Tersigni— Someone asked him, what keeps him up at night—becoming a dinosaur 
CHANGEs in the Market are Demanding changes in the way we do our Work.  
TIME is a Challenge:  Need for FORESIGHT. where are things  going.
 Medical Analogy:  Machiavelli, though he is not generally a good source for virtuous leadership, was right when he observed that 
it is easier to cure a disease at its beginning although harder to detect, 
“but as time passes, not having been treated or recognized at the outset, it becomes easy to diagnose but difficult to cure.”

Transition to JUDGE: 
The Driver of the Response to these Changes has to be Mission/Ministry—otherwise, we are prone to commodity land, where prices runs everything
Seeing Reality is Complex and seeing where this reality is going is daunting, which is Principles of Judgment grounded in the Ministry are needed to Guide us. 
A Key principle is Subsidiarity, since Informs the imagination, which taps us into the Logic of Gift that enables us to Act in way that Makes the World better.



The Logic of Gift

* “Subsidiarity respects personal dignity by
recognizing in the person a subject who 1s always
capable of giving something to others” (Benedict).

* At the heart of subsidiarity is not a right to
autonomy, but rather a munera (function), a gift to
be given (Hittinger).

* “God has not willed to reserve to himself all
exercise of power. He entrusts to every creature the
functions [munera] it is capable of performing,
according to the capacities of its own nature. This
mode of governance ought to be followed 1n social
life. The way God acts in governing the world,
which bears witness to such great regard for human
freedom, should inspire the wisdom of those who
govern human communities” (Catechism).
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Introduction: 
Principles, when they are in good order, help us to make� good Judgments because they tell us about our roots (where we come from) and our end (where we are going).
They give us Roots (starting Point):  It is of critical importance that we always take time to explore our origins and our end. �recognize the “roots” of principles, otherwise we are prone to misunderstand them, and even worse turn them into SLOGANS. 
They give us Direction: (End)
Temptation: As Americans, and in particularly, as leaders, we are very pragmatic people, and since not every one will agree on the roots, namely, the theological claims, we are prone to ignore them, and SUBSTITUTE something that we can all agree on.  
As a Catholic health care institution, this is a mistake. We have to speak from our deepest Center, a Center with Roots that keeps us grounded, NOT from our Lowest Common Denominator. 
Catholic health care, along with Catholic education and social services, are best delivered when they are Ministries informed by the LOGIC of GIFT.
We don’t always have to explain our roots, but we want to be mindful of them.

Transition: In order to understand Subsidiarity as a Principle, we need to understand 2 underlying logics of Subsidiarity.   
Logic of Gift; 
Logic of Justice and  

I. READ:  The Logic of Gift  (not simply the logic of contract or market)  (read 3 bullets—3 clicks)

Read Benedict: “Subsidiarity respects personal dignity by recognizing in the person a subject who is always capable of giving something to others.”
Comment:  
Gaudium et spes: This Logic of Gift reveals that the Person cannot fully find himself except through a sincere gift of himself. (GS, 24)
The exercise of these Gifts is what we call one’s Vocation and Calling. 
Read: Hittinger: “At the heart of subsidiarity is not  a right to autonomy, but rather a munera, a gift to be given. “ 
Common American/Libertarian Interpretation:  Often, when Subsidiarity is mentioned, it is proposed as a principle that emphasizes Individual AUTONOMY—which is often why it gets expressed in driving decision making to its lowest level.
Temptation to see it as only a “decentralization” principle to get more autonomy—no, it is much deeper.
MUNERA: If we are to get to the Roots of Subsidiarity, we need to see that it HINGES on the meaning of this word munera which is often translated as “one’s function”, but would be better translated as one’s gifts, vocation, mission.  
Function:  parent, work function, parishioner, political, etc. i.e., contributing to the well-being of others. 
When Pius XI introduced subsidiarity, he fundamental concern was that the State was Absorbing the unique and special gifts of family, education, volunteering associations and the Church.
What was violated was not some abstract right to have autonomy, what was violated was that these people and institutions, such as the family, had gifts to offer.�
3. Catechism (Created Order—it is how we are made): Introduction. This Exercise of their gifts allow them to become who they are.
READ:  The Catechism explains   “God has not willed to reserve to himself all exercise of power. He entrusts to every creature the munera it is capable of performing, according to the capacities of its own nature. This mode of governance ought to be followed in social life. The way God acts in governing the world, which bears witness to such great regard for human freedom, should inspire the wisdom of those who govern human communities.”  (Catechism, 1884)
Chiara Lubich, the founder of the Focolare Movement and of the EoC (800 companies) explains That the person in front of you is a gift—your employees are a gift. 
They are NOT merely Human Resources, Human Capital, 8 hr units, FTEs, etc.  but as persons with much to give and much to gain in the community of work.  

 Transition: Logic of Justice.  This Logic of Gift has along with it a Logic of Justice which can be expressed more “negatively” or in terms of what we might call a “logic of justice” which complements a “logic of gift.”


Logic of Justice

* Justice: If economic systems lessen people’s sense of responsibility
or rob them ““of opportunity for exercising personal initiative, then
such a system . . . 1s altogether unjust—no matter how much wealth it
produces, or how justly and equitably such wealth is distributed” (John
XXIII),

* Thou Shalt Not Steal. It is “a grave evil and disturbance of right
order” (Pius XI) when leaders and authorities absorb employees’ gifts
and rob them of their corresponding responsibilities.

