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Abstract 

The purpose of this study was to examine the role critical reflection should play in 

preparing Lay leaders to serve as mission leaders in an interdisciplinary ministry. The 

aim of this study was to design an evidence-based case of the need for critical reflection 

as a tool for mission leader formation.  A qualitative case study was the method in which 

data was collected and a case study was used because it provided a broad, all-inclusive 

description and analysis of the experiences of mission leaders. The case study was 

focused on mission leaders from senior living and healthcare, education, and social 

service ministries and focused on how mission leaders value critical reflection as part of 

their mission leader formation/development.  The overarching research question that 

informed this study was “What role should critical reflection play in preparing lay leaders 

for the role of a mission leader in interdisciplinary ministry?” Through the analysis and 

synthesis of the interviews the question was answered.  Critical reflection should play a 

critical role, and should continue to play a critical role in the formation of mission leaders 

so that they are more confident and better prepared for the task of leading a critical 

reflection exercise.  This dissertation in practice has helped in showing what is needed 

from a mission leader when they are not fully prepared, academically or professionally 

for the position and do take on the role later in life or as a second career.  
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CHAPTER ONE: INTRODUCTION 

Father (Fr.) Charles Bouchard, OP, 2016, Senior Director of Theology and 

Ethics at Catholic Health Association, has made the point that:  

…Lay leaders in Catholic ministries must learn new skills and acquire 

new virtues [including] spiritual maturity, theological fluency and 

ecclesial savvy…This moment is new, perhaps unprecedented.  Never 

have we as a church attempted to form such a large number of leaders for 

such a vast number of institutional ministries in so short a time. … (p.1)  

Leadership in the Felician sponsored ministries has changed dramatically over the last 

forty years. Of the 27 sponsored ministries, ministries which encompass healthcare, 

education (all levels), and social service, and that Felician Services, Inc. provides 

oversight for, only six (22%) have a Felician sister who is the president or chief executive 

officer (CEO).  The remainder of the sponsored ministries are administered by a lay 

professional. Mission integration is critical for each ministry leader to ensure the 

distinctive Felician identity is protected and preserved. 

Without Lay partners, many of the ministries would cease to function and the 

Felician Sisters’ mission would end.  With the proper training of Lay mission leaders, the 

Felician mission and values are able to live on and influence every aspect of the ministry.  

When the Sisters were strong in number, they were able to fill almost all of the roles 

(administrator, program director, teachers, aides, nurses, care-givers, etc.) in the 

ministries they created and the organization had a distinct culture because of their 

presence.  Once their numbers started to decrease, they needed to find Lay partners to 

take on the roles that they had once held. This left the sisters to ponder how they could 
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find and form Lay partners who would understand and continue the Felician way of doing 

ministry. This is the point in time when mission integration and lay mission leaders came 

into being.  

 The Felician mission calls those involved in their ministries to cooperate with 

Christ in the spiritual renewal of the world (OLHP, 2009).  The process of mission 

integration (the act of engaging the site population in cultivating a culture that lives out 

the core values of the sponsor), seeks to empower and engage those in the Felician 

sponsored ministries to carry out the mission of the Catholic Church according to the 

Felician charism.  The goal is to integrate the Felician mission and core values into the 

operational life of the sponsored ministry in order to make the mission viable and 

sustainable while at the same time, influencing organizational and personal behavior.   

 The Catholic Health Association, in Call to Care (Farren, 2013), has shown when 

the mission is strong at a ministry there are fewer problems with corporate responsibility, 

human resource issues, financial issues, and governance issues, etc. A key component to 

a vibrant mission, in an organization that is no longer populated by the sponsor, is a lay 

mission leader who is able to articulate and shape the culture around the mission.  The 

problem with this, however, as pointed out by O’Gorman (2015), is where Lay people 

involved in mission integration work find it hard to be the “voice” of the Church in a 

ministry.  This is because they are not professed (members of a religious order) or clergy.  

Given the decline in priestly and religious vocations over the years, the Laity emerge as 

the ones to turn to.   

Since these religious vocations started to decline, many hospital systems have 

merged and developed formation programs for their Lay leaders in order to help provide 
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them with the tools necessary to be proficient in their work but also work through the lens 

of the sponsors.  These programs, however, are mostly specific to the healthcare field.   

What makes Felician mission leader formation unique is that it is not a typical formation 

or development program.  The ministries are very diverse and the system is not 

integrated.  Specifically, the various ministries all share a common heritage and legacy 

but are also very independent from one another.  The common heritage is shared and 

helped to form the mission leaders, but the mission leaders are then able to go and make 

decisions based on their local areas and professional fields.   

The mission leader has a key role in overseeing the operational aspects of mission 

integration at a ministry.  They work closely with the ministry administrator to assure that 

there is proper formation that takes place for all who are newly hired, which includes 

board members, management, staff, and volunteers. Mission leaders are also called upon 

to help facilitate reflections when the administration is charged with making tough 

decisions which must be made through the lens of the Felician core values for ministry, 

as well as ensuring decisions are ethical.  There are several requirements for a mission 

leader at a Felician sponsored ministry, which mimic the Catholic Health Association’s 

mission leader competency model (See Appendix J).  These requirements include: 

personal qualifications; leadership; theology; spirituality; ethics; and organizational 

management. 

Despite the requirements, many ministries cannot hire full-time mission leaders 

who are academically and professionally prepared due to budgetary restraints.  The result 

is part-time mission leaders who understand who the Sisters are, but they are not prepared 
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to serve in upper levels administration and help in the decision making process or in 

facilitating ethical reflections.   

The problem that is faced by an organization that is made up of a variety of 

ministries is how to prepare those in leadership positions to be ready to serve the 

ministries in ways that can be universally applied.  Most formation programs are specific 

to the individual fields, primarily health care.  Given the uniqueness of Felician ministers 

(they are not all in one field) there needs to be an aspect in the formation process that can 

be universally applied to all fields.  The focus of this dissertation will be on the role of 

critical reflection as the universal aspect of mission leader formation that can cross 

affinity group lines.   

Lay leaders, according to Mudd (2005), have a greatly expanded role and a 

willingness to seek formation so that they can bring the voice of the sponsor to the table 

in regards to mission.  Critical reflection may be the tool that can help in bring the voice 

of the sponsor to help reflect on an issue.   

  Purpose of the Study 

The purpose of this study was to examine the role critical reflection should play in 

preparing Lay leaders to serve as mission leaders in an interdisciplinary ministry.   

Research Questions 

Mission leaders play a pivotal role at a ministry site as they help shape a culture 

that reflects the values of the sponsor (See Appendix K), and this includes how decisions 

are brought about and how policy is shaped.  The Mission Operations Team at Felician 

Services is tasked with providing oversight and formation for mission related activities 

for the sponsored ministries (See Appendix L).  Mission leaders in Felician-sponsored 
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ministries vary in terms of their education, their formation/development, and their 

preparedness for their roles.  There are not many programs that can help train mission 

leaders except those specific to the health care field.  If a sponsor (in this case the 

Felician Sisters of North America) has many different ministries, it has to find or create a 

program that can be helpful across ministerial lines based on the needs of the ministries 

and requirements of the field (healthcare, education, etc.).  

The overarching research question was:  What role should critical reflection play 

in preparing Lay leaders for the role of a mission leader in interdisciplinary ministry?  

Some of the associated questions were: Is there a need for greater understanding of or 

training on critical reflection among mission leaders?  What level of importance should 

critical reflection play in the formation/development of mission leaders in 

interdisciplinary ministries?  

Significance of the Study 

 There is much debate taking place as to the role that mission leaders play in 

organizations, especially in healthcare.  Are they simply holding a position that is 

misunderstood or seen as being irrelevant to day-to-day operations as Yanofchick (2008), 

posits, or are they strategically necessary for organizations to have? One of the arguments 

made, as Yanofchick (2008) points out, is that there is a lot of anecdotal evidence, from 

senior leadership at healthcare ministries, which shows that the current understanding of 

the role of a mission leader is not designed to contribute to the challenges that ministry 

management face in a substantive way.  The mission leader positions are starting to be 

seen as more political and less operational.  But when it comes to Catholic Ministry, the 
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role of mission leader needs to be the bridge, which connects the sponsor and their 

responsibilities to the Church and business.   

 The problem that is faced in many of the Felician Sponsored ministries is that 

because the mission leaders are not theologically and professionally prepared for their 

role, they are neither formed nor properly developed.  They may know some of the 

history and live or buy into the core values for ministry (See Appendix K), but they are 

not necessarily prepared to lead as a representative of the Felician Sisters and make 

informed decisions based the history and values of the Felician Sisters.  

This study has added to the scholarly research in the field in several ways: 1) It 

has focused on an interdisciplinary approach that is not geared only towards healthcare; 

2) It has given a voice to the part-time mission leader who is not prepared for that field; 

and, 3) It has unearthed information that can be translated across disciplinary lines and 

used for all mission leaders.   

By studying the need and use of critical reflection for mission leader, it is 

believed that practices can be improved in several ways.  For example, if the mission 

leaders are well versed in facilitating critical reflection, they can be utilized by the 

ministry site more often, therefore reducing the cost of hiring a facilitator to go through 

and facilitate a process. There will be someone on staff that can speak on behalf the 

Sisters, even when they are no longer around, and who can serve as a role model and help 

to boost morale.  Also, the bridge between the sponsor and the local ministry 

management team will be strengthened and ministry leadership will make sure that the 

ministry not only reflects the culture of the sponsor but also maintains the identity the 

sponsor has built.   



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

7 

The study will also help to improve policies. When mission leaders engage in 

meaningful critical reflection process, it will help to facilitate policies that are written and 

followed through the lens of the sponsor’s mission and core values.  The role of the 

mission leader is key to this.  Finally, there is very little written about mission leadership 

in interdisciplinary systems.  This study has the potential to open new lines of inquiry and 

elevate the understanding and awareness of mission leadership.   

Aim of the Study 

 The aim of this study was to design an evidence-based case for the need for 

critical reflection as a tool for mission leader formation.   

Proposed Methodology  

 A qualitative case study is the method in which data was collected for this 

dissertation in practice.  A case study was proposed because it will provide a broad, all-

inclusive description and analysis of an experience or phenomenon (Creswell, 2014). 

Using the case study, the researcher was able to create a descriptive and investigative 

account of a specific situation, in this case: whether critical reflection would aid mission 

leaders in their work and whether it should be included in their formation/development 

(Merriam, 1998).   

The case study was focused on mission leaders from different affinity groups in 

the Felician sponsored ministries (senior living and healthcare, education, and social 

services) and focused on how mission leaders value critical reflection as part of their 

mission leader formation and development.  The hope was to determine if critical 

reflection was seen as a need by the mission leaders and whether it was a valuable tool in 

their formation, provided by the Mission Operation Team at Felician Services, Inc. (the 
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corporate arm of the Felician Sisters tasked with preparing mission leaders and ministry 

leadership).  Since there was a formation program in place, the aim was to see where 

there was a gap in formation/development among the mission leaders that was universal 

among the various ministries.   

Definition of Relevant Terms 

 The following terms were used operationally within this study.   

 Active-Contemplative spirituality: A spiritual model embraced by the foundress of 

the Felician Sisters (Blessed Mary Angela) that blends a life of prayer with a life of 

service. During the nineteenth century, communities of women religious were mostly 

confined to cloistered monasteries or convents.  In contrast, Felician Sisters took on 

active ministry, seeking and answering calls to service instead of being cloistered.  

Affinity Group: Ministries grouped together by common field (education,     

healthcare, and social service).  

Charism: A distinct spirit—a spiritual energy—that permeates a religious 

community. A gift of the Holy Spirit, it is a living force that incorporates vowed religious 

into a family gifted with a dynamic mission, a particular way—unique to that 

community—of being Christ present in the world today. The Felician Charism: To 

imitate Blessed Mary Angela’s boundless love of God and surrender to God’s will in 

compassionate service, total availability, and concern for the salvation of all people. 

Critical Reflection:  Critical reflection is an extension of critical thinking. It 

requires a person to think about their practice and ideas and then it challenges that person 

to step-back and examine the thinking or thought process by in terms of various contexts 

such as history, geography, comparable activities. 
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C.S.S.F.:  Post nominal letters for the Congregation of Sisters of St. Felix of      

Cantalice Third Order Regular of St. Francis of Assisi, also known as the Felician Sisters.    

Culture: It is the characteristics and knowledge of a particular group of people, 

defined by everything from language, social habits, religion, art, etc.  

Development: The process of economic and social transformation that is based on 

complex cultural and environmental factors and their interactions but also the systematic 

use of scientific and technical knowledge to meet specific objectives or requirements. 

Ethical reflection: An extension of one’s character where one is: Morally aware; 

having an understanding of virtues or values and how they are applied in concrete 

situations; being able to take the perspective of others; being able to reason morally; 

being able to make thoughtful moral decisions; and having self-knowledge, including the 

capacity for self-criticism.   

Felicians or Felician Sisters:  A religious institute of pontifical right (approved or 

created by the Holy See or Vatican) whose members profess public vows of chastity, 

poverty, and obedience and follow the evangelical (gospel) way of life together. 

Originally founded in Warsaw, Poland, in 1855, by Sophia Truszkowska, also known as, 

(Blessed (Bl.) Mary Angela), and named for a shrine of St. Felix, a 16th-century 

Franciscan saint especially devoted to children (one of the first outreach ministries of the 

Felician Sisters). 

Formation:  Being “formed” into a representative of the sponsor.  Formation is a          

process of socialization into the community and tradition of Catholic Ministry for the 

purpose of building up the community and carrying on the tradition of the founding order 

or sponsor.  
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Lay or Laity: They are all the baptized (except for those in Holy Orders or in the 

religious state). By Baptism, they are incorporated into the People of God, share in 

Christ's office, and have their own part to play in the Church's mission, especially by 

directing temporal affairs according to God's will. They must bring God's enlightenment 

and order to society. 

Mission:  The mission, in a religious sense, can be explained as purpose. 

Religious mission is very much about the purpose of the Church, why communities such 

as the Felicians were founded in the first place. The mission of the Felician Sisters is: To 

cooperate with Christ for the spiritual renewal of the world.  

Mission Leader: An individual, who carries on and maintains the identity of the    

sponsor at a Ministry.  First filled by religious from sponsoring congregations, the 

presence of the mission leader assured that, as operational responsibility was transferred 

to lay leaders, the executive team of a system or facility included an expert in issues 

related to Catholic identity.  The mission leader helps maintain a culture that is 

representative of the sponsor.  

Personal reflection: Being able to reflect upon, and evaluate, one’s own 

experiences, memories, values and opinions in relation to a specific issue or topic. 

Religious: An ordained or non-ordained person who is a member of a Catholic 

Religious Order.  Can be an Ordered Priest or Brother, as well as, a Sister or Nun.  