* Leadership Principle: “We must as leaders embrace the principle
of subsidiarity. It 1s wrong to steal a person’s right or ability to make
a decision. If we do so, 1t will ultimately cripple the firm” (William
Pollard, former CEO of ServiceMaster).
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Logic of Justice: Thou Shalt Not Steal One’s Gifts (gives a different tone)
READ:
1. Justice: John XXII (1961) If economic systems “lessen a man’s sense of responsibility or rob him of opportunity for exercising personal initiative, then such a system . . . is altogether unjust—no matter how much wealth it produces, or how justly and equitably such wealth is distributed” (John XXIII). 
Comment: 
Why?: we flourish and develop as people when we can actively exercise our gifts; 
Thus, Organizations are never just about wealth creation and distribution, it is also about Good WORK. 

2. Thou Shalt Not Steal (non-absorption). It is “a grave evil and disturbance of right order” (Pius XI) when leaders and authorities absorb employee’s gifts and rob them of their corresponding responsibilities.
Comment: We often associate this commandment with Property and Things (don’t steal my stuff) but Subsidiarity wants us to focus on people, and their gifts. Subsidiarity calls for Leadership to provide help in a manner that fosters not dependence, but instead, promotes “freedom and participation through assumption of responsibility.”�
3. Leadership Principle:  William Pollard, former CEO of ServiceMaster, stated it this way “We must as leaders embrace the principle of subsidiarity. It is wrong to steal a person’s right or ability to make a decision.  If we do so, it will ultimately cripple the firm.” (William Pollard, former CEO of ServiceMaster)—most likely received these insights from Charles Handy
Subsidiarity, as a leadership principle, tells us that we should create conditions that allow people to exercise their gifts for the good of the organization and for their own good.
When leaders think this way, they get closer to their employees. 
For Pollard and CST, work is never just an exchange, but a relationship, never exhausted by its instrumental value. 

Transition:  
These 2 Logics give us a good grounding to Subsidiarity.
Yet,  as a Leadership Principle, Subsidiarity cannot fully articulate what it means to be a good leader. This is why in the Catholic social tradition, subsidiarity is regularly complemented with another principle, solidarity, both for the sake of subsidiarity’s fulfillment and to inhibit its excesses. 


=
“Subsidiarity must remain closely

linked to . .. Solidarity” (Benedict)

- B PATERNALISM/ COMMUNITY OF
“EN O CENTRALIZATION PERSONS
=

I

D

A

R

I
o T COLLECTION OF PRIVATISM/
S Y INDIVIDUALS AUTONOMOUS

SUBSIDIARITY

LOW HIGH
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Read: Benedict Explains that:  “The principle of subsidiarity �must remain closely linked to . . . solidarity and vice versa

 Key Insight: Principles need other Principles:  We find that �every principle and idea needs a complement to fulfill itself,� without that complement the principle fades.(back to Imagination)
Rights and duties 
Without duties, rights generates selfish individualism, and without rights duties collapse into blind obedience.
Faith and Reason: 
Reason unhinged from Faith turns to a cold empirical calculation; Faith without Reason turns to sentimentality or Rigid Fundamentalism
Work and Leisure 
Thesis from last talk: We will never get work right unless we get leisure right

I. MATRIX:
Community of Work:  Harmony and tensions between person and institution.
Subsidiarity needs Solidarity and vice a versa—since both are needed for an Organization to be a Community of Persons (not autonomy)
Solidarity brings to Subsidiarity a unity of Purpose, a good to be held in common that bonds us together as a Community.  
Solidarity is not a feeling of vague compassion, it is rather “a firm and persevering determination to commit oneself to the common good.”  
What is the Common Good or Unity of Purpose of Ascension
Continuation of the healing Ministry of Jesus. “
Mission:  “Rooted in the loving ministry of Jesus as healer, we commit ourselves to serving all persons with special attention to those who are poor and vulnerable. Our Catholic health ministry is dedicated to spiritually centered, holistic care, which sustains and improves the health of individuals and communities. We are advocates for a compassionate and just society through our actions and our words.
Health care that works, that is safe and that leaves no one behind. �
Subsidiarity without Solidarity gives way to Privatism/Localism (bottom right)—CLICK.  It leads to 
Temptation:  Subsidiarity is often seen as a code word for a Right to AUTONOMY, almost a kind of libertarian knee jerk reaction that my independence is what matter most, and that no higher authority has a right to tell me what to do (localism).  Examples
Safe Example:  Universities:  
Autonomy of Departments and Schools:
Do your own Hiring, create their own curriculum based on their own discipline.
Creates Insularity and detachment from mission and the student
Tends toward Departmental Uniformity withy no connection to university mission 
Health Care: Autonomy of Ministries
There is a truth to the Local push of Subsidiarity.  
Subsidiarity emphasizes making decisions at the more local or even personal level in keeping with the idea that this is a way to help people express their gifts and develop in their work (subjective dimension of work).  
HITTINGER:  However, Subsidiarity, esp. in light of Solidarity, does not require “lowest possible level” but rather the “proper level.” The proprium is not determined by size or locality, but by gifts of the associate to achieve the mission of the Ministry.
If Subsidiarity is simply about pushing things to the lowest level, it can easily result  in 
Autonomy without Unity of Purpose, 
Independence without Common Pursuit.  
And the Result is often a culture of Entitlement and Insulation.  When leaders create a place where the diversity of talents is exercised (subsidiarity), yet close themselves off to solidarity, they risk fostering workplace attitudes that are increasingly self-referential and employees who are isolated from their Common Purpose.   
 The unintended consequence may be a culture of entitlement.  Such single-minded thinking can become a fixation and starve the organization by not forming a shared identity. 