Religious Order:  A community of people who live in some way set apart from 

society in accordance with their specific religious devotion, usually characterized by the 

principles of its founder's religious practice. 
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 Sponsor: A congregation or religious order that provides financing and oversight 

 for a ministry in accordance to Canon and Civil Law.  Also known as the founders 

of the Ministries. 

Transformation: For the Felician Sisters, this term is characterized by an open 

heart and mind, leading to continuous improvement of all involved in a Felician 

Sponsored Ministry. 

Each of these terms has contributed to the approach the researcher used in the 

investigation of how mission leaders view critical reflection as part of their mission 

leader formation/development.  While some of the definitions are broadly applicable, 

such as that of a formation or sponsor, other terms are quite specific to religious, 

Catholic, and ministerial settings.  Because of this, it is important for the reader to bear in 

mind that the definitions above are meant to describe the items specific to the study of 

mission leader formation in interdisciplinary settings.  They may mean other things to 

different settings, even Catholic settings, in certain circumstances.   

Limitations, Delimitations, and Personal Biases 

Limitations 

A significant limitation was that there was an assumption that the mission leaders 

have a clear definition of what formation is and a clear understanding of their role as a 

mission leader.  Each ministry is unique even if they fall within the similar fields (i.e. not 

all the high schools are the same, nor are the healthcare institutions, etc.).  There are 

specific cultures based on geographical area. The research needed to take that into 

account while trying to stay general in nature.   
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Delimitations 

A significant delimitation was the fact that the research was conducted within the 

context of Catholic institutions and Catholic Lay leaders.  The data that was collected 

was specific to the role of Catholic mission leaders.  There was other information that 

was also collected as a result of the study simply because the questions asked brought out 

answers that contained factors around experience such as: years in the role, what prior 

training/formation was received, etc., even though the primary focus of the research was 

on finding out the needs of the mission leaders in regards to critical reflection.  

Personal Biases 

This researcher has been in Lay ministerial leadership positions for the last ten 

years and the researcher’s own formation, specifically the drive (i.e. the need to form 

mission leaders) in seeking knowledge to aide in the researcher’s own leadership 

positions may play a role in how the need for formation is viewed.  The researcher has 

also had several personal experiences that have shown the need for either further 

education or training, and these showcase the realization that formation is needed in order 

to properly respond to the needs of those being served.   

The Role of Leadership in this Study 

 One of the assumptions of this study is that those involved in aspects of mission at 

an organization are, in fact, in positions of leadership even if they do not view themselves 

as such (Lowry, 2003).  When it comes to examining Catholic institutions that have 

historically been run and governed by religious orders, it has only been in the last thirty 

years that a concerted effort has been made in providing formation and training for those 

who are to keep the ministry’s mission alive (CHA, “Competencies”, 2016).  Leadership, 
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especially from the perspective of a mission leader, needs to be based on their own 

competencies and talents as well as the needs of the organization.   

What this study has highlighted are the challenges that mission leaders face as 

they are increasingly called upon to keep the flame of the sponsor alive.  They are 

building and shaping a culture -- a culture that is influenced and based on the rich 

traditions and heritage of the sponsor.  They need to be agents of change, when 

necessary, and be worthy representatives of the sponsors. Mission leaders must be able to 

strike a balance between their own personal morals, values, beliefs and those of the 

sponsor in terms of addressing situations that may be beyond their control but need their 

guidance at a ministry (Kemper, 2003).   

Summary 

 The implications for the intentional use of critical reflection for mission leader 

formation was a worthwhile and progressive discussion. It stemmed from the current 

needs of Catholic ministries to maintain their identity and uphold the integrity of the 

sponsor, who holds and promotes the ministry in the name of the Church, when the 

sponsor’s members are fewer and fewer in number.  A qualitative case study 

methodology was employed in order to provide the researcher the ability to investigate, 

gather, and analyze data on the use of critical reflection by mission leaders in the ministry 

and the role of critical reflection on their own formation.  Focusing on the mission leaders 

as a population for the study has promoted feasibility and given insights that have 

informed professional practice, in terms of formation needed.   

The biases that were discussed in a previous section have are addressed in specific 

procedures that are to be outlined in Chapter Three.  Since a majority of the case study 
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was made up of responses to interview questions, it was understandable to expect that 

there were answers that are unanticipated or took a turn for something completely 

different.  It was important to remember and use what St. Ignatius of Loyola trained his 

Jesuits to do as leaders, be open to situations that present themselves and work with what 

is given (Lowney, 2003).  
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CHAPTER TWO: LITERATURE REVIEW 

Introduction 

 The role of a mission leader can be quite complex, even more so when the role is 

not their primary function at a ministry.  When it comes to formation, it is important to 

understand what is essential and what the role does or should play in critical reflection. 

Most research in this area addresses mission leader formation through the lens of 

healthcare and competencies for the healthcare ministries. This model was employed at 

Felician Services, Inc. when it was first the organization which oversaw the former 

Chicago Province’s health care ministries and, second, when it became the organization 

that oversaw all the Felician ministries after the provinces merged in 2009.   

Yin (2009) explained that many people believe, mistakenly, that the reasoning 

behind a literature review is to discover all the answers surrounding a research topic.  

What the purpose is, according to Yin (2009), is to assess previous scholarship to 

hopefully find or bring about additional questions surrounding a topic that is being 

considered.  This advice was taken to heart by the researcher and the literature review has 

been used to guide the research by developing more questions.  In addition to this, there 

was a challenge in finding resources that addressed mission leader formation through an 

interdisciplinary lens.   

The following literature review presents findings about the Laity and the Church 

followed by a review of the literature about general Lay ministry formation, mission 

leader formation, and, in particular, the use of critical reflection (or aspects of theological 

reflection since they share the same processes), as well as, the purpose for intentional 

transformational formation and finally provide an analysis of the literature in general.  
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The purpose is not only to help mission leaders develop an essential skill but also show 

the need for the mission leaders to be agents of positive transformational change at an 

organization.   

The Laity: A Vision of the Church – A shift from Religious to Lay Leadership 

A pivotal moment in the history of the Roman Catholic Church was the Second 

Vatican Council.  The Second Vatican Council paved the way for much of how the 

Church operates today. The council paid a great deal of importance to exploring the 

nature of the Church.   The preliminary documents highlighted the importance and central 

place of the Pope, the Bishops, and the vowed religious.  The Laity were also mentioned 

in the documents, something that was never fully addressed before.    

The most important and radical change that took place was that the Church was 

described as the “People of God,” and, in particular, that all the people of the Church, all 

of its members worked together in communion (Olson, 2006).  There was no longer an 

emphasis on the Church being the clergy and religious, the laity had an important role to 

play.  Everyone had his or her part to play in the Kingdom of God, all shared in the 

mission of Christ and the Church, and all worked together towards a call to holiness.  As 

a result of this revelation, the Council paid more attention to the diverse roles that all 

members played in the life of the Church (Olson, 2006).   

 For the first time in Catholic Church history, the Laity were given much attention, 

especially in the role they played in the Church.  Almost every document from the 

Council had some mention of the Laity (Nixon, 2010).  Their role became front and 

center in the mission of the Church.  Despite this, there were some who wanted to keep 

the status quo.  Some of the Bishops believed that Christ had given His mandate to the 
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Bishops and so the role of the Laity should be to assist the Bishops in this work and under 

their authority.  The Council documents, however, did not hold this view.  In The Decree 

on the Apostolate of Lay People, the view was that the work of the Church is and does 

not only belong to those who are part of the hierarchy, but rather, to all the baptized 

faithful.  The Laity, for instance, have a very specific task to help build the Kingdom of 

God and this was/is to renew all aspects of human life.  This includes: in families; the 

popular culture; in their professional lives; and in political and international life (Decree 

on the Apostolate of the Laity, Art. 7, Olson, 2006).   

In the Dogmatic Constitution on the Church, article 33 it stated:  

 The apostolate of the laity is a sharing in the salvific mission of the Church. 

Through Baptism and Confirmation all are appointed to this apostolate by the 

Lord himself. 

 
In the Decree on the Apostolate of the Laity, article 7 it stated:  

That all people, working in harmony should renew the temporal order and make it 

increasingly more perfect: such is God's design for the world…Lay persons ought 

to take on themselves as their distinctive task this renewal of the temporal order.  

Guided by the light of the Gospel and the mind of the Church, prompted by 

Christian love, they should act in this domain in a direct way and in their own 

specific manner. 

 
The promotion and contributions of the Lay Faithful were also to be recognized and 

promoted.  The Council called on Pastors and Church officials to seek the advice and 

counsel of the Lay Faithful because they were the Church and lived in the world, which 
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gave them insights that the clergy just would not normally have.  This was expressed in 

article 37 of the decree on the laity.    

 When it comes to ministries, run by religious Orders, in particular health care 

ministries, sharing of the mission was already taking place between the Religious and 

Laity.  Hospitals grew and flourished through the Laity, even though they were started 

and built by religious Orders.  The work undertaken by the Religious and the Laity, side-

by-side really spoke to the call of the Second Vatican Council of all working together 

towards the Church’s mission by all baptized faithful.  These relationships became ever 

more needed when vocations to religious communities started to decline.  This was also 

especially true in fighting against forces such as neo-liberalism, which put profits above 

all else and create cultures that dehumanize.  The mission leader is critical in helping in 

creating a just culture when religious communities are no longer able to be a visible 

presence at a ministry and in a community.   

Mission Integration 

History of Mission Integration  

 Mission Integration is and has a complex history that directly aligns with the 

changes brought about by the Second Vatican Council.  Mission integration has different 

meanings and connotations to different people and varies from ministry to ministry.   One 

thing that can be seen is that despite different ministries having different understandings 

of mission integration, the history of its development is universal.  Wrobleski (2003) 

described mission integration as going through seven phases throughout a ministries life 

or existence.  The first phase starts with the overwhelming Sister presence at a ministry.  

When vocations were abundant, the Sisters held almost every role at a ministry.  Their 
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life was the ministry (Wrobleski, 2003).  They showed how things got done and when 

Lay employees were hired, the Sister was the one who would be asked to provide 

guidance because the Sister would always know the right thing to do (Wrobleski, 2003).  

Mission integration at this time had little meaning without the Sister presence at the 

ministries.  Mission was directly related to the Sisters for many people, a ministry 

without the Sisters would no longer be a ministry.  When the number of vocations began 

to dwindle, many ministries entered a second phase. 

The second phase, as Wrobleski (2003) called “Philosophy 101,” saw the Sisters 

begin to engage the Lay people in ministries around mission integration.  Lay employees 

would attend education sessions that spoke of the values of the ministry and how to apply 

those values to their daily lives.  These efforts were only occasional and were quite 

superficial.  Wrobleski (2003) admits, that these sessions were difficult for many of the 

Lay employees did not want to engage in talk which spoke of their values and their daily 

lives, so these sessions did not get past more than giving advice on being pleasant with 

little or no follow-up.  Many of the Felician-sponsored ministries are still in this phase.   

The third phase was “Project focus,” which saw many ministries creating mission 

leader or mission integration positions.  These positions were intended to be high-level 

leadership positions where the holder of the position would oversee how the ministry was 

living out the mission in day-to-day operations.  The roles did cause some confusion and 

when instituted, they became very project focused, especially in healthcare.  Wrobleski 

(2003) explained that these positions focused on creating projects, such as community 

benefit, to show how the integration of mission was taking place at the ministry and 

benefitting the greater community.  These projects, like programs to serve the 



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

20 

underrepresented of the community, were seen as the mission being fulfilled as well as 

something measurable.     

The fourth phase was/is the turning point in a ministry’s life.  It is the public 

proclamation phase where a ministry makes a considerable effort to incorporate the 

language and the spirit of the mission and values into all its documents.  All literature, 

whether it’s promotional or internal, displays the mission statements or whom the 

sponsor is in order to show the reader that there is a history and reason behind the 

ministry, which makes it different from other organizations.  Policies, job descriptions, 

strategic plans, and performance reviews also began to incorporate the mission and core 

values of the ministry and the sponsor.   

The fifth phase is mission reflection.  This is the stage where this dissertation in 

practice is attempting to influence in most of the Felician-sponsored ministries.  In this 

phase, there is a movement inward where the mission and core values are considered in a 

more deliberate and personal way.  Wrobleski (2003) showed that in this phase, an 

organization applies the mission and values very deliberately and consciously in all 

discussions, behaviors, and decision-making.  There is a great deal of time spent in 

reflecting on the meaning of mission and core values in the operations of the ministry 

especially when it comes to its behavior, interactions, discussions, and decisions.  

Everything is challenged through the lens of mission.  Value based decision-making and 

critical ethical reflection is used and this phase is seen as a sign that the ministry is 

maturing (Wrobleski, 2003).   

The sixth phase is spiritual formation.  This phase continues the fifth phase and in 

it, the ministry develops a spirituality of work.  The reason behind this and the meaning  
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behind this spirituality of work is that every employee has a role at the ministry that 

contributes to the mission and the living out that mission.  For Catholic healthcare, this 

can be being part of the healing ministry of Christ; in education this can be the teaching 

ministry of Christ, etc.  The creation of the spirituality of work helps to live out and bring 

the reign of God in the here and now since the ministry and those in it, represent the 

presence of God in the world and are connected to all with whom they minister.  The 

work that is undertaken is religious in nature and done for the greater good.   

The seventh phase continues still from the fifth and sixth phases and represents 

spiritual maturity.  The spirituality of work matures in all present at the ministry as well 

as the ministry as a whole.  The work undertaken looks very similar to phase three with 

the projects that focus on community benefit, etc. but that all the people in the 

organization do the work because it is a part of who they are and not just something nice 

to do (Wrobleski, 2003).  Everyone at the ministry embodies the mission core values and 

mission integration has moved well beyond activities that need to be performed and has 

really become an attitude and heart, as Wrobleski (2003) explains.   

Ministries have gone through most if not all of these phases.  There are a few 

social service agencies/ministries that the researcher can think of which have gone 

through all the phases but a majority of ministries are at varying phases.  This is 

particularly true with the diverse ministries sponsored by the Felician Sisters.  In order to 

move through the phases, one thing is certain; a strong and qualified mission leader is 

needed to take on the work needed to help form a ministry.   
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The Role of a Mission Leader 

 The role of the mission leader first appeared in Catholic Health care in the 1980’s 

as a way of promoting culture and values.  When religious communities saw drops in 

vocations and could no longer engage in the day-to-day operations of ministries, they felt 

that they needed to maintain their presence in building culture and promoting values.  As 

a result, the first mission leader positions were primarily held by religious from 

sponsoring communities (CHA, 2016; Wrobleski, 2003).  When they moved into mission 

leader positions, it was a sign that the operational responsibility was clearly on the 

shoulders of the Laity.  The mission leader served the Laity as the “expert” that could be 

called upon to consult around areas of Catholic identity, culture, and values.  This is 

especially critical when it comes to building culture and maintaining identity.  What is 

one to do when it is harder and harder to survive as a not for profit religious ministry in a 

neo-liberal world of business? Burik and Callahan (2010), in their work on community 

hospitals, explained that it is harder and harder for not-for-profit hospital to compete and 

remain open.  Many are forming partnerships and consolidating with for-profit medical 

systems, which can, at times, conflict with the values of a not-for-profit.  These conflicts 

tend to be around business practices that are in line with neo-liberal ideals. 

 Neo-liberalism is, according to Latin American Jesuit provincials, “a radical 

conception of capitalism that tends toward an absolutist view of the market, transforming 

it into a means, the methods and the end of all rational intelligent behavior” (Breyer, 

2012).  There is a movement away from solidarity with others and leads to a sink or swim 

mentality.  The goal is to privatize all services, which includes social services with the 

de-regulation of all parts of the economy (including labor laws) in order to maximize 
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profits.  As a result of this, workers are seen as easily replaceable with little value placed 

on their lives and welfare and the managers in charge of maximizing profits for the 

shareholders squeeze every last ounce of productivity out of the employees while proving 

less pay and fewer benefits (Breyer, 2012).  Money is what is valued and drives the 

culture, which is the antithesis of what sponsored ministries run in the name of the 

Catholic Church are about.  In order to work against this, the mission leader has to be the 

voice that reminds the leadership of what the tradition and goal of a ministry is and how 

it should look in the future.  This was easier when the majority of mission leaders were 

religious Sisters or Priests.   

 According to the Catholic Health Association or CHA (2016), 95 percent of 

mission leaders in 1993 were religious Sisters or Priests.  In 2013, the percentage had 

dropped to around 44 percent and currently that number is lower with emphasis being 

given to well-prepared Lay leaders (CHA, 2016).   The reasoning behind having well 

prepared mission leaders is due to the fact that they have very important shoes to fill and 

significant roles to play.  

 The mission leader’s role is defined in relation to the important organizational 

processes that take place at a ministry.  These include strategic planning and hiring for 

key positions of leadership.  As part of senior management, they are to exert significant 

influence over organizational operations and work with the sponsoring congregation, the 

governing board of directors, the ministerial leadership, Church hierarchy, and other 

groups within the organization and community (CHA, 2016).  Because of this, it is 

paramount that the mission leader maintains and holds certain competencies around 

building culture and identity, as well as, operational knowledge.   
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 Mission leadership has to encompass an understanding of the complexities of 

ministries, whether they are health care ministries, education, or social service, as a 

business but also the unique theological, moral, and spiritual expectations that are placed 

on the ministries that speak to Catholic identity (CHA, 2016).  The mission leaders are 

the key people who help translate and identify the theological, moral, and ethical issues 

that are embedded in the day-to-day operations of a ministry.  In order to do this, mission 

leaders need to possess a variety of competencies (See Appendix J).   

 The competencies for the mission leader role were developed by the Catholic 

Health Association as a result of earlier mission leaders’ lived experiences in mission 

leadership.  These were primarily from mission leaders, executives, board members, and 

sponsors who were part of health care ministries.  These skill sets were found to be 

essential and required for executive positions in Catholic healthcare ministry.  These 

competencies focused on the skills needed both personally and professionally in order to 

negotiate buy-in and build relationships around mission.   

 The first competency, according to CHA (2016), speaks to personal 

qualifications.  A mission leader should be a person who is a faith filled person with 

executive qualities that can help them make positive impacts on organizations.  They 

should be well rounded and formed in the Catholic tradition, a servant leader, committed 

to the mission and values of a sponsor and ministry, and possess the values the ministry 

values.  This person should also engage in life-long formation.   

 The second competency is leadership.  The mission leader should be a leader who 

understands strategic thinking and be able to provide guidance so that the ministry stays 

faithful to its identity, purpose, and values (CHA, 2016).  Part of this leadership is that 
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the mission leader should be one who is a formation leader as well, proving formation at 

all levels of the organization and facilitating conflict and reflective processes when 

needed.  This competency is a major hurdle for many in Felician-sponsored ministries 

and is a focus of this dissertation in practice.   

 The third competency is theology, where the mission leaders need to have a 

working knowledge of Catholic theology and versed in other religions that can be found 

among the diverse employees at a ministry. They need to be versed in pastoral theology, 

have an understanding about how the Church operates and the relationships needed with 

the hierarchy, as well as knowledge of canon law.  The fourth competency focuses on 

spirituality.  Critical for mission leaders is the ability to articulate their own lived faith 

experience to encourage and empower individuals and ministries to do the same (CHA, 

2016).  Being a mission leader is about helping people and ministries along a journey just 

as Christ walked with others.  Helping an organization build spirituality where all are part 

of and live the mission is essential.  

 The fifth competency is ethics. The mission leader is one who is able to monitor 

and help develop policies and help implement them in a manner that is consistent with 

the mission and values of a ministry.  The mission leader is one who is able to promote 

ethical behavior and provide reflective processes that engage leadership and the 

organization as a whole in reviewing actions and policies (CHA, 2016).  The sixth 

competency is organizational management.  The mission leader has to be able to 

contribute to the ministry and have the skills necessary in order to understand the 

complexity of the day-to-day operations of a ministry.   
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 These competencies make an ideal mission leader but what is a ministry to do 

when candidates do not have some or most of the competencies required to be 

successful?  These competencies, as a whole, create a mission leader that is able to bring 

about and live a distinct culture that is specific to the charism and tradition of the sponsor 

and in line with the Catholic Church’s vision for a Christ-like world.   

Leading and building a distinct Culture 

 The mission leader, as a leader in a ministerial organization that does work in the 

name of the Catholic Church, plays a critical role in building a Catholic identity and 

culture in their organizations.  They are the gatekeepers to the story of the tradition that 

they are a part of and help share that story to future generations.  In additions, they are the 

gatekeepers for the community, in sharing the story, both inside the organization as well 

as outside of it.  Mission leaders, as lay leaders in ministry, need to be responsible for 

fostering the spiritual development or life of a ministry, promoting the ethical and moral 

development of all involved in the operations of a ministry, promoting the ministry’s 

mission, and, most importantly, building a Christian community (Cook, 2001, 2004; 

Flynn & Mok, 2001; Grace, 2002).  This is and will never be an easy task, due to the 

forces that fight the promotion of such a culture.   

These forces can include people’s influences that fight against any religious 

identity or the promotion of such an identity in the media, the secular education that 

people may have been raised in or hold on to, and regulatory and business forces that 

may want to push towards incorporation or closure in order to gain area and market 

dominance.  The task of keeping the flame alive, of keeping the identity and tradition 

alive, while helping to guide senior leadership is very challenging for mission leaders and 
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lay leadership in general.  As Lay leaders have a share in the work in the mission of the 

Church, Lay mission leaders in Catholic ministries have the task of maintaining the 

identity of the ministry that they work with/for.  Building culture and identity has always 

been the goal of mission leaders (B. P. Smith, group remarks, June 6, 2016).  As Lay 

leaders, mission leaders are tasked with maintaining and enhancing cultures while 

embracing the traditions and beliefs of the founding congregations and the Catholic 

Church, which is about community building (Bryk, Lee, & Holland, 1993; Flynn & Mok, 

2001; Grace, 2002; Nuzzi, 2002; Spry, 2004; Wallace, 2000).  To do this, it is important 

that the mission leader take part and is involved in all aspects of operational and daily life 

of the ministry.   

It is important those Lay leaders, and by extension, mission leaders, role model 

and encourage others in the ministries to uphold the values and mission of the 

organization.  They have to be cultural leaders of their ministry and integrate, into the 

organizational life of the ministry, modeling the behaviors of the mission and core values.  

Their personalities should, at least informally, integrate well into the organization and 

also transmit the values, attitudes, and values of the organization (Barth, 2004; CHA, 

2016; McGlip, 2000).  What makes a successful Lay leader in ministry is someone who 

has been properly formed and able to bring the competencies necessary to help build a 

culture and use that to guide a ministry into the future (Grace, 2002; Gronn, 2002; 

Lingard et al., 2003).   

Implications for Lay ministerial formation  

 In order to have competent Lay leaders, especially mission leaders, formation 

needs to take place and be intentional.  The starting point for any ministerial formation 
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has to be the focus on the ministry of Jesus Christ (Sullivan, Murphy, & Fincham, 2015).  

Healthcare, education, and social service ministries are all ways that the ministry of 

Christ is extended.  There are numerous stories of Christ’s ministry that are relatable: 

Christ was a healer; he was a teacher; and he was a friend to the poor and the 

marginalized in society.  These stories are essential in any foundational formation 

program.  Mission leaders, as well as all leaders follow in the footsteps of Christ in 

Ministry.  From the beginning of Christ’s ministry on earth, he focused his ministry to the 

sick and the well, those who were outcasts in the society, sinners, and children in the 

Jewish community.  Slowly but surely he realized that his mission was also to those who 

were not Jewish and opened his ministry to all.  Jesus was the start of a movement that 

proclaimed and prepared the way for such a fuller coming of the reign of God.   

Lay leaders participate in this by helping the Church in preparing the way for this 

Kingdom.  To help with this, the Church has created ministries, which work towards the 

building of the Kingdom.  Christ helped, through stories, to provide a framework for 

ministry or how one engages in ministry but with an invitation for all to follow in his 

footsteps.  Religious Orders and congregations also answered that invitation and their 

stories are integral in any formation.  In addition to this, the Laity and their story in 

ministry also need to be told in order to empower them.  They are just as connected to the 

ministries and ministry of Christ as the religious and clergy.  Leadership, in particular, 

mission leadership will occur best when the people who engage in mission leadership are 

deeply grounded in the why, what, and how of their work.  They need to see themselves 

as being called to the work that they do, in the name of the Church.  This can only happen 

with good formation.          
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Formation for Lay Ministry 

Lay Ministerial Formation: Why are some programs ineffective? 

 An effective Lay ministerial leader has to be capable of assisting and cooperating 

with the Church to live out its mission to the world for the salvation of souls.  In his first 

letter to the Corinthians, St. Paul asked, “Numquid omnes apostoli?” or “Is everyone to 

be an apostle?” 1Cor 12:29 (New American Bible).  The authentic leader is one who can 

lead and work with a diverse group of people to achieve the Kingdom of God in the here 

and now.  Barna (1999) explained that, to be effective as a religious leader, one has to: 1) 

be first called by God to lead His people: 2) possess the character of a person who is 

made in the image and likeness of God; and, 3) show that he or she has the competencies 

that result in leadership (p.55).  Critical reflection, and its use in a formation program, 

can aid in the development of leadership qualities and acumen.  

The examination of various formation programs reveals a number of things. There 

are many positive aspects of the leadership formation programs but there are also some 

aspects that are deficient in regard to fully preparing Lay leaders in ministerial roles.  

There is a common element that is a specific in all the formation programs that has to be 

examined, which is mission.  This mission answers the question of “For whom is the 

program intended?”  The answer is usually not a transformational leader.  It is usually 

anyone who hears God’s call to ministry and wants to be prepared to serve.  There is a 

lack of intentional focus as well as the tools necessary for facilitating the formation of a 

transformational leader who is well versed in the tradition (Piccione, 2011).   

If development is involved as part of the reasoning behind a leadership formation 

program, numerous scholars believe that just studying leadership is not enough and 
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recommend programs that are geared towards personal assimilation of the theory and 

practice in a way that yields some type of experiential learning and reflection (Kayes, 

2002; Doh, 2003; Townsend et al., 2005).  In mission leadership formation, there is a 

great emphasis on the theological training and some experience in the field, but it is not 

producing the type of person that is best suited for multiple positions.  There is, however, 

a formation program, which has had positive results in Catholic healthcare and worth 

mentioning.  This program is through the Ministry Leadership Center.  

The Ministry Leadership Center was established in 2004 with the collaboration of 

five Catholic healthcare systems operating in California – St. Joseph Health System, 

Providence Health & Service, Catholic Healthcare West, Sisters of Charity of 

Leavenworth, and Daughters of Charity – and in association with the Catholic Bishops of 

California and the Alliance of Catholic Health (O’Connell & Shea, 2009).  Participants 

were leaders in those ministries and by 2009, 200 had participated.  What was especially 

interesting to see was that critical engagement and reflection was key to the program’s 

curriculum.  What was integral in the program was that it focused on the leaders and how 

they reflected on the materials and how it could be incorporated into their experiences at 

work.   

The Transformational Leader for Ministry 

Adults and transformative learning. 

 Adult education has been an integral part of formation programs, since most that 

go through the programs are themselves adults (Scholz, 2014).  There are many models 

that are used to explain adult formation but one that stands out is that of Malcolm 

Knowles (1984).  Knowles (1984) focused on self-directed learning and found five 
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characteristics that separate adult learners from child learners: 1) a desire for self-directed 

learning; 2) more life experience that enriches their desire to learn; 3) an eagerness to 

learn; 4) a desire for learning that will help them to solve problems; and, 5) a motivation 

that is based on their self-interest and desire for bettering themselves, not only 

financially, but also intellectually (p. 12). 

 A majority of formation programs for adults are designed to be self-directed, 

according to Knowles (1984).  An example of this is the formation program run by the 

University of Dayton, where several dioceses subsidize the program and allow lay leaders 

to take online courses at discounted rates (The virtual learning community for faith 

formation, University of Dayton, 2015).   Mature adults are driven to learn; therefore, 

adults are more apt to seek out being part of the learning process.  Knowles (1980) 

explained that adult learners strive to be involved in the educational process.  They want 

to be heard and have their needs met because they tend to see themselves as having 

experiences that would equate to also being teachers.  Self-directed learning, which 

practices reflective questioning during the course of its series, has been shown to be an 

effective strategy for developing emotional intelligence and, in due course, leadership 

skills (Goleman et al., 2002). 

Mezirow (1991) used critical reflection to examine the transformative learning 

process.  He described at length how adult learners see the world by questioning what 

they see and how they interpret what they are seeing.  He also explained how 

emancipatory knowledge or learning is and can be very transformative because it 

encompasses learners questioning all of their preconceived notions and beliefs, which can 

then be changed into accepted new beliefs.  The goal for adult education is critical 
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reflection with a better-developed sense of meaning and integration.  The development of 

adults to make decisions based on critical reflection of beliefs is essential.  However, 

adults have to learn how to make meaning out of experiences, information, feelings, and 

attitudes that have been given or developed over time.  Mezirow (1991) suggests that 

adults are usually not critical of why they believe what they believe and therefore make 

decisions based on false assumptions.  To combat decisions made on false assumptions, 

transformative learning is needed.  

Mezirow (2000) explained that transformative learning is a process that changes 

or transforms our mind-sets to make learning more open and capable of real change.  

Thus, this learning is reflective and justifies actions.  In other words, this happens when 

decisions are made through a learning process that is open and free from pre-conceived 

notions, a real learning has taken place because it is based on looking at the bigger 

picture.  Key to the transformative learning process is critical reflection.  In comparison, 

all programs of formation have an element of theological reflection that engages the 

learner in faith and practice, where there is an emphasis on the experience, as Kinast 

(2000) explains.  Formation can only take place is one is able to reflect on an experience 

that is relevant.  Kinast (2000) showed that theological reflection deals with nonrational 

factors, meaning, the emotional, motivational, behavioral, and intuitive factors that go 

into events.   