3. Solidarity without Subsidiarity gives into a “Paternalism” and Centralization (top left)  
Temptation:  To achieve Solidarity, there is always a danger to Impose an increasing number of rules and Centralize more and more of the organization.  where the Central Office knows best. 
It leads to a Conformity that generates passivity, groupthink and lack of opposition and a serious “loss of human energies” (Compendium 187) 
What Subsidiarity does for solidarity it to prevent it from gradual slipping into uniformity and conformity.  

4. Without either Subsidiarity and Solidarity, organizations become INEFFECTIVE and JOYLESS and become simply a “collection of individuals.” 

Transition: So, How does Subsidiarity Work at Work—ACTING
How to get Solidarity and Subsidiarity operationalized in a 155,000 Associate Organization?


Subsidiarity at Work

*Orienting
*Institutionalizing

*Sustaining
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READ:  “So How does Subsidiarity Work at Work.”
Comment:  Leaders need to articulate a cultural agenda for Subsidiarity which can be described under three headings: 

Orienting an organization’s culture toward subsidiarity; 
Move our Articulation of the Principle of Subsidiarity to more specific implications—GOOD WORK�
Institutionalizing subsidiarity into the practices, policies and structures of a company; 
Practical Wisdom: need to design and executive effective means that can embody the meaning of subsidiarity, within the Specific Situation you find yourselves (changing market place, changing regulations, etc.).  

Sustaining subsidiarity into an organization’s future.
Things are never static—need Foresight 
Unintended Consequences: dying of the light; etc. 

COMMENT: 
1. RESIST ABSTRACTION: These 3 acts of an organization serve as a “Progressive articulation” they provide successively more concrete and specific interpretations of high level principles, enabling individuals and organizations to apply them with more precision and less ambiguity.



Orienting Subsidiarity toward

Good Work

* Designing Work: Design in
participation to draw out the full
potential of people.

* Developing People: Those closest to
the work often know the most about
the work, especially when educated
and equipped.

* Building Community: : To take
upon oneself, in full trust, the risks of
the lower level’s decisions.
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Orienting: (not orientating 
Introduction: (progressive articulation of subsidiarity)
 Orienting serves as a bridge between the  Judge and Act sections, �by providing greater specificity to  what is being claimed by �the larger principle of subsidiarity discussed in the Judge Section. 
Primary Principle of Gift and Justice move us the following 3 

Define the Work Broadly: Designers of Work.  READ “Design in Participation and draw out the full potential of people.” 
Participation: “A characteristic implication of subsidiarity is participation.” Compendium, 189). 
Howard Rosenbrock, a Manufacturing Engineer,  puts this issue in a rather Provocative way, when he states “If Engineers (who often design work processes in manufacturing, could design work as if people were Robots, they would design more human work.”
C.S. Lewis: the Tragedy of human life is not that we demand so much but that we are willing to settle for so little.
Human Development at Work:  People develop at work when they use their intelligence and freedom, so Push Decision Making to its most appropriate level with an inclination to distribute responsibilities and leadership in decision making rather than centralize them.  
 Build in Voice:  In other words, the more participatory the workplace, the more likely each worker will be to develop. Employees should have a voice in their work, especially in the day-to-day work. This fosters initiative, innovation, creativity, and a sense of shared responsibility.  (Voice Kit)
Limitations:  This does not mean that all work is without boredom, sacrifice, distaste, difficulty and down right monotony (grading!).  Work, after the fall, has a “toil” to it. 
 