The Transformation of Society 

 The Felician Sisters motto is “to cooperate with Christ for the Spiritual renewal of 

society” or in other words, to transform society for the better.  The goal of any formation 

program is to help the learner to become a catalyst for change in their religious 
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organizations and community.  Olson (2008) studied the Catholic Church in Peru to 

examine the differences between those engaged in the work of the diocese and those who 

benefited from services provided.  She also studied whether people who worked for the 

organizations actually held the same beliefs and values as the organization.  What she 

found was that bishops in the hierarchy did not necessarily listen to what the people 

needed and it was the laity that took on the role of directing where the Church needed to 

go in order to serve.  These people, according to Olson (2008) were not properly formed 

nor had they received any real formation but what was common was that they shared the 

same core doctrinal beliefs that could be shared across diverse networks. 

 Olson (2008) recommends seeking guidance to better serve a population of 

stakeholders.  For example, Olson describes a 2002 workshop that was organized to train 

teams of leaders and bishops in an area that they lacked practical experience in but in 

which they were already working.  This shows that not only do adult workers strive for 

greater knowledge; they also have a desire for deeper formation that was not always 

received in schooling (or seminary in case of clergy).   

The development of the tools needed to be effective 

 Over the years, there have been several studies that have been conducted to assess 

the state of the Catholic Church in America.  In 2014, the Archdiocese of Milwaukee 

held a statewide synod to address the needs of the Catholic Faithful in the State of 

Wisconsin (Scholz, 2014).  During the synod, a paper was delivered by Dr. Daniel 

Scholz, the Dean of the College of Arts and Sciences and an Associate Professor at 

Cardinal Stritch University in Milwaukee, which focused on Lay leadership and the 

needs of those in parishes.  Scholz (2014) spoke not of formation that prepared lay 
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ministers for administration, finances, nor human resource issues, but of leaders who 

understand the cultural make-up of the parishes and are able to understand generational 

issues and are also well versed in solid theology.   

 There are several scholars who focus on the need for realistic training for Lay 

leaders.  This realistic outlook comes from what lay leaders really faced in parish and 

diocesan life due to the lack of priestly vocations.  Hahnenberg (2004) examined the call, 

drive, and formation of Lay Ecclesial ministers around the world and found that there is a 

great need for “professionally” trained ministers who are prepared theologically but also 

in professional areas (i.e. management, organizational development, human resource, 

leadership, etc.) that are needed.  Communication skills are also vital for success (Zhen 

Zhang, Wang, & Junqi, 2012). Hahnenberg (2004) found that there are two types of 

“formed” people who enter ministerial work (work that is outside of teaching).  The two 

types are, first, those who are formed in theology and not in the “business” end of things, 

and second, those who are trained in a specific field, e.g., accounting, but are not formed 

in the theology or ministerial side of things.  There is a specific outlook that is needed in 

ministerial work and a balance in training needs to be found.    

Long (2006) examined the needs of the 30,000 Lay ministers and volunteers as 

well as the call for and need for formation programs.  What Long found was that there 

was a strong emphasis on the theological training of Lay ministers that was not as heavy 

as one training for the priesthood but enough to “understand” the basics.  This can pose a 

lot of problems since some may find it hard to engage in serious theological dialogues or 

feel uneasy debating theology with clerics.  This is also brought on by the fact that the 

theological training is primarily in the faith tradition that is studied and not in inter-faith 
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or ecumenical dialogue.  Through surveying Lay leaders, the items that were needed by 

the Lay leaders, tended to be practical in nature and less to do with theology.   

Rallis, Shibles, and Swanson (2002); Watson (2007); and Rakoczy (1991) all 

examined and reflected on programs and their effectiveness in different cultures and 

positions.  What they found varied from country to country.  English speaking countries, 

many Latin American countries, as well as Western European countries, all had very 

developed and structured formation programs for the laity that followed an academic 

program of study.  Formation was structured on the basis of “core competencies” that one 

would need in a theological field and not based on the needs of the ministry in which one 

was to engage.  What was interesting to see, was that in many of the underdeveloped 

African, Asian, and some Latin American countries, the structured model was not 

entirely followed.  What followed was the desire to seek out and tend to the needs of 

those being served.   

What these studies found was that there are models that work depending on the 

situation.  They did not completely address the issues facing the countries but they did 

provide a nice outline to formation programs that are popular. But are they creating 

transformational leaders who can help inspire others to live holy lives? Are they 

transforming those in a sponsored ministry to look at the world through the lens of the 

sponsored ministry’s core values? Are they truly being transformed through these 

programs?  Lay leaders need to be equipped with the necessary tools to address all types 

of challenges. The reality is that present situations call for proper training and formation 

so that the Lay leaders can be stewards of their offices, but also properly informed in the 

sponsor’s and Catholic thought.  
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Why is Critical Reflection Important? 

Throughout the world, especially in professional settings that are becoming more 

and more diverse and multicultural, the call for leaders able to address diverse and 

multicultural issues through a critical lens continues to grow (Doh, 2003).  Nahavandi 

(2006) recommends that leadership skills and behaviors be taught early and often.  The 

development of leadership is fundamentally linked with learning (Vail, 1996; Huber, 

2002).  Essential to this process is the practice of reflection.  One of the tools that are 

necessary for Lay leaders, especially mission leaders is the use and knowledge of 

reflection.  Reflection is the way in which one critically thinks about behaviors, beliefs, 

attitudes, events, and values and has been seen by many scholars as being one of the most 

important characteristics of the learning process.  Mezirow (1998) used “critical 

reflection of assumptions” to explain the type of reflective practice essential to all adult 

learning practices that challenge expectations or assumptions related to an experience.  

When it comes to leading an organization or running an organization, reflection is 

key to making decisions.  If a leader is involved in a deliberate analysis and reflection 

over an issue or event, new strategies may emerge that help that person change behaviors 

(if that is the issue) or plan for the future (if strategic planning is the issue) (Brookfield, 

2004; Reagan et al., 2000).  Brookfield (2004) made the point that if reflection is not 

used, people tempt fate by continually making bad decisions and judgments.  Taking 

courses in leadership or in leadership training is simply not enough for there is no 

guarantee that the person engaged in the course materials will develop into a strong and 

effective leader.  There is simply no way of knowing what situations a leader will find 

themselves in and train for how to handle those situations beforehand.   
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What can be done, however, is developing a process of learning where learning 

from experience is key and ensures that key competencies are developed over time.  

Continued repetition and the application of key theories and principles are crucial to 

memorizing leadership concepts and in the improvement of key leadership skills 

(Larrivee, 2008; Townsend, et al., 2005). There have been several scholars who have 

focused on critical reflection and leadership formation. 

Dewey (1933) was the first to publish work on the use of reflection and according 

to him, reflection involves actively, persistently, and carefully considering practices and 

understandings while taking into account the reasons behind the notions that support 

those understandings and the consequences that actions taken may hold as a result.  

Kolb’s (1984) experiential learning model combined thoughtful reflection, a central part 

of the learning process, with experience leading to observation, reflection about the 

experience that took place, and finally the development of new understandings or 

conclusions that can shape future actions in a way that is different from initially thought.  

Schön (1983), with his work The Reflective Practitioner, also paid attention to the 

significance of reflection in professional practice and explained that reflection could 

happen during an event and not only after an event had happened.  Constant learning in 

practice happens through reflection-in-action as well as reflection on action.  Larrivee 

(2008), in writing about teachers and using critical reflection, explained that systematic 

reflection is a way in which teachers can take control of their teaching lives and 

explained the benefits for practicing reflection.  The same can be said about Huses, 

Toom, and Patrikainen (2008) where they explained that reflection is a process of self-
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evaluation where teachers must engage in frequently so as to advance their professional 

competencies and skills.   

Mezirow (1998) defined critical reflection as a way to integrate theory with 

practice.  It is a way to find insights and self-discovery both personally and 

professionally.  By inviting someone to question decisions and assumptions, critical 

reflection can help to lead a person to a better understanding of complex situations, and 

this is key for mission leaders to do at their ministries (Densten & Gray, 2001; Kayes, 

2002).  Another key component of critical reflection is that it can assist in forming moral, 

virtuous, and ethical accountability with using experiences and values to address 

relationships that may have become toxic or problematic both personally and 

professionally (Grey, 2004).   

Reflection is a key component to how learning should take place and the 

researcher argues that it is the integral part in any formation program.  Whether it is 

developing skills in leadership or becoming competent in theological knowledge, 

reflection and critical reflection are necessary to process and hone new skills.  This can 

be seen in Senge (1990) who believed that the process of reflection was critical to 

organizational learning.  He believed that learning in groups of people who are part of the 

organization and believed in being good stewards and working with changing 

environments was critical for developing new skills.  Raelin (2006) also spoke of the 

need for collaboration and working with groups.  In working with groups, leaders reflect 

both individually and together on real world, work based issues.  This is precisely what 

mission leaders are tasked to do with senior leadership at the ministry sites.   
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There is much scholarship and focus on the need for reflective practices in 

leadership, and this is needed in Felician-sponsored ministries as well.  Reflective 

practices and the learning of reflective processes are taught by leadership educators, 

according to Huber (2002).  Most people engage in mission integration work do not take 

formal leadership courses in their education.  When this is the case, how can mission 

leaders become trained and skilled in facilitating critical reflection?  Speaking from his 

experience, Smith (2001) found that there are many leaders who struggle with engaging 

in meaningful critical reflection on decisions made in regards to operations.   

This could be a direct result from not having the proper training on how reflection 

takes place throughout their lives.  Without having guiding questions or prompts, many 

would find it hard to engage in a reflective process, which internalizes actions that lead to 

a reflective process.  If one looks at traditional education, the emphasis has been on 

learning material in order to be tested on that material.  What happens after the test? Has 

the material been used to reflect and integrate on?  When ministries have leaders that 

have not had the proper training and uses of reflection, who will be there to help them go 

through the reflective process?  For Felician-sponsored ministries, this person is the 

mission leader.  If they do not have the necessary tools, then significant problems can 

occur.   

If a ministry or an organization makes the effort to train and develop leadership’s 

reflective capacity, the results can bring about many benefits.  Morrison (1996) explained 

that there have been many studies that have taken place which have proven that students 

who have engaged in reflective practices and processes have reported feeling empowered, 

a boost to their confidence, as well as an increase in self-awareness.  Furthermore, 
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professional skills were also seen as being enhanced.  The enhanced skills were: being 

able to manage and handle changes better; having the ability to create and handle 

arguments with clarity; and being effective active listeners.  These are all essential traits 

and skills needed in successful leadership, especially mission leadership, as seen in the 

CHA (2016) competencies (See Appendix J). 

Mission leaders, in their formation programming for the role should have engaged 

in theological educational and formation.  The competencies essential for mission 

leaders, described by CHA (2016), are personal qualifications, organizational 

management, leadership, ethics, theology, and spirituality.  All of these components 

require a reflective savvy in order to be successful and help a mission leader contribute to 

the organization in a beneficial way.  For this dissertation in practice, the research 

focused on the competency aspects of the theological and spiritual formation that are 

necessary for the successful mission leader for those aspects have the most reflective and 

critically reflective components to them.  

Critical/Spiritual/Theological Formation  

 Critical reflection, spiritual reflection, and theological reflection are very similar 

and share many of the same traits, which include taking a person’s background into 

consideration, the culture in which the reflection is taking place, the social changes that 

are taking place in the culture, as well as a person’s own faith tradition, and these are all 

things that a mission leaders need to engage in. Critical spiritual formation is a threefold 

movement that allows an individual to reflect critically on an experience (can be life or 

work related) in relation to scripture, culture, and their own Christian tradition (if not 

Roman Catholic) that results in a change of behavior or attitude.  Critical spiritual 
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formation has the same components of theological reflection, which are the threefold 

movements of: 1) Identifying an experience; 2) Reflecting on the experience identified; 

and, 3) Engaging in activities that lead to further reflection and action.   

 The first movement begins the reflective process.  It attempts to identify an 

experience that, for mission leaders, can be issues that are related in the ministerial 

experience and ripe for reflection.  Examples for mission leader experiences can be 

gathered during the Mission and Heritage week (a week-long celebration of Felician 

Franciscan heritage and culture starting around the feast of St. Francis of Assisi), and 

may include an ethical decision making session with a board, work engaged with or for 

the community, attending meetings, or encounters with coworkers.  An aspect that is 

important to note, is that the experience that is selected for reflection isn’t confined to the 

present.  It can be a past experience that has been difficult to overcome or work through.  

Why this is important is that the process has to be ongoing. That is to say, in order to be 

effective in the ministry, one has to be constantly reflecting on actions especially in light 

of the Felician core values.  This is what Schön (1983, 1987) explains, is the reflection in 

action and in the Christian setting; it is paramount in order to be successful. 

 The second movement is the reflection on the experience that was identified in the 

first movement.  This can be the most difficult, yet rewarding phase.  It is important to 

note, that not everyone will have an “Ah ha!” moment during this movement.  What is 

important is to reflect on a particular spirituality that may be dear to the person engaged 

in the reflection.  Spirituality is important because it gives the person reflecting 

something to engage with.  This closely mimics the Whiteheads’ (1995) tri-polar model 
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that places great emphasis on scripture and one’s faith tradition in line with one’s cultural 

experience as tools in the reflection process.   

The inclusion of one’s spirituality into the reflective process with the cultural 

experience helps make the process more real and relevant.  It is something that the person 

has chosen to practice or follow (spirituality) and using it as a guide to center one’s self 

can help to examine attitudes and biases that may have been shown in the initial 

experience chosen for reflection.  It is important to add, that if this takes place in a 

corporate or business setting, a safe and open space is important to have.  The space 

should be conducive to dialogue and openness.  The need for such a space is necessary 

since critical spiritual reflection incorporates analyzing experiences before actions, during 

actions, and after actions.  The information that is sought is the analysis of what takes 

place during the action of an experience.   

Messer (1989) explained the importance of all reflective practices and used Christ 

as the model for all ministry positions, calling Him the first practical theologian.  He 

stressed that Christ was one of the first to show practical thinking and reflecting.  The 

same can be said for Blessed Mary Angela.  Endecavage (1999) explained that when it 

came to religious orders, they were normally cloistered and focused on their own prayer 

lives.  This was not the case with Blessed Mary Angela and the Felicians.  She also 

makes the point that the Felicians were the first to be “active contemplatives,” being in 

the world but also focusing on deep reflection and prayer.  This new religious life, co-

incidentally, is not a recognized form of religious life by the Vatican, according to 

Endecavage (1999). 
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The third movement seeks to bring about transformation. This transformation 

should be a holistic transformation that encompasses the mind to the heart, and to the 

hands.  It stresses the actions that are taken as a result of reflection on an action, which 

leads to further reflection.  A cycle is formed where a reflection leads to action, that 

action to more reflection, and so on.  Seeking to better every situation by reflecting on it 

is key for any mission leader.  Mission leaders need to be able to, in essence, do what the 

Felicians have always done: be active and contemplative.  

Theological Reflection in the process of Transformational Leadership Formation 

From a religious perspective the purpose of formation programs, especially 

leadership formation, are to transform people with the help of the Holy Spirit to be 

leaders that reflect Christ (Hill, 1990).  The importance of theological reflection in this 

process is crucial.  Formation programs prepare leaders with basics that can then help 

them when there is a need for background knowledge.  In the current study, critical 

reflection is being proposed as the method for engaging a leader or potential leader into a 

transformational process that can greatly enhance the formation experience.   

Critical/Spiritual/Theological Reflection: Its purpose in Catholic Leadership 

Critical, spiritual, and/or intensive theological reflection is a reflective learning 

process that can be used in the formation of transformational leadership.  Reflection is 

not a passive activity and requires quite a lot of mental activity for the process to properly 

work.  What theological reflection does is use scripture or sacred texts of one’s faith 

tradition, to reflect and examine an experience in one’s life. This reflection can bring 

about action or reaction.  As Kinast (1996) explains, “Theological reflection is a method 
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to help people learn from their experience…it is action-oriented and often change-

oriented” (p. viii).   

When it comes to those in ministerial leadership, Kinast (1996) shows that: 

It helps a minister recognize God’s role in ministry.  This recognition may entail 

some change in the minister’s self-awareness, outlook, motivation, and decisions.  

These changes become the basis for new action-the way a minster conducts the 

ministry and changes in the process (p. ix).    

The work that theological reflection engages in is the transformation of the whole person, 

mind, body, and soul.  One invites God into one’s life through scripture and tradition in 

order to shed light on an issue that can bring one into a new experience.  This exercise is 

what transforms and helps move a person to action and change.  The movement should be 

three fold where: 1) the experience is identified and chosen by the person; 2) the 

experience is reflected upon using scripture and through one’s faith traditions; and, 3) 

what is seen in the scripture is reflected upon more and leads to action.   

 Furthermore, theological reflection is also a way in which one can explore both an 

individual and corporate experience.  Kinast (2000) explained how Patricia O’Connell 

Killen and John de Beer defined theological reflection.  The defined it as: 

…the discipline of exploring individual and corporate experience in conversation 

with the wisdom of a religious heritage.  The conversation is a genuine dialogue 

that seeks to hear from our own beliefs, actions, and perspectives, as well as those 

of the tradition.  It respects the integrity of both.  Theological reflection therefore 

may confirm, challenge, clarify, and expand how we understand our own 
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experience and how we understand the religious tradition.  The outcome is a new 

truth and meaning for living (pg. 20).   

Kinast (2000) pointed out that this framework provided by Killen and de Beer can be 

used universally for it follows the way that people naturally think about their life 

experiences, which is a movement towards insights and can be directly related to critical 

thinking.  Killen and de Beer’s style of theological reflection is a four-step movement 

towards insight.   

 The first step, like most theological reflection exercises, focuses on an aspect of 

an experience.  Kinast (2000) points out that the difference here is the Killen and de Beer 

expand the concept of experience to include four sources: an action of lived narrative, 

which can include stories or events in people’s lives, the tradition of one’s religious 

heritage, the culture one subscribes to and the positions or attitudes, beliefs, and opinions 

that one holds and is willing to defend.  The second steps lets feelings to lead to an image 

that is at the heart of the experience.  This leads to the discovery of the theme of central 

issue of the experience being reflected upon.  These first two steps, as Kinast (2000) 

explained, do not need to be theological per say.   

The third step is theologically decisive and this is where the religious tradition 

comes into play.  When the experience is viewed through a religious tradition, the 

wisdom of that tradition will be seen with a give and take exchange that compares and 

contrasts the experience to the tradition.  This may also confirm or deepen what a person 

already believes and may offer different insights and a new way of action.  The fourth 

step is putting those insights into practice and this it done through the aid of prayer, 

according to Kinast (2000).  The goal of the methods developed by Killen and de Beer is 
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to help people see how and when theological reflection can happen and to make sure that 

it happens methodically.  The purpose of the theological reflection exercise is to help, 

holistically, people develop the skill of reflecting theologically and acquiring spiritual 

wisdom that they may be seeking 

Critical, spiritual, and/or theological formation is essential for mission leaders 

because it helps the leader respond to the needs of not only the ministry but also the self.  

The unique work that is engaged by the mission leader calls for something that can help 

them to respond and process actions that are made in the charism of the Felician Sisters.  

Picking up where the Felician Sisters left off is no easy task.  Barna (1999) explained that 

it is essential for church leaders to have a tool to help them reflect.  It is how a ministry 

can create some one molded in their mindset but with also retaining their own identity.  

They are not clones but they are not too different from what could pass for “Felician.”  

Without a tool like critical formation, ministries will be faced with more and more burn 

out, because the demand on the lay collaborators to be like “Felicians” will become too 

much to bear.  

Summary  

 The role of a mission leader is complex, especially at a Catholic organization.  

With the decline on vocations to priestly and religious life, the Laity have been given and 

taken on more and more of an active role in their place in the mission of the Church and 

her ministries.  Because of this, the Laity need to be better prepared to face all types of 

challenges and be given the tools necessary to help them do well.  The reality is that there 

are situations that call for proper training and formation so that they can be stewards of 

their offices, but also properly formed in Catholic thought as well as the tradition of the 
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sponsoring order/community.  So, what is the ideal formation program for Lay leaders, 

especially mission leaders?   

 

The understanding of the role of a mission leader is critical to their formation and 

fulfillment of their role, which cannot properly happen without being grounded in 

critical/spiritual/theological formation.  The process learned in reflection is critical for 

helping mission leaders, senior leadership, and management make the decisions 

necessary to fulfill the obligations of the sponsor but also run the organization in a way 

that reflects the mission, vision, and values the sponsor wishes to promote.  The literature 

shows that critical reflection is not a skill that one is simply born with or one that people 

naturally engage with (Larrivee, 2008).  If one does not make an effort to learn the skill 

necessary or have a qualified person lead a reflection or reflective process, an 

organization will be at a great disadvantage.  When used with teachers, Husu, et al. 

(2008) showed that providing guidance in a process of reflection can encourage people to 

engage in a deeper critical reflection, which can create better teachers over time.    

 The literature reviewed in this section is primarily based on lay formation and 

reflection.  The need for Lay formation is critical, and this is shown in the literature, as 

well as the need for critical reflection.  All of the research discussed has been geared 

towards the full-time Lay leader or full-time mission leader.  What isn’t shown or what 

can’t be found, is how to train a Lay leader who is fulfilling a role on a part-time basis, 

who has not been formally trained or prepared, as is the case with the majority of mission 

leaders at Felician-sponsored ministries.  The key component, which the researcher is 

arguing, is that critical reflection can greatly aide a mission leader in being successful and 
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help a mission leader hone the skills necessary to be successful and work towards the key 

aspects of the competencies required for the role.  Using aspects of critical reflection 

processes can hopefully aide in facilitating a formation program for mission leaders at 

Felician-sponsored ministries so that the mission leaders can be more effective in their 

roles.    
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 CHAPTER THREE: METHODOLOGY  

Introduction 

 A qualitative research approach has been selected for this dissertation in practice, 

specifically, a case study methodology, and this was done for several reasons.  Overall, 

qualitative research methods are useful when it comes to discovering and understanding 

how people understand events and experiences (Bogdan & Biklen, 2003; Creswell, 2014; 

Denzin & Lincoln, 2000).  How mission leader’s value critical reflection as part of their 

mission leader formation/development as well as their experiences with engaging in and 

facilitating critical reflection, is what this study examined.   

When research questions require exploration and the nature of the research 

requires investigation of understandings, a qualitative approach is justified (Stake, 1995).   

The questions used in engaging people in qualitative studies typically begin with what or 

how, in order for the researcher to gain a comprehensive understanding of what is taking 

place in relation to the subject being studied (Patton, 2002).  The purpose of this 

dissertation was to examine the role critical reflection should play in preparing lay 

leaders to serve as mission leaders in an interdisciplinary ministry.  The overarching 

research question was:  What role should critical reflection play for preparing lay leaders 

for the role of a mission leader in interdisciplinary ministry?  Some of the associated 

questions were: Is there a need for greater understanding of or training on critical 

reflection among mission leaders?  What level of importance should critical reflection 

play in the formation/development of mission leaders in interdisciplinary ministries?  

A secondary reason for pursuing qualitative research methods for this study is that 

a qualitative study allows for the study of a phenomenon.  This may include examining 
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and studying feelings or thought processes that can be harder to learn whist using other 

research methods (Strauss & Corbin, 1998; Yin, 2003).  This study is examining the 

perceptions that mission leaders have around critical formation and its use.  Another 

reason for using a qualitative research method is that when studying a phenomenon a 

qualitative method is better suited for building theory and testing hypotheses in a natural 

setting and when examining a social process in its natural context (Denzin & Lincoln, 

2000; Esterberg, 2002).  This dissertation in practice focuses on the experiences of 

mission leaders using, engaging, and experiencing critical reflection in their personal and 

professional lives.     

The final reason for choosing qualitative research methods is that qualitative 

research methods allow the researcher to become an active participant in the study, taking 

place (Creswell, 2014).  Stake (1995) showed that this is quite important is one is to be 

engaged as the key person for collecting and analyzing data.  For this study, the 

researcher was the key instrument for data collection, as well as, the key interpreter of the 

data findings.   

A case study approach was used in order to explain mission leaders’ perceptions, 

understandings, and experiences with using critical reflection in their personal and 

ministerial/profession lives.  This chapter describes the research model, the approach 

taken, as well as, the strategy used to accomplish the purpose of the study.    

A qualitative research methodology is primarily rooted in a concern for bringing 

about a depth of understanding of both a specific phenomenon and around meaning 

behind how people interpret an experience or event (Jones, 2002).  As a result, special 

care must be taken in order to what understandings are brought out of the research 
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experiences.  One must remember that the intent of qualitative research is to better 

comprehend the lives of people and the environment in which they live in (Jones, Torres, 

& Arminio, 2006).  This was the purpose for this dissertation in practice, where mission 

leaders and their experiences in the world of Felician-sponsored ministries are to be given 

a stage.  Esterberg (2002), explained that qualitative research methods are based on 

working to understand, in their context, social processes all the while finding meaning 

and understanding to social events for those who take part in them.   

The mechanisms that direct qualitative research support the means to comprehend 

the research questions in this dissertation in practice.  It is most appropriate to use a 

qualitative approach for this dissertation because it encourages a better understanding of 

the capability of the mission leaders, as well as, their own understandings of how they 

use and understand critical reflection in their roles at ministry sites.  This study has given 

the participants the chance to share their stories and experiences in regards to critical 

reflection and formation.   

The methodology for this dissertation in practice was a qualitative research 

method using interpretivism.  This was chosen for it is a good way of exploring 

participants’ interpretations of their experiences when they are asked about specific 

situations (Woods & Trexler, 2001).  To collect the data through an interpretist position, 

the researcher led semi-structured individual interviews with volunteer participants using 

open-ended questions. Qualitative interviews were the primary data collection tools of 

this dissertation’s attempt to examine if critical reflection was the tool needed for heling 

mission leaders succeed in their roles in interdisciplinary ministry.  Because this 

dissertation in practice study is qualitative in nature, it permitted for the discussion of the 
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mission leaders’ experiences with critical reflection to be analyzed according to the 

themes and patterns that appeared in the transcripts of the interviews.   

Research Question(s) 

For mission leaders, it is imperative that they are engaged in a pivotal role at a 

ministry site. They are to help and shape culture in order to represent the sponsor in how 

decisions are made and how policy is shaped.  Mission leaders vary in their education, 

formation, and development and, at times, are unprepared for their role.  There are not 

many programs that can help train mission leaders unless they are specific to the health 

care field.  If a sponsor or sponsored organization has many different ministries, it has to 

find or create a program that can be helpful across ministerial lines based on the needs of 

the ministries and requirements of the sponsor, the Felician Sisters of North America – 

Our Lady of Hope Province.   

The research question was:  “What role does critical reflection play in terms of 

preparing lay leaders for the role of a mission leader in interdisciplinary ministry 

setting?”  Some of the associated questions were:  “Is there a need for greater 

understanding of or training on critical reflection among mission leaders?  What level of 

importance should critical reflection play in the formation/development of mission 

leaders in interdisciplinary ministries?”  

Research Design 

A qualitative case study fit the purpose of this dissertation in practice well and 

was used as the main methodology.  A case study is a broad, all-inclusive description and 

analysis of an experience or phenomenon (Creswell, 2014). Using the case study, the 

researcher was able to create a descriptive and investigative account of a specific 
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situation, in this case: assessing the need for mission leaders to be proficient with and in 

critical reflection, raising awareness of the need for critical reflection in their work, and 

whether it should be included in their formation/development (Merriam, 1998).  This 

section explains the contextual information around case study research, approach, and 

methodology while also exploring the designs created from case study research.   

There are many researchers that are well known for writing about the use of case 

studies but only a few will be used for the primary sources for case study research in this 

dissertation in practice.  These researchers were Sharon B. Merriam, Robert E. Stake, and 

Robert K. Yin.  They have all written extensively on case study research and using the 

case study successfully.  In addition to these researchers, Bent Flyvbjerg was also read in 

order to understand how to best use case studies in research.   

Flyvbjerg (2006) wrote that good case studies were needed in order to strengthen 

research in the social sciences.  In order to do so, he warned that there were five 

misunderstandings about case studies that could hinder results in a study.  The first was 

that theoretical knowledge was a lot more valuable than practical knowledge.  The second 

was that generalizations could not be made from a single case study and as a result a 

single case would not contribute to a research field.  The third was that the case study is 

helpful in producing hypotheses but that there are other methods which are better at 

testing and developing theories.  The fourth was that case studies are biased towards 

verification and the fifth was that it was very hard to summarize case studies in general.   

The use of the case study was to develop an in depth description and analysis 

(Creswell, 2014) of the needs of mission leaders as they are faced with providing and 

facilitating ethical reflections in their various ministries.  Stake (1995) explained that a 
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case study methodology explores a program, an event, an activity, or a process of one or 

more people, in-depth.  The cases are bound by time and activity and the data is collected 

over a sustained period of time.  For this dissertation in practice, the phenomenon that 

was investigated was the perceptions of using critical reflection and whether it was an 

integral tool for mission leader formation.  The case for this study were the mission 

leaders from different Felician-sponsored ministries that varied in ministerial fields 

across North America.  “By concentrating on a single phenomenon (the case), the 

researcher aims to uncover the interaction of significant factors characteristic of the 

phenomenon” (Merriam, 1998, p. 29).  The data was collected through in-person 

interviews and the interviews were conducted and recorded digitally.  The interviews 

were then transcribed into Microsoft Word files and the data coded for emergent themes 

using the techniques that are used in qualitative research in order to inform the research 

problem (Bogdan & Biklen, 1982; Maykut & Morehouse, 1994).     