 Teach and Equip: Developers of People (growth of co-workers) READ. “Those closest to the work often know the most about the work, especially when educated and equipped.”
The role of Leaders shifts from a controller of individuals to enabler of Persons and Teams.  When done well, this frees people to bring out their best and generate innovation and creativity that would not be seen by leaders.
Leaders—developers of all your people, not just top leaders. 
Lack of Training: Bill Brinkman, in the most recent Health Progress, reports that the Navy spends 12-14 of its operating budge on training and developing its people; US Industry spends approximately 3-5%. Health care lags. 
Need to see training and development not primarily as a cost but as an investment. 
Limitations on Budgets: Reell—2007-10—no money to develop people�   
 Beyond Delegation to Trust:  Builders of Community.  READ “To take upon oneself, in full trust, the risks of the lower level’s decisions.”  
When writing the VBL, Pierre Lecocq,  CEO of $2 billion multinational fuel injection company, explained that he felt the Full Flowering of Subsidiarity was found in this relationship of Trust. 
Beyond Delegation: 
Tool: Delegation is a very important tool to any leader—Drucker explains that is allows leaders to do their “specific work.” Too often leaders are doing work they should not be doing. 
By Itself, Delegation can give the Impression, however, that leader owns all the work and then allocate it through delegation so as to be more efficient.   All authority resides in the leader. 
Lecocq felt that delegation was not enough, since by itself something one could take back whenever one wanted. Machiavelli talks about delegation.  But it is seen as a tool for power, efficiency, and profitability.  
Delegation informed by the Subsidiarity turns it into TRUST, a bond of communion, that builds Relationships, and eventually a Community of PERSONS. It calls people to excellence and participation and to grow and accept their full responsibility.
Turning Work into Professional Work:  Professionalism:  Charles Handy states, “Now it seems to me that the principle of subsidiarity is at the heart of professionalism. Think for a moment about the doctor in the emergency room of a hospital. The doctor is in charge even though she may be straight out of medical school and her specialty training. The doctor is in total charge in that place at that time because she has the knowledge and skill. As a consequence, all the decisions are hers to make because she is a professional and because you are dependent upon her knowledge.  
Refer back to Schwartz’s janitor examples—Mike and Sharlene and Luke—Janitors whose moral will and right skill knew what to do. 
Give example of Ruby and my mom—a deep sensitivity to human suffering and that suffering is redemptive. 
LIMITATIONS:  Not everyone is a professional and not everyone deserves full trust. 
Limited Delegation (to Full Delegation/Trust: 

TRANSITION:  TENSIONS in building a Culture of Subsidiarity  


Institutionalizing Subsidiarity

Definition: to infuse subsidiarity into the practices, policies,
programs and structures of the organization that enable it to go
beyond the economic, technical and legal requirements of the
task at hand.

Practices, Policies, Structures, Programs, Metrics
* Organizational Structure and Job Design

* Employee Development and Formation

* Continuous Quality Improvement

* Performance Evaluation/Rewards and Incentives

 [Internal Promotions

e Turnover
e Others
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See Paper—Mary has captured these well. 
 Introduction to Institutionalization:  
Once corporate leaders achieve an� orientation for their companies, clarifying the direction �they wish to take -- the process of institutionalization �becomes paramount. �
I. Define Institutionalizing: “Institutionalizing,” like Subsidiarity, is not a pretty word, but it is an important one.  
READ:  to infuse subsidiarity into the practices, policies, programs and structures of the organization that enable it to go beyond the economic, technical and legal requirements of the task at hand.
Mission Drift and Homogenity: If we fail to creatively institutionalize, our organization will suffer from  “mission drift” where the institution’s policies, practices, processes, etc. are not linked to its deepest commitments.   

Transition: So what are the “institutional policies and practices” that can operationalize Subsidiarity?  What are the institutional levers that when pulled, cause greater change to occur in an organization? Archimedes famously stated “Give me a place to stand and with a lever I will move the whole world.”  Levers/institutions.

Summarize: READ List of Items—finding ways to help people understand that these areas are Principled driven.

Organizational Structure and Job Design 
Two Key Starting Points for Job Design in terms of Subsidiarity:  
Priority of the Person, of Labor: Recognizing the Gifts of the Person. Are you utilizing the full talents and gifts of the people you have?
How do you design in formal Structures to Mediate Participation, that is how do people participate more fully and more meaningfully in their work 
Increasing the level of skill-based work—moving back to a form of CRAFT work (intellectual)
Allowing when possible a form Shared Governance; etc. 
Collective Intelligence: (MIT Sloan School’s Center for Collective Intelligence):  Within an Organization, how does one bring the collective gifts of Associates that creates the conditions that make them more intelligent and more productive as a community.  
Goal Alignment: working collective toward the same ends.  Without this alignment, collective intelligence fragments.
Avoiding Group Think in the process
Team-based work that raises collective intelligence, rather than bringing it to the lowest common denominator; (Thomas Malone at MIT)
Social Perception: reading people’s emotions (often through their eyes)
Equality of Contribution: When one or 2 people dominate a conversation there is less collective intelligence
More Women, the more collective intelligence, largely because women have more social perception. 

2. Employee Development and Formation:  Such an understanding of Job Design depends upon Employee Training and Development.
Allocation of Resources (always a value statement):  How many resources are devoted to the Development and Formation of Employees (and to what class of employees) 
Training and Development Budgets:  The need to develop workers is very important in subsidiarity. A great embarrassment for certain organizations is how much they spend on developing their people.  
Example: Health care in certain places spends at most 2% of its budget on training. Other industries average 6-8%. DOD is over 12%.
To Who: in many of these organizations, a significant amount of the budgets go to Senior Level Executives. 
Peter Drucker’s speaks about  “Making strengths productive throughout the whole organization.     
 Jeffrey Pfeffer, from Stanford, speaks about unlocking the “hidden value in all their employees.”  �
3. Continuous Quality Improvement (Talone):   How do you not only do excellent work, but how do you improve it. Each and every employee, from the highest ranking to the most menial, assumes responsibility not just for doing an excellent job, but for improving that job annually. In the best run programs, the burden of responsibility is shared equally among line workers, managers and executives for continuous improvement of the total organization. 
Increasing Safety initiatives, LPNs, CNAs and RNs are encouraged to report near misses or medical mistakes in order to improve patient care and prevent further sentinel events. Safety initiatives insure a culture of responsibility, rather than a culture of blame. Employees who experience encouragement to express themselves, to be heard, to have opinions, and to take pride in their daily work, are engaged employees. They are men and women who know that their dignity is respected, their work matters, and they have ownership in the organization to which they dedicate themselves.
 