There are five mechanisms of an effective case study research design, according 

to Yin (2009).  An effective case study research design contains: 1.) research questions; 

2.) a purpose of the study; 3.) analysis; 4.) logic that links the data to the purpose; and 5.) 

criteria for interpreting the findings of the research.  The research questions that are most 

suitable to case studies are questions that ask “how” or “why”. In this dissertation in 

practice, participants were asked how they understood critical reflection, why they felt 

about certain situations, as well as similar questions around the use of critical reflection.   

The purpose of the study was defined and stated clearly in this dissertation in 

practice.  The purpose of this dissertation in practice was to examine the role critical  
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reflection should play in preparing lay leaders to serve as mission leaders in an 

interdisciplinary ministry.  The analysis is the third component that Yin (2009) addressed.   

Yin (2009) explained that the items of analysis was the primary target that the 

study is to analyze.  These have to be directly tied into the research questions that were 

developed by the researchers.  The research questions were: “What role does critical 

reflection play in terms of preparing lay leaders for the role of a mission leader in 

interdisciplinary ministry setting?”; “Is there a need for greater understanding of or 

training on critical reflection among mission leaders?”; “What level of importance should 

critical reflection play in the formation/development of mission leaders in 

interdisciplinary ministries?” This dissertation in practice’s units of analysis are the 

mission leaders (cases that were studied) in interdisciplinary ministries in North America. 

Case studies have to connect to the purpose of the study.  When the data is 

collected, themes start to come out.  Once the data is analyzed, the themes and patterns 

start to match with the purpose of the study.  In this dissertation in practice, the themes 

that emerged did match with the purpose of the study and answered the research 

questions that were posited.  The final element of case study design is conditions for 

understanding and interpreting the findings of the research.  Yin (2009) explained that 

this is done before the themes are developed and this was the case with this study.  After 

the themes were developed and the findings analyzed, recommendations were made for 

formation development and for future practice and possible research.    
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Participants/Data Sources 

 Patton (2002) explained that purposeful sampling was essential in order to 

conduct reliable interviews, which was what the researcher followed in this study.  

Purposeful sampling was used, since in qualitative research, it is used to focus on the 

perspectives of those who have experience in the phenomenon that is being studied in a 

particular research project.  The purpose of engaging in purposeful sampling was to 

engage in an in-depth examination of the participant’s experiences instead of worrying 

about whether their experiences were general in nature so as to relate to the larger sample 

group (Lincoln & Guba, 1985).  The selection criteria for this dissertation in practice 

were based on the mission leader’s potential to increase the understanding to the question 

of the use of critical reflection in formation activities and processes at Felician-sponsored 

ministries.  

 The selection of nine mission leaders for this study was not complicated and the 

nine were chosen based on their experiences in the three different affinity groups which 

represent the ministerial interests of the Felician Sisters.  The participant number of nine 

represented 33% of the mission leaders in active ministry for the Felician Sisters.  All of 

them had expressed that they had engaged in some type of critical reflection processes.  

The ages of the participants varied from 44 to 67 years old.  The gender demographics of 

the participants were made up of three males and six females.  The mission leaders had, 

on average, three years of experience in the role of mission leader and 11 years of 

experience in a different role at their respective ministries.  The logic behind choosing 

these mission leaders was to gain a diverse understanding to the realities faced by the 

mission leaders when it came to fulfilling the critical reflection component of their job at 
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the ministries.  Also, in order to comprehensive and detailed account for the case, it was 

important to include the mission leaders with experience with critical reflection for this 

study (Esterberg, 2002; Merriam, 2002). 

 The mission leaders chosen had expressed earlier interest when initially thinking 

about this study.  In the event that the potential participants were unwilling to participate 

after a formal request for participation was made, there was a list of back-up mission 

leaders, but this was not used.  Once the mission leaders accepted the offer to participate 

in the study, interviews were scheduled to take place in the fall in Chicago. This made 

interviewing, not only convenient, but also practical for all parties involved.  Permission 

was granted to conduct interviews by the President of Felician Services and the 

interviews lasted approximately 45-60 minutes.   

Data Collection 

 In order for there to be a well-constructed, reliable, and accurate case study, it is 

important to have several sources of evidence that support and guarantee that the study is 

vigorous (Green, Camilli, & Elmore, 2006; Yin, 2009).  Triangulation is vital in making 

sure that a case study is reliable (Stake, 2000; Yin, 2009).  There are, in essence, four 

types of data collection methods that are used in qualitative research, which include 

participation in a particular setting, direct observations, in-depth interviews, and 

document analysis (Marshall & Rossman, 1999).  Having additional sources of data helps 

the researcher craft a compelling story that is accurate but also helps to bring the 

participants views and experiences to light, in a meaningful and authentic way.  Because 

of this, the researcher selected, as the primary data collection source, the use of in-person 
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interviews.  The reason for this was that this was the best way to help bring the narrative 

to light.   

 Interviews are, in essence, conversations that take place between two parties 

where a person or interviewer (the researcher) interviews another person or interviewee 

(mission leader) by asking a series of questions that require a response (Esterberg, 2002).  

In order to have a successful interview, rapport and a relationship need to take place in 

order for trust to be built (Patton, 1987).  In order for a successful case to be developed, 

there are six types of questions that need to be employed during the interview process 

(Merriam, 2009).  These are: 1) experience or behaviors; 2) opinions or beliefs; 3) 

feelings; 4) knowledge; 5) sensory; and 6) background or demographic information.   

 The intent of using interviews is to make the process feel like a conversation.  As 

a result, open-ended questions are asked that help the interviewee or participant recall and 

express their true feelings around a topic (Esterberg, 2002).  Interviewing was seen, also, 

as the ideal form of collecting data for, as Seidman (1998) explained, “interviewing 

provides access to the context of people’s behavior and thereby provides way for 

researchers to understand the meaning of behavior” (p.28).   

 As the researcher, it was imperative that the mission leaders felt at ease during 

the interview process.  Prior to the start of the interviews, the researcher and the 

participants spoke about family life and issues that may be going on at the ministry sites, 

in relation to mission integration.  The participants were at ease for the interviews, which 

made the environment pleasant and ideal for this study.   

 The selection process began with an email that was sent to selected mission 

leaders requesting their participation in the study.  The email sent, also had attachments, 
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which included the introduction letter (See Appendix C) and informed consent 

informational form (See Appendix D).  All of the nine selected mission leaders replied 

agreeing to participate.  If they had not replied, the researcher planned on contacting the 

mission leaders after two weeks of sending the first email to follow up.  If no response 

was received after a week following the second email attempt, a back-up mission leader 

would have been selected.   

 Interviews were conducted in Chicago, IL from November 6-8th 2016.  A private 

space was used to conduct the interviews with consideration for minimizing distractions 

and maintaining anonymity and confidentiality. To make sure that the interviews took 

place, the researcher made sure to verify that the participants were still willing to meet at 

the agreed time as well as made sure that all the necessary items for the interview were in 

working and proper order, i.e. adequate space, digital recorder with fully charged 

batteries, note pad with pen, and interview protocol.   

 Nine mission leaders were interviewed for this dissertation in practice.  

Interviewing the mission leaders allowed for ascertaining and seeking knowledge from 

the key people who have the knowledge necessary, as well as, experiences necessary to 

help shine light on and observers understanding of a problem or phenomenon (Patton, 

2002).  The interview began with an introduction of the researcher.  The researcher then 

thanked the participant and orally reviewed the purpose of the study, read the informed 

consent informational form, and asked the participant to verbally verify that they were 

willing to participate in the study.  The researcher also reminded the participants that the 

interview would be recorded and would be stopped if and when they wanted to end the 
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interview.  The researcher also asked if the participant had any questions before 

beginning.   

Once the willingness to participate was verbally obtained, the researcher began by 

using the interview protocol (See Appendix B), with the collection of demographic 

information.  The reason for collecting this was explained as giving more detailed 

information for their perspectives related to their work experiences and uses of critical 

reflection processes.  The individual interviews were conducted by the researcher and 

each lasted around 45-60 minutes.  These interviews used open-ended questions and were 

used in a semi-structured interview protocol in order to obtain several pieces of 

information (Merriam, 2002): 1) demographic information; and 2) participants’ 

perceptions and experiences with using and facilitation critical reflection at the ministry 

sites (See Appendix B).   

The use of open-ended questions was ideal for it allowed the participants speak 

and answer freely as well as openly about critical reflection and their experiences.  

Follow-up questions were also asked when responses given needed some clarification 

(Bogdan & Bilken, 2003; Denzin & Lincoln, 2000; Esterberg, 2002; Kvale, 1996).  

Esterberg (2002) also mentions that using semi-structured interviews provides a free 

exchange between a researcher and a participant, and this is another important reason for 

choosing this type of interview structure.   

Transcription of the interviews began November 15, 2016 and was completed by 

December 1st, 2016.  To ensure transcription accuracy, the researcher reviewed the 

transcripts while listening to the recordings.  The transcripts were also given to the 

participants for their review and to ensure accuracy in the transcriptions.   



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

61 

 

Data Analysis 

 This dissertation in practice followed a uniform interview protocol, to gather data, 

and to make sure that the interviews with mission leaders were almost identical and 

generated data that was in line with the goals and purpose of this study.  The research 

steps that were taken in order to conduct the research necessary for this dissertation in 

practice are as follows: Firstly, mission leaders were invited to participate in the study by 

the researcher.  They were also informed of any possible risks or lack thereof.  Secondly, 

semi-structured, yet in-depth, interviews were conducted, in-person, with mission leaders 

at Felician Services during the required Mission Leader Forum and during times they 

would normally be scheduled to meet with the researcher. Thirdly, a digital recording 

devise was used to record the interviews.  The recorded interviews were transcribed 

within four weeks of the first interview being conducted, as well as, given a pseudonym 

to protect their identities and give anonymity.  Fourthly, follow-up contact was made in 

order to give each mission leader their transcript for participant checking and also to 

make sure that the content was accurate.  Follow-up questions we also asked, if needed.  

Lastly, the data was coded and checked for emergent themes.  In order to show and 

guarantee accurate research steps, an audit trail was kept. (See Appendix I).   

In qualitative research, data analysis has a two-fold purpose and involves 

interplay between data collection (Strauss & Corbin, 1998).  The two-fold purpose is: 1) 

to understand the perspective of the participants, and 2) to answer the research questions 

posited by the researcher.  Data analysis is a process of making meaning and making 

sense of data (Stake, 1995).  The data analysis provides a legitimate meaning to the 
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participants’ impressions, feelings, and final accounts that are compiled from all of all the 

collected data.  This analysis tells the story of the mission leaders’ interaction and 

engagement with critical reflection in regards to their personal and professional lives.   

 This dissertation in practice followed the data analysis and coding techniques 

recommended by Creswell (2014) and Esterberg (2002).  Identifying themes and 

categories of interest are part of the open coding process (Esterberg, 2002).  After the 

data was open coded it was vigorously examined to review the codes for themes.  This 

dissertation in practice also followed Creswell’s (2014) six-step analysis process in order 

to create the narrative found in the next chapter and the process is outlined in the next 

several paragraphs. 

 Creswell’s first step:  Preparing the data by organizing it and then analyzing it.  

Creswell’s first step took place when the recorded interviews were played back for 

review and transcribed into word documents.  This process allowed for a thorough 

examination of the interviews to take place.   

 Creswell’s second step:  Read through the data.  The researcher read each of the 

interviews three times and reflected on the overall meaning of what was said in order to 

get a better understanding of what the mission leaders were saying.  

 Creswell’s third step: Begin a detailed analysis and coding process.  The 

researcher followed Creswell’s (2014) procedure of organizing the interviews into 

segments by taking the texts and segmenting sentences into categories.  These were then 

labeled with terms that were gleamed from the participant’s own words.   

 Creswell’s fourth step: Using a coding procedure to produce a description of the 

participants as well as groupings for analysis.  This procedure involved a method of 
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selecting, simplifying, and finding themes and patterns from the field notes, transcripts, 

and other resources.  The researcher used this process to create codes for the accounts or 

descriptions that were found.  This, in turn, headed towards a simplification of a few 

themes that were found.  These themes were then also scrutinized to create a general 

description.  To do this, the researcher had to read interview transcripts, several times, all 

the while searching for significant connections and variances in the themes that were 

found. When a theme emerged, code names were assigned.  These were then organized 

into categories of related ideas, patterns, and topics that were revealed from the 

participants’ viewpoints. 

 Creswell’s fifth step: Figure out how the description of the themes will be 

epitomized in the qualitative narrative that is forming.  The researcher integrated the 

themes in into the narrative quotes in order for the findings to come from the responses of 

the mission leaders.   

 Creswell’s sixth step:  Interpret the meaning of the data.  The researchers own 

experiences played a role in the interpretation process and understanding of the mission 

leader’s stories, and this is important to make known.  The researchers experience as one 

of the Vice President’s for Mission Integration responsible for oversight of the mission 

leaders played a vital part in the researcher’s own interpretation process.  The researcher 

focused on what the mission leaders were saying and the understandings that they drew 

from the questions raised.  The themes that appeared from this study came from the 

researcher’s awareness of the issues faced by the mission leaders in their ministry sites, 

mainly the researcher’s own biases and the mission leaders’ implications.   
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 The study needed to be verified by evaluating the trustworthiness of the research.  

Due to the fact that qualitative research requires the researcher to take an active role in 

the collection and interpretation of other people’s experiences, making sure that the 

experiences are honored, respected, and credibly, trustworthiness needs to be ensured 

(Yin, 2009).  The following paragraphs are dedicated to the establishment of 

trustworthiness of the results for this study.  In order to increase the trustworthiness of 

this dissertation in practice, the researcher employed strategies that would decrease the 

threats to credibility (Yin, 2009).  The strategies employed were: 1) Triangulation of 

data; the researcher was able to use numerous sources of data to ratify the results that 

were brought out in the study, which included a previously conducted survey of mission 

leaders where they were asked about their involvement in the ministries (Lincoln & 

Gruba, 1985; Stake, 1995; Merriam, 2002; Prasad, 2005; Yin, 2009; Creswell, 2014). 

In the previously conducted survey an overwhelming majority, 75%, indicated 

that they were underutilized in reflection exercises or processes at the senior leadership 

level.  In addition to this, the researchers own observations over the course of several 

years, as well as, colleagues were taken into account; 2) Presentation of participant 

checks by sending the participants copies of their interview transcripts in order to 

corroborate the accuracy of the transcribed interview content and ask follow-up questions 

(Merriam, 2002); and 3) Engaged in peer review (Merriam, 2002) of the findings by 

having a colleague in the field review the findings as they emerged.  The peer reviewer 

was asked to comment on all aspects of this study.  This was particularly so with the data 

collection and analysis, as well as the findings in order to determine if the conclusions 

were logically and in line with our common experience with mission leaders.   
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Dependability of the study’s findings was also maintained through the 

employment of an audit trail (See Appendix F).  The audit trial is an explanation of the 

data collection methods, as well as analysis of the findings and how decisions were made 

throughout the course of the study (Merriam, 2002).  Also, in order to work towards 

transferability, a rich, thick description was provided (Merriam, 2002).  Transferability 

strives for determining if the results can relate and be transferred to other circumstances 

and contexts (Lincoln & Guba, 1985). Readers have been given the opportunity to decide 

for themselves if the results are transferable to other situations and circumstances with 

the researcher giving sufficient detail in order to draw a well-defined context.  

In addition to these, the researcher also engaged in several other methods in order 

to maintain credibility and trustworthiness.  The researcher engaged in reflectivity, 

engagement and, maximum variation (Merriam, 2002).  With reflexivity, the researcher 

kept a journal in which he engaged in critical self-reflection regarding any assumptions, 

biases, feelings, and personal opinions related to the study that may have affected any 

aspect of the study.  The researcher also maintained proper engagement by allowing for 

the right amount of time in order to collect data so that the study was adequately 

saturated. Maximum variation was also maintained with a manageable yet adequate 

population sample so that diverse voices would be heard and for there to be a wider range 

of application for the results of the research.  As a result of all these necessary steps, the 

goodness/trustworthiness/reliability of the research was ensured and the validity and 

dependability/reliability of the study was strengthened.   
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Ethical Considerations 

In the process of writing and engaging in research for this dissertation in practice, 

the researcher has had to anticipate any ethical issues that might have arisen before and 

during the qualitative research process (Creswell, 2014).  It was very important that 

researcher protect the participants that were part of the research by developing 

relationships based on trust, coping with any new challenges that arose (which there were 

none), guarding against any negativity that might be levied at the institution (both 

academic and work related) which included misconduct or deception of any kind, as well 

as protected and promoted the integrity of the research being conducted (Creswell, 2014).  

The researcher believed that the risk to those involved would be quite minimal and this 

was the case.  However, the participants in the study did put themselves out into the open 

in regards to their views of their role so many safeguards were put in place and used in 

order to protect their rights and anonymity.   

First, the participants were informed, in writing, that they are volunteering to 

participate in the study and that they could leave or stop participating at any time without 

any negative actions or repercussions.  Second, an information/consent form was given to 

each participant and read before the interviews began.  Third, the research objectives 

were clearly communicated and explained both in person and in writing.  Fourth, written 

transcripts from the interviews were made available to the participants and reviewed for 

accuracy.  Each participant was given the option of withholding their interview if they 

felt that it would have jeopardized their employment in anyway.  Fifth and final, the 

rights of those involved in the research came first and their wishes regarding the reporting 

of data was taken into account and their participation solely rest on them.  Anonymity 
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was protected through the use of pseudonyms for the participants. The data is being 

housed on a secure cloud server for a minimum of five years.  After that time, it will be 

securely deleted.  Only the researcher has had access to the raw data. The IRB review 

process also addressed these issues (See Appendix F).   

Summary 

 Chapter three explained the theoretical groundings and methodology for the study 

conducted in this dissertation in practice. This chapter also explained the reasons behind 

the research design and analysis process that was engaged for this study.  In addition to 

this, the interpretivist paradigm was described.   All this information helped to 

demonstrate the different complex realities and experiences of the mission leaders that 

were used in this case study research.  Chapter four was completed with a discussion 

around the approaches that were employed in order to improve the reliability of the 

findings of the study, as well as, its trustworthiness.  This chapter establishes the 

discoveries or outcomes of the study, with chapter five conferring the findings and 

conclusions.  The conclusions in chapter five are also centered on the study results and 

discusses the implications of the study, and makes recommendations for application and 

implementation.   
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CHAPTER FOUR: FINDINGS 

Introduction 

The purpose of this research study was to examine the role critical reflection 

should play in preparing lay leaders to serve as mission leaders in an interdisciplinary 

ministry.  The following overarching research question informed this study: What role 

should critical reflection play for preparing lay leaders for the role of a mission leader in 

interdisciplinary ministry?  Some of the associated questions that also informed this study 

were: (a) Is there a need for greater understanding of or training on critical reflection 

among mission leaders?  (b) What level of importance should critical reflection play in 

the formation/development of mission leaders in interdisciplinary ministries?  

Throughout in-depth interviews, participants in this study described and explained 

their perceptions and experiences with being a mission leader and their experiences with 

using or not using critical reflection in the operation of the ministry.  They also discussed 

their understanding of the roles of mission leaders and the challenges that they face when 

the role is not fully utilized.  During the data collection phase of this research, five of the 

nine mission leaders who participated were contacted to provide clarifications when 

questions arose after the transcription of the interviews was completed.   

Background 

The participants in this study were comprised of nine people who hold the title of 

mission leader in a Felician sponsored ministry.  The ages of the participant varied from 

44 to 67 years of age; of the nine mission leaders three were male and six were female.  

On the average, the mission leaders who participated in the study had three years of 

experience in the role and 11 years of experience in a different role at their respective 
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ministries.  Two participants reported that they had fewer than three years of experience 

as a mission leader and at the ministry site.  All of the participants reported previous 

work experience that did not deal with mission work or required any formal theological 

training.   

In addition, two participants reported having no formal theological training at all, 

describing their knowledge as “self-taught” while four had at least some formal 

theological coursework from an accredited college, university, or seminary.  Three had 

formal theological education and held credentials or degrees in theology/religious 

studies/or pastoral ministry.  Of those three participants, two received their formal 

theological education as a second career degree, holding degrees in other fields and 

becoming mission leaders as a second career path.   

All of the mission leaders identified as Roman Catholic and identified as being 

raised in the Catholic faith at home.  A point made by all the mission leaders is that they 

all view their role, as a mission leader, as a direct result in the lack of vocations to 

religious or clerical life or in other words, they view their role as a direct result of fewer 

and fewer Sisters entering the community and fewer and fewer Sister engaging in full-

time ministry.  Of the nine mission leaders, two were taught by Felician Sisters in their 

youth and claimed that it made an impact on how they viewed mission integration.  Each 

of the mission leaders have participated in formation activities put forth by the mission 

operations team at Felician Services, Inc. and have repeatedly heard of the importance of 

critical reflection at the ministry sites.  Each of the mission leaders has been trained, 

through Felician Services, Inc. on the use of Value Based Decision Making.  At the time 



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

70 

of the study, four mission leaders were planning on transitioning out of the role of 

mission leader or out of the ministry for varying reasons. 

 The participants for this study contributed differing amounts of information to the 

two themes that comprise the narrative.  Some of the participants spoke, at length, on one 

theme but not both; some participants made almost equal contributions to both themes.  

As a result of this, all the participants’ declarations and opinions are signified and shown 

in this study. 

Presentation of the Findings 

After collecting the data, two themes emerged.  Despite the themes being distinct, 

there were similarities with the themes because when the participants responded to 

questions, the responses often addressed one or both of the themes. When that happened, 

the interview data are designated where they seem to fit best.   

Theme #1: The personalization of critical reflection is fundamental. 

Theme #1: There are two parts to this theme: (1) perceptions and understandings of the 

personalization of critical reflection, and (2) experiences with the personalization of 

critical reflection.  

 Perceptions and understandings of the personalization of critical reflection 

 When asked about critical reflection in their lives, a majority of the participants 

described personal views, which were based on a combination of personal awareness and 

understandings and taught knowledge (personal research or academic learning). Some of 

them spoke to the frequency of hearing the term, critical reflection, over and over again 

in formational meetings provided by Felician Services, Inc. 



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

71 

 Overall, participants reported that they had a grasp and understanding of what 

critical reflection meant.  All of the participants indicated that they understood critical 

reflection to be in line with the definition stated in question number one of the interview 

protocol:  

Critical reflection is an extension of critical thinking. It requires a person to 

think about their practice and ideas and then it challenges that person to step-

back and examine the thinking or thought process by in terms of various 

contexts such as history, geography, comparable activities.   

Additionally, all the participants indicated that they engaged in critical reflection on 

a daily basis. Charles’ summation showed the agreement among participants,  

Critical reflection can’t be separated from my everyday operation or 

existence.  If I wasn’t able to critically reflect, I would not be able to function 

in life or in my work roles.   There are many times a day that I have to step 

back and re-examine my decisions or would be decisions. 

Eugenie explained further that in her everyday life and experience many difficult 

and challenging decisions needed to be made. She said:  

In my role, when focusing on a patient and a patient’s needs, I have to put 

what I feel or think aside and think what is best for them in the current 

situation.  It’s not about me but I can use my own experience and feelings to 

guide how to best treat that individual and provide a service that is 

consistent with the ministry’s mission and heritage.  

In other words, Eugenie, and many other mission leaders perceive critical reflection 

to be a natural process that they engage in everyday, even if they do not consciously 
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think about it.  They believe that critical reflection and critical thinking go hand-in-

hand and their own use of critical reflection informs how they act at the ministries.   

 Three other mission leaders shared very similar anecdotes about their 

understandings and perceptions of critical reflection, whether through comparing a 

contrasting their personal and professional uses of critical reflection or through 

tackling only their personal dilemmas that brought about the use of critical 

reflection. Sarah, for example, explained that critical reflection for her was always 

very personal:  

I understand that and use theological reflection as my guide for critical 

reflection.  By that I mean that I am very comfortable in reflecting on my day 

or events in the day but through using the lens of the Bible.  My personal 

relationship with Christ is what guides me throughout my day and whenever 

I make a decision or am faced with a difficult decision I always ask, “what 

would Jesus do?” and this guides me rather well.  

There were some, however who did not find critical reflection and critical 

thinking were both interrelated.  Camilla expressed some concern with viewing 

critical thinking and critical reflection together or part of the same process.  She 

said:  

I believe that there is a major difference between critical thinking and critical 

reflection.  If I or we at the ministry are to maintain the mission and live the 

core values then critical thinking is not enough.  Critical thinking will make 

us like every other for-profit and even some non-profit organizations.  

Critical reflection provides us with a structure for critical thinking by giving 
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an extra oomph.  What I mean by oomph is that the reflection brings us back 

full circle and makes the mission and core values front and center.  So when I 

use critical reflection personally, I think of everything through my own sense 

of mission, what I believe and why I believe it.  Critical reflection is or gives 

us a “measuring stick”, a “checks and balances” to make the, hopefully, right 

decision based on the situation.   

Camilla’s explanation or view was similarly held by two other mission leaders, who 

believed that critical thinking and critical reflection were similar but not necessarily 

the same.  The remaining mission leader (Diana) did not believe that critical 

reflection and critical thinking were at all related or had anything to do with each 

other. 

During this research study, Diana worked in a ministry that had several 

ethical issues that needed to be addressed.  Diana was relatively new to the position 

and was in the process of transitioning out of the role and into another one at the 

organization.  Her understanding of critical reflection and critical reflection were 

separate.  Critical reflection, according to Diana was:  

About thinking about the pros and cons of a problem and seeking to find the 

best solution” where critical reflection was “not really necessary because I 

don’t like to dwell on the past of issues that have happened.  I like to just 

move on and go forward and I believe that it necessary to be positive. 

For the most part, participants had a favorable view of critical reflection.  They knew 

about it and how it related to their personal lives.   
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A word that was repeated by all the participants was personally.  That word 

was used quite often to describe their understanding of critical thinking and critical 

reflection, as well as its use.  Personal, for the purpose of this study refers to: of or 

concerning one’s private life, relationships, and or emotions rather than matters 

connected with one’s private of professional career (Oxford Dictionary, 2016).  This 

definition is important to the narrative as Theme #2 is explored.   

Experiences with the personalization of critical reflection 

The experiences with critical reflection varied amongst the mission leaders.  

In the previous section it was alluded to in their understandings, but most of the 

experiences were very personal in nature and these personal experiences helped 

reinforce their understandings of what critical reflection and critical thinking were 

about.  Camilla’s experience with critical reflection summarizes the majority of the 

participants’ views on the topic, “Critical reflection has a very personal impact on 

my life.  What it impacts is my clarity of mind and decision making and thus the 

actions that I take or need to take are eased, giving me peace of mind and ease of 

heart.”  

One mission leader, Andrew, made the point that critical reflection and 

personal experiences in using personal critical reflection can lead to deepening 

one’s own personal formation which can be then translated into one’s role as a 

mission leader.  He said:   

If I take care of myself and practice personal critical reflection when I am 

troubled with an issue or grapple with a dilemma, it helps me grow as a 

person.  I challenge myself and what I believe and in turn I can take that very 
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personal experience and turn it into a type moral educational tool to help 

others see how they are either doing something wrong or something like 

that. 

Six of the nine mission leaders explained that how they personally engage in 

critical reflection comes from their experience in using A critical incident reflection 

framework, given to them at one of the first mission leader conferences in 2009.  The 

framework in the table below is the guide that the six mission leaders are familiar 

with and use for their personal critical reflection.  The premise is to learn from 

significant events and questions are prompts to help guide the participant.   

 

The what? 
A description of the incident/experience 
with just enough detail to support doing 
your “So what?” section. For example, 
description about who, what, why, when, 
where.  

 

So what? 
This is the sense-making section that asks 
you to surface general meaning, 
significance, your position / view point; 
actions; emotions (pre-during-post).  
 

Now what? 
This section makes connections from the 
experience / incident to further actions. For 
example, what would you do differently / 
the same next time? How come? What are 
key points, lessons learnt to share with 
your colleagues, network and/or group 
outside the network? (eg. idea, product, 
process, concept)? How will you do this?  
 

Figure 1. A “Critical” Reflection Framework. This is an illustration of the process used 
by mission leaders, which was given to them in 2009. 
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Theme #2: Critical reflection is necessary for the health of the ministry and to keep 

the Felician mission alive into the future. 

The second theme: Critical reflection is necessary for the health of the ministry and 

to keep the Felician mission alive into the future also has a sub theme: Participants 

do not feel empowered to engage in critical reflection by senior leadership 

when the need arises. 

 In their responses to interview questions, participants had varying responses to 

their understandings, perceptions, and use of critical reflection with decision-making at a 

senior management level at their respective ministry sites.  In the previous theme, it was 

seen that the participants used critical reflection on a personal level, but this did not 

translate to their professional lives.   

Critical reflection is necessary for the health of the ministry and to keep the 

Felician mission alive into the future. 

 This section describes the type of understand the participants have in regards to 

the importance or lack thereof, of the use of critical reflection at their respective ministry 

sites.  In addition, it also discusses how the participants came to view their perceptions 

and understands about critical reflection at their ministry sites as well as how it is being 

used.   

 The participants recognized a number of common instances where critical 

reflection would have been ideal to use.  A majority of the responses, eight, found that 

critical reflection would be ideal when used during times of crisis at a ministry site 

especially when the senior leadership staff were at odds surrounding a course of action.  
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This was a particularly interesting point that was raised in both the perceptions and 

understandings. 