Case of Job Design and Employee Development and Training—Reell—From CDC (Command, Direct, Control) To TET (Teach Equip, Trust:   

Give example of Job description of Janitor in Hospital—see Schwarz

Performance Evaluation Based on Subsidiarity:
Rewards and Incentives that Promote Subsidiarity: How can subsidiarity be written into the incentive structure of the organization, alongside financial goals and performance criteria of other kinds?  If the “first nature” of the corporation is economic, how can corporate conscience become “second nature”?
Percentages of Internal Promotion—people who have developed at work.
Rates of Employee Turnover: good and bad turnover
Associate Engagement Survey Employee Engagement Surveys:  Relate to ASCENSION Ascension Health did a system-wide associate engagement survey in 2009 and again 2011, "Confidence in Senior Leadership" and "Having a voice in decisions that affect me" were the lowest scoring items.  As you know a "Voice" toolkit and associated training was developed and deployed but there has not been another associate survey since its deployment. The FY14 AH Scorecard has an item on Leadership Engagement , which I suspect was developed in response to the low scores in that area. In short, AH seems to be working the problem.

 Transition: Sustaining
 



Sustaining Subsidiarity

* Mission Driven Recruiting and Hiring for
Subsidiarity Leadership: Board, Executive,
Supervisory
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Introduction: The Fragility of Sustaining a Culture of �Subsidiarity 

Key is Recruiting and Hiring for Subsidiarity Leadership: 
Difficult and never Guaranteed, but one can increase the Probability.
Hiring the wrong people can do significant damage to a culture that takes Subsidiarity Seriously
Talented but Technocrats (those unable to relate)
 Eric vs Kyle—certain leaders will be attractive to mission based organizations but �their leadership styles can be autocratic and they don’t know that there is no fit here. 
Bob’s insight: freeing people to work, but if they are the wrong people they do damage (for Bob it was Dan Stemm, Eric and Stan)
Participative but lack talent
Failed Search is not finding a person, but hiring the wrong person.
On every level: board, executive, supervisory 
Exercise in Hiring:  Pierre Lecocq’s Exercise.  Pierre. Ask in an Interview ask leaders within the organization about certain decisions they make and information they request:  
Decision Making Pattern:  “Was it really up to you to take this or that decision?  Why did you feel it necessary to take on this decision?  Could you have given such a decision to others? 
Information Requested:  Similar questions can be asked about a leader’s view of the information required to manage.  “Why do you need that information? Is it really absolutely necessary to exercise your own responsibilities or is it to control the lower level? In the latter case, why do you need to control? Is it a matter of trust?  How confident are you that you have chosen the right person?  Trained effectively?  Provided the employees the right tools?” 
Are you hiring Micro Managers, Control Freaks, etc.?

TRANSITION:  The Messiness of Operationalizing Subsidiarity will always confront TENSIONS.  So let me conclude on this point. 
 


=
Conclusion: Tensions in Shaping a

Culture of Subsidiarity

 Trust and Accountability: Give as
much individual responsibility as
possible and as much administrative
support and/or managerial
intervention as necessary.

e Standardization and Innovation:
Make as many standards as necessary
but ensure as much initiative and
innovation as possible.

 Decentralization and
Centralization: Move decision-
making to the lowest level possible
and to the highest level necessary.

ﬁ UNIvVERSITY of ST. THOMAS
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 Introduction:
Dealing with Tensions.  
Size: Creating a culture of subsidiarity is difficult, especially in an organization with 155,000 Associates and 
Volatility of your Industry: in a Difficult and Competitive Industry such as Health care.
Mistakes: It is always in danger of confusion, misapplications, and distortions.  
Tensions can be 
Creative that generate good things esp. if one can hold the tension together
They can also be Prickly and create disorder
Fundamental Tension and need for PW: Good goods and wealth and Good Work
2 ditch problem: 
Instrumental: On one hand we turn Subsidiarity into an “instrumentalist” principle—we care about your development so as to get you to work harder; 
Instrumentalizing good work to good goods (serve the customer) and good wealth (increase margins)
Autonomy: On the other hand, we can turn Subsidiarity into an “autonomy” principle, I should get to do the kind of work I want.
Not taking into consideration good goods and good wealth. 
Each ditch resolves the tension by not dealing with the other good.
Come back to Practical Wisdom for Leaders—dealing with and living with the tension (Frank Schwinn’s idea)
Let me highlight 3 specific tensions

TRANSITION:  There are a lot of Tensions in Shaping a Culture of Subsidiarity:  Let me highlight 3: 
I. Trust and Accountability: READ “give as much individual responsibility as possible and as much administrative support and/or managerial intervention as necessary.” 
Ideal Harmony:  we always hope that as we give people more responsibility they will seek out help when they need it or they are at least open to the help.
TENSIONS:
Catch 22: Charles Handy, a leading management theorist and consultant,  speaks of this as a  Catch 22 “Trust has to be earned, but in order to be earned it has first to be given.” 
Taking Risks--
  Limited to Full Delegation—Prudential Judgment—Jeanne’s Insights. 
We can give trust and full responsibility too quickly, then realizing the problem, we take it back and find ourselves in difficult relationships. 
Yet, one needs to be careful that the way accountability is accomplished does not undermine trust. 

II.  Standardization and Innovation (and experimentation): READ “Make as many standards as necessary but ensure as much initiative as possible”
Ideal Harmony:
When organizations stress innovative continuous improvement on the front line, allowing them to raise quality and productivity constantly while eliminating waste and inefficiency, this continuous improvement, especially when it is shared fosters not only innovation, but, paradoxically, also as the primary way to drive standardization.
E.g.: Safety Processes on Amputations: 0 accidents.  Everyone needs to do it who are having more than 0. 
Knowledge sharing helps to manage the frequent trade-offs between the top-down need for network wide consistency and bottom-up encouragement of employees; without it, the best ideas might not get disseminated across different units of an organization. Such companies are unlike market-focused ones, which push alignment and consistency more strongly from the top down by analyzing external trends and developing a clear strategy for where the market is going.
Knowledge Sharing needs FEEDBACK LOOPs to course correct, to develop share the learnings; how are we going to function
EXTRA:  Standardization (the science of something) is about taking out variability so as to find “the best way of doing something.”
take better care of patients (safety, relationships, etc.) and be more efficient in resources (quality principle—see Dean, Kyle, etc.)
 Ascension needs to benefit from its size, scale and experience, which means standardizing capabilities & approaches in a way that adds value to the way it delivers health care 

TENSIONS: 
When does Standardization Repress Innovation; and vice a versa  
Danger of Proceduralism (see Schwartz): Taylorism: overly rigid control of a bureaucratic and technocratic management system that can repress Innovation
Schwartz’ example of the Janitor—the Art of the work, that gained by experience
Communication of Standards of “why” they are important and not simply “how” you do them.

III. Centralization and Decentralization:  
READ “Move decision-making to the lowest level possible and to the highest level necessary.” 

Ideal Harmony:  Anything that can realistically and reasonably be done on a local level should be done at that level. And those tasks that cannot effectively be organized at a local or regional level should be done at the higher or more central authority. For example: Centralization: From 110 Payroll Systems to 1 (ERP—Enterprise Resource Planning)
When Discerning when to centralize and decentralize.:  Utilize a Process call RAPID; Need to centralize, now how to get as many people’s input as possible—people don’t have a right to have their own payroll system, but they do have the right to be heard and served on the way the system is developed. 
Centralization and Participation:  From Participation, to Opposition, to Decision
Criteria:
Mission
Commodities:  So for instance, Unilever used to manufacture soap powders in every European country. And it marketed them in every European country. In a sense this was total decentralization. But of course, once soap powders became a commodity, where price mattered far more than anything else, it became rather ridiculous to be so decentralized. They were sacrificing economies of scale. So they now actually manufacture soap powders in the center of Europe--in one place--which seems to me an appropriate use of centralization. The problem, of course, is deciding which goes where. 

2. TENSIONS: Local vs Central: 
What things should be done locally that are done at Central and vice a versa?
St. Vincent’s vs Ascension
Individual ministries and central St. Vincent’s
�
TRANSITION: 
Are these the right tensions? The right language?  We will want to explore this since the language you use here will be important in helping people understand.
Exercise:  move to the spirit of the exercise

EXTRA: Nice Insights
Dyck:  Organizing. From a conventional perspective, organizing involves managers arranging human and other organizational resources in order achieve their planned goals and strategies. Fundamental concepts in organizing include centralization (how much authority people at different organizational levels have), specialization (dividing large, complex tasks into a series of simpler tasks), and standardization (achieving coordination across organizational members). In contrast, alternative organizing would be steeped in ideas of subsidiarity and involve arranging resources with an emphasis on dignification, experimentation, and sensitivity to others needs in the process. This alternative promotes organizational structures that help employees flourish. For example, instead of ensuring orderly deference via centralization, an alternative approach would emphasize dignification where everyone is respected and listened to. Instead of using standardization to ensure that members perform their tasks in the best way possible, an alternative approach emphasizes experimentation to encourage constant improvement. 
Handy: The corporate center is not in charge of the operation unless the organization is under direct threat. You see, in normal times, the job I give to the corporate center is to be what I call, "in charge of the future." It means keeping an eye on the competition, on new markets and on strategy. The organization's overall architecture and design are also the center's responsibilities. That means that the center can move some key people from one operating unit to another, if need be, for the good of the whole. If China is important, long term, you can't expect China to be able to generate everything on its own, straight-away. The center would move people and resources there. If the center is in charge of the overall future, some of the money from the operating divisions must also be used to invest in the future. The center guides those investments. And, when it comes to marshaling the corporation's overall forces, including its financial resources, the center is in charge of that. Those are some of the ways it adds value.
 Authority:  The Challenge of placing Authority at the Right Place--Organizations have to act as a Whole and not mere discrete parts
“The principle of subsidiarity insists . . . that when there is a hierarchy of authorities, decisions should be made by the competent authority, which is often closest to the situation.” (Kennedy) 
“Persons in positions of authority do not needlessly interfere with the actions and decisions of subordinates, and subordinates offer persons in positions of authority respectful obedience
Misplaced Authorities
Some Associates who are among the trees and can’t see the forest—they are making margins on activities that changing, but they can’t see the changes.
 
Church: Unity in Doctrine and Morals (Standards), but will be expressed in different ways (but not contradictory ways) throughout different cultures.
TRANSITION:
RAPID: Recommend, Agree, Performer, input, decision
Participation, Opposition, Decision  
Clinical Excellence—Red Rules—never to be broken and must do
Surgery—if a limb is to be removed, surgeon must be the one who marks it; they also need verification of the mark; etc. 


O
Bridge/Gap Exercise

Subsidiarity, Good Work and Practical Wisdom - *

What grade would you give St. Vincent’s on implementing the
full meaning of Subsidiarity into the organization? Justify
your grade with what you see are the gaps and bridges.

The following questions can serve to address the question above:

1. In what ways are we engaging Associates to bring their full talents
and gifts to the organization? What current programs, policies and
structures serve to foster a Subsidiarity culture at St. Vincent’s?

2.  What challenges make 1t difficult to nurture and build a culture of
subsidiarity? How do we avoid a culture of disengagement?

3. How can we promote subsidiarity in our communications? What
kind of language works, and what gets in the way?

4. How will you lead in ways that promote subsidiarity? What inner
qualities and dispositions do you need to continue to cultivate in
order to exercise this type of leadership?
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Introduction
1. Spirit of the Exercise: Making Friends with Hypocrisy: I would like to TRANSITION ourselves to a BRIDGE?GAP Exercise with a story, which I hope can provide an introduction to the SPIRIT of how we should into such an Exercise.   
Mom: One of the more dramatic moments of my teenage life, occurred one Saturday night when four other teenagers from the local Catholic high school took turns taking punches and kicks upon my body.  My beating took place in front of the Catholic Church our family attended, St. Bernadette’s.  (Br. Rice students—Irish Christian Brothers).
  The next morning, when our family went to Mass at that church, I saw one of my assailants.  Filled with a certain righteous anger,  I announced to my parents when I got home that I was never entering that church or any other Catholic church again with so many hypocrites in it.  
  My mother, who was from Ireland, in her lovely Irish accent,  responded “Michael, there is always room for one more, you know!”
  This was not what I wanted to hear.  I was the victim. I was the peace loving kid.  I was the person who wouldn’t hurt a fly.  I was . . . , I was, and still am, a hypocrite! 

2. SIN and Self:  What my mother wanted me to see was a very important lesson:  When we think of sin, vice, hypocrisy, our first thought should be ourselves.  
Fr. Cantamelessa, the papal household preacher,  stated, that hypocrisy, “is perhaps the most widespread human vice, and the least confessed.”  
This  is not only true for self-righteous teenagers such as myself, but it is also an organizational hazard among leaders, who tend not to see the problems and self-contradictions between principle and practice in their organizations.   
Brooks Column: sometimes we have to go backward to go forward.  That is why confession is so important. �
3. LEADERS:  Studies show that leaders are usually far too optimistic about their organizations (and their long term subordinates can be too pessimistic), about themselves, and about the culture they are fostering, whether these leaders are in corporations, health care, universities, government or the church.  
They think they are better than they are, and they also tend to not see the gaps between aspiration and operation.  
Slogans: in business we speak of CSR, business ethics, values, transparency—actually claims of Integrity are often followed by significant falls of grace, illegality, scandal, and the like. 

4. Make “Friends with Hypocrisy”: When we aspire to high ideas, high principles, we need to realize that we will not always be there. Leaders would do well, as my Ken says, “to make friends with Hypocrisy.” (to mind the gap)
  
 5. HIGH Idea:   READ--How does the Principle of Subsidiarity inform St. Vincent’s? What are the tensions, forces, obstacles, etc. that might fragment and prevent the organization from a unity of purpose and operation?
 
READ QUESTION: (HANDOUT)

What grade would you give St. Vincent’s on implementing the full meaning of Subsidiarity into the organization? Justify your grade with what you see are the gaps and bridges. 

 The following questions can serve to address the question above:
 
In what ways are we engaging Associates to bring their full talents and gifts to the organization?  What current programs, policies and structures serve to foster a Subsidiarity culture at St. Vincent’s?  
What challenges make it difficult to nurture and build a culture of subsidiarity? How do we avoid a culture of disengagement? 
How can we promote subsidiarity in our communications? What kind of language works, and what gets in the way?  
How will you lead in ways that promote subsidiarity?  What inner qualities and dispositions do you need to continue to cultivate in order to exercise this type of leadership? 

Comment: 
Can’t address all of them, So first, discuss among yourselves which question you would like to focus on.
I realize of course that you are independent minds, and that you may find I have asked the right question, and you have the that right questions, feel free to pursue that line of inquiry.
 
Give them 25 minutes to discuss

3 minute warning:  What point do you want to share with the group? And I want each group to respond, so a conversation can begin among us. 

What current programs, policies and structures serve to foster a Subsidiarity culture at Ascension? 
(What role might Model Community initiatives play? 
How can RAPID assist?) 
Voice Kit
As we move in new directions what else—processes, practices, or perspectives—could assist us to maintain both unity and subsidiarity within One Ascension?  
What are the implications for our Operating Model?)  

How can we promote solidarity and subsidiarity in our communications?  What kind of language works, and what gets in the way?  How will you lead in ways that promote solidarity and subsidiarity?  What inner qualities and dispositions do you need to continue to cultivate in order to exercise this type of leadership? 

ISSUES: 
Engaged and Disengaged Associates:  What do the studies say?
Operating Model:   What are the challenges moving from a Parent Company with Independent Units to an Operational Central Office with greater Harmonization among Units?
Centralization and Standardization: 
Model Community: 
What does Distributed Leadership mean today?
How is Symphony operationalized in a culture of Subsidiarity?
Distributed Leadership

How do we create a One Ascension and what are the aspects of this 
Ministries are in 3 groups:
Regional Integrated System of Delivery—collaborating with other systems to cover regional areas where insurance, full care, 
Accountable health organizations
Potential to be integrated:
Single entities

How to become One Ascension, One Brand, common large scale goals, consistent—and yet to have ways to elicit their gifts—
 
Move from a Parent Model Company to Operating Model Company—from greater decentralization to greater centralization; from greater independence to greater interdependence. 

David Pryor—high reliability—200% accountability—saving lives—that I am accountable for others; 
Shakespeare—sonnets—a highly rigid format
Score card 2014:  Leadership Engagement—to develop a process to do this; talk of several goals; 
120 hospitals—get best practice at one place it should
Process and Supplies call out for standardization—all hosp
Human Resources: hiring is more local—process 
Two Documents: System Policy # 2—Authority; and #6 Communication and Participative Decision Making (2006)
Principles of Model of Community: 
Economy of Scale—a lot of waste 
 Where is one’s identity—System or locality
Need to experience at the system level
Procurement is clear to be standardize
Safety processes—
Loose confederation to Operation to create greater degree of standardization
Symphony is creating a level of standardization 
Centralization and Standardization (gives you scale but it does not take away for local leadership to make it happen)
US Navy—very centralized but 
Move from a Parent Company with Independent Units to Operational Central Office.
Symphony: 
Symphony:
It is interesting that Peter Drucker wrote that in a Knowledge economy the relationship between employee/employer or leader “is far more like that between the conductor of an orchestra and the instrumentalist than it is like the traditional superior/subordinate relationship.  The superior in organization employing knowledge workers cannot, as a rule, do the work of the supposed subordinate any more than the conductor of an orchestra can play the tuba. In turn, the knowledge worker is dependent on the superior to give direction and , above all, to define what the ‘score’ is for the entire organization, that is, what are its standards and values, performance and results. (The Essential Drucker, pp 79-80)
 Ascension: Good goods: # of patients; Good Work—155,000 Associates; Good Wealth--$22 billion in Revenue;


Flnal Thought

Logic of Gift and Subsidiarity Leadershlp Do

"He [Peter Maurin] did not begin by
tearing down, or by painting so
intense a plcture of misery and
injustice that you burned to change
the world. Instead he aroused in you
a sense of your own capacities for
work, for accomplishment. He made
you feel that you and all (people)
had great and generous hearts with
which to love God. If you once
recognized this fact in yourself you
would expect and find it 1n others
‘the art of human contacts’ Peter
called it happily.”

Dorothy Day
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Introduction to Quote:� 
One of the great honors in my academic life was to, during �Graduate schools, be able to begin the collection process for �Dorothy Day’s Canonization Process..  She was a great gift to �not only my intellectual Formation, but also spiritual and moral �formation.  Her great companion during her life was Peter Maurin.  They both started the Catholic Worker Movement, which has had a profound impact on the Church in the America.  And this is what Dorothy said about Peter:  .

 Read Quote:
“He [Peter Maurin] did not begin by tearing down, or by  painting so intense a picture of misery and injustice that you burned to change the world. Instead he aroused in you a sense of your own capacities for work, for accomplishment. He made you feel that you and all (people) had great and generous hearts with which to love God. If you once recognized this fact in yourself you would expect and find it in others `the art of human contacts’ Peter called it happily.”

Comment:  
Relate to Subsidiarity Leadership: 
Giftedness:: Peter arouse in people, a profound sense of their own giftedness to do great work.  
As Dorothy put it, “He made you feel that you and all (people) had great and generous hearts with which to love God.  He caused what Barbara Ward called an “upheaval in the imagination”  that there is a great good that has been given to us, God’s love, and that we are called   “to live so that others can live better after [we] have gone” (Charles Handy). 

2. Dr. Briel once told me that at the end of the day there are two kinds of people
Those who are grateful and Those who are Resentful
Those who are resentful often have a sense that what they get out of life is what they put into it; which is why, often, they find themselves resentful at the end of their lives.   They are resentful that others have not earned their own, or they are resentful they have been deprived of earning more. 
Those who are grateful often have a profound sense  that they have been given much, and because of the this gift, they are asked to give much—they operate in this logic of gift.

3. It is not easy, especially in a sea of problems, conflicts, and disappointments, to have this Logic of Gift, this Gratitude, but it is the only logic that will carry the Ministry forward. 

Thank You.
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