 Diana explained that when she viewed critical reflection for use at the ministry 

site, personally, it was very beneficial and this could be translated into a benefit for work.  

She made the point that, “I think critical reflection is indispensable.  It leads to formation 

and to collaboration, and I don’t think that mission can be successfully accomplished 

without it.” When further asked about how it can be used for formation Diana explained:  

When I engage in critical reflection I use my own Catholic faith to help me make 

decisions.  At times I use whatever spirituality I may be studying or familiar with.  

For example, I may use Ignatian Spirituality or the exercises, but the important 

thing is that I use that to help guide me.  When we have several senior level 

leaders who have very little training or orientation on the tradition of the Sisters, 

it’s an opportunity to inform them and give a little lesson on the history and 

spirituality of the Sisters that guides how they live.   

 Of the nine mission leaders interviewed, all of them believed that critical 

reflection and the facilitation of critical reflection was necessary in order for the ministry 

to be healthy as well as to keep the core values and mission alive.  Six of the nine, in 

regards to using critical reflection at the ministry, found that if critical reflection was not 

used and if the mission leaders did not use it, it would be detrimental to the populations 

served at the ministry sites.  Edward made one such point:  

When I think about why critical reflection is needed at my ministry, I think of 

what the Sisters originally wanted or how they would provide service in the name 

of the Church.  I also think about giving a voice to those we serve, if the incident 
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calls for that.  So, for me, critical reflection at the ministry is about bringing 

people together to work through a problem, in an interdisciplinary or diverse way.  

I think it is important to have multiple viewpoints and not just one person’s, 

which senior leadership tend to forget about at times…mission leaders have to be 

that voice of reason that helps the senior leadership, which we are supposed to be 

a part of, see things through the lens of the tradition of the Felician Sisters, as well 

as the contemporary viewpoints. Sometimes we may be focused on a specific 

situation so much that we put up blinders to the bigger picture. 

Diana further illustrated what happens when the mission is left out of the picture when 

critical reflection would have been best used and facilitated by someone versed in the 

tradition:   

The teachers were apprehensive that I was there to tell them what to do and how 

to do it.  My response was to present the role of a mission leader as one who is 

there to serve and support them.  In hindsight this hinders my effectiveness 

because it devalues the importance of mission, and made collaboration and 

participation seem optional, based on their own personal spirituality and values. 

Taking this approach also has a negative effect with leadership and decision 

makers.   Leadership seems to dismiss the value of mission and using the mission 

leader in decision-making.  I was seen as a marketing tool and a way to show the 

Archdiocese that Catholic identity was at the forefront.  The vision that mission 

would shape decisions and infuse the school with Felician values was perhaps too 

vague.  If stakeholders had been introduced to the idea of mission as critical to the 

purpose and meaning of the organization, and if they had seen the role of mission 
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leader as having greater importance, then a stronger mission environment would 

have started to develop. 

Beatrice shared similar thoughts on the importance critical reflection and the mission 

leader play at a ministry. She particularly stressed the importance of being true to the 

tradition and the legacy of the Sisters, when it came time for making hard decisions: 

Critical reflection is extremely important in my ministry.  It can be a fast paced 

environment where it may be hard to take the time necessary to stop and really 

think about a situation or an issue.  I really do feel that a mission leader should be 

the person who says “stop, let’s think about this a second.  What are the 

repercussions of what’s going to happen?  Does the decision fall in line with the 

legacy or the tradition of the Sisters?  What would Blessed Mary Angela say 

about this?” I am so grateful that we have the writings of Blessed Mary Angela 

available to use as a resource to develop a reflection around a situation since her 

early ministries are still the same ministries the Felician Sisters have today. 

Camilla was the only one who did not see the need for critical reflection or the need of 

the mission leader to be the person in leading any critical reflection exercises. Her view 

point came from his understanding that senior ministry leaders should be oriented and 

well versed in critical reflection and how to work with people.  She stated: 

 Critical reflection isn’t the biggest focus for me, if I think about the ministry.  I  

am more interested in the fact that a ministry is run and governed properly.  The 

ministry leader should already be well versed in how to think critically and if he is 

not, then shame on the people above him for letting him be put in place…I wear 

multiple hats at this ministry and only one of them is mission leader… As a 
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mission leader, it’s not my place to get involved in all the critical reflection that 

the ministry needs since we would be sitting around all day talking about issues.  

Things need to get done and the ministry needs to operate.  If there is an issue, 

then it is up to the ethics committee to work it out.   

Camilla’s view was the outlier in the use of critical reflection at the ministries.  Overall, 

the majority viewed critical reflection as very important.  Charles and Edward shared the 

majority opinion on their understandings around the importance of the use of critical 

reflection at the ministry sites.   

Charles summarized their views as he stated, “Critical reflection can be 

advantageous if everyone is on board. If not, all the critical reflection in the world won’t 

change anything within the institution.”  This was particularly the case for the healthcare 

ministries where 100% of the mission leaders from the healthcare ministries found 

critical reflection to be vitally important especially since the use of critical incident 

reflection was commonly used by members of their ministries.  The next section will 

discuss the mission leaders’ use of critical reflection at the ministries.   

Participants do not feel empowered to engage in critical reflection by 

senior leadership when the need arises.  

The experiences with critical reflection and its need and use at their ministry sites 

varied amongst the mission leaders.  The second part of the theme dealt with the use of 

critical reflection with senior management at the ministries where they worked.  Overall, 

the majority felt that critical reflection was important in their ministries, even if one did 

not entirely think so.  One hundred percent of the healthcare ministries found that critical 

reflection was necessary and vitally important and that it was an integral part of their 
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operations.  What was noteworthy, and what will be seen in the continuing narrative, is 

that even though the mission leaders find critical reflection to be important, not all are 

comfortable in engaging others in the ministry in a critical reflection exercise, even 

though it is part of their responsibilities.    

 In the beginning of this chapter, it was mentioned that the word “personal” or 

“personally” was frequently used and played a large part in the use of critical reflection 

by the mission leaders at the ministries.  What was found was that, even though the 

mission leaders, by and large, believed that critical reflection was necessary at the 

ministries, they did not feel comfortable being responsible for overseeing such a process 

at any level of the ministry.   

In addition to this, many of the mission leaders felt that they did not have the 

clout, respect, or standing to encourage or run a critical reflection process at the ministry 

during a time of crisis and felt overlooked when the need arises.  Therefore, the majority 

felt that they did not provide critical reflection processes with senior management or for 

senior management, which also included the ministry board level, at the ministry.  

Eighty-nine percent of the mission leaders interviewed claimed they have engaged in a 

critical reflection for the ministry at least once during their time at the ministry and as a 

mission leader.  Seventy-eight percent of the mission leaders interviewed felt that they 

were overlooked for providing critical reflection exercises during times of crisis or need.  

Only twenty-two percent of the mission leaders interviewed claimed that they were 

frequently called upon to facilitate a critical reflection at the ministry and these were 

mission leaders from the healthcare field.   
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Of the seventy-eight percent (seven of the nine mission leaders interviewed) that 

felt that they were overlooked in providing critical reflection exercises at the ministry 

level five held strong personal reasons for not wanting to engage or be seen as a resource 

for critical reflection at the ministry where they were employed.  Camilla explained her 

reluctance for engaging in critical reflection or facilitating critical reflection processes at 

the ministry site.  She noted that, initially, she was very enthused about being a part of a 

leadership team where such a responsibility rested with her.  She explained, “When I first 

started in my role as a mission leader, I chaired and coordinated the ethics committee, 

which met quarterly.”   

When explaining the various ways that the ethics committee operated and were 

called upon by senior leadership she explained that when she was first hired as the 

mission leader they, and in particular her, were called upon to engage in a critical 

reflection process regarding major policy changes.  But when there were significant 

problems at the ministry, which were damaging the culture of the organization, she was 

passed over for someone who only viewed things from an operational standpoint.  She 

explained:  

How often am I called upon by senior leadership to facilitate critical reflection 

around a dilemma?  Almost never, not at all! I have offered a values based 

decision making on several occasions during my first year and then that 

stopped…there were several occasions where I felt that I was the last person who 

should be running this session.  To be honest, I have never personally liked that 

part of the job and feel that someone who is trained as an ethicist or have more 

ethics courses should facilitate reflection at such a high level.  When I think back 
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to the times that I did run the process it was hard to get participation.  

Administration at times would have a question at the end of the meeting agenda 

for thought/reflection.  Often no follow-up or follow through for discussion.  

When offered the VBDM process, response was often: “we will continue to think 

about and discuss this.”  This made things difficult often and at times I took it 

personally, like I failed or that I didn’t have the trust or confidence of the CEO.   

Edward and Eugenie also experienced similar situations.  They had all previously 

engaged the senior leadership in a critical reflection process but were not utilized often.  

Eugenie’s feelings summarized what they felt: 

After my first experience with leading a reflective process I felt uneasy.  It was 

out of my comfort zone but I do understand and respect that part of my job.  I just 

feel personally uneasy about performing some of the tasks and it doesn’t help 

when your administrator makes a comment that a trained ethicist might be hired 

or contracted out for doing that. 

Charles also had opportunities to provide a critical reflection process at his 

ministry but experienced a similar experience to Camilla.  He was first welcomed in 

providing reflection processes but then was not able to.  He explained: 

I had opportunities to reflect and participate in decision-making, in conjunction 

 with the school administration and board of directors. I would meet regularly  

with the Principal and President of the school, forward ideas on how we could 

better implement the core values among the faculty, staff and students… When 

was first hired, I was called upon regularly by the president of the organization, 

however, not as often by the principal. After a while this started to mess with me.  
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Was there something that I did wrong?  Did they not like the outcomes produced 

or did they have an agenda that I wasn’t aware of?  So I just pulled back.  I felt 

like I personally didn’t cut it, which starts to get to you.  Here I am, I have the 

policy, and know what my role is, and I can’t even do it.  They started to focus on 

creating an ethics committee, which I was supposed to run but no one on it was 

able to really effectively do anything.  It seemed like it was just a way to get 

things clear with minor challenges, but this is just my opinion.  I can’t say that’s 

what was really going on.  Anyway, since I wasn’t running any critical reflection 

or ethical reflection on major decisions things weren’t going well.  In fact, in my 

opinion, there were numerous ethics violations within the school…there was no 

real reflection on the problems and I can say with certainty nothing has changed. 

The experiences were quite interesting but there are some common pieces that can be 

seen as being universal in the experiences of the mission leaders.  

Analysis and Synthesis of Findings 

The following overarching research question informed this study: What role 

should critical reflection play for preparing lay leaders for the role of a mission leader in 

interdisciplinary ministry?  The associated questions that also informed this study were: 

(a) Is there a need for greater understanding of or training on critical reflection among 

mission leaders?  (b) What level of importance should critical reflection play in the 

formation/development of mission leaders in interdisciplinary ministries? Through the 

analysis and synthesis of the interviews the questions were answered.  Critical reflection 

should play a critical role, and should continue to play a critical role in the formation of 
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mission leaders so that they are more confident and better prepared for the task of leading 

a critical reflection exercise.   

From the interviews it was shown that the mission leaders do have experience and 

an understanding of critical reflection and its use but lack the confidence to engage or the 

desire to engage or lead a critical reflection process in addition to a lack of backing or 

support of the senior management of the ministries.  The interviewed showed that almost 

all the mission leaders initially had no problem in engaging in critical reflection or some 

type of reflection.  In their personal lives, they use it often but when it came to working at 

the ministry and taking their experience and translating it to the work place environment, 

they struggled. This could be partly due to how they defined critical reflection.   

For the interview protocol, the definition of critical reflection used was: Critical 

reflection is an extension of critical thinking. It requires a person to think about their 

practice and ideas and then it challenges that person to step-back and examine the 

thinking or thought process by in terms of various contexts such as history, geography, 

comparable activities (See appendix B).  Many used ethical reflection to explain what or 

how they understood critical reflection.  Ethical reflection is an extension of one’s 

character where one is: Morally aware; having an understanding of virtues or values and 

how they are applied in concrete situations; being able to take the perspective of others; 

being able to reason morally (so understanding why something is right or wrong); being 

able to make thoughtful moral decisions; and having self-knowledge, including the 

capacity for self-criticism (“Encouraging ethical reflection,” 2017).   

In addition, many spoke of personal reflection where it is or can be defined as: 

being able to reflect upon, and evaluate, one’s own experiences, memories, values and 
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opinions in relation to a specific issue or topic (Nash, 2008).  These all have similar 

characteristics where they make the facilitator of the process internalize or help others 

internalize and explore and issue based on a value system.  It is very important for leaders 

to be able to do this.  

 What role should critical reflection play for preparing lay leaders for the role of a 

mission leader in interdisciplinary ministry?  It can be answered that through the 

interviews critical reflection is a key component to the role of the mission leader.  Is there 

a need for greater understanding of or training on critical reflection among mission 

leaders?  From the interviews, the simple answer was that there needs to be greater 

training on the facilitation of a critical reflection process to better prepare the mission 

leaders for their role.   

Critical reflection, in essence, is a process of making meaning out of events that 

aids in setting goals and helps us use what has been learned in the past in order to inform 

future actions and ponder the real life implications of our thinking, feelings, and actions.  

Critical refection is the key link between thinking and doing and can bring about a 

transformative experience, if one is open to the experience (Schön, 1983).  Without the 

use of reflection an event or experience can reinforce stereotypes and over simplify 

complex situations that require more in-depth analysis and care, as well as, make 

generalizations that are inaccurate about a situation (Ash & Clayton, 2009).  When one 

engages in critical reflection, one is able to examine the root causes of an issue, articulate 

questions that arise during and after situations, confront and address biases and contrast 

theory with practice which allows for an identification of the issues that surround an 

incident or situation and brings about a critical evaluation of the said incident or situation 
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as well as transfer of knowledge (Ash & Clayton, 2009).   Critical reflection may come 

easier for some than for others but it is a skill that can be learned through repetitive 

engagement or use and through feedback by those with whom the process is engaged 

with (Dewey, 1933).    

It will prepare them but also give them the confidence they need to engage critical 

reflection at the ministry sites when called upon by senior management.  What level of 

importance should critical reflection play in the formation/development of mission 

leaders in interdisciplinary ministries? The interviews showed that critical reflections 

should play a great role in the formation and development of the mission leaders because 

the more they become familiar with it, from a work place point of view, the more 

comfortable they will become in engagement in meaningful and productive reflection 

processes at their ministry sites.   

Summary 

 In this chapter, I presented the finding of this dissertation in practice study.  The 

findings are centered on the analysis of the in person interviews, the transcribed 

interviews, and are reinforced by observations made during the course of the interviews 

as well as the experience of the researcher with the ministries and the mission leaders in 

their ministries.  The findings were discussed in two major themes, which were 

identified.  Data in the first theme, the personalization of critical reflection is 

fundamental, focused on the mission leaders’ perceptions and understanding of the use 

of critical reflection as well as their experiences with using or participating in critical 

reflection processes.  In the data collected the participants described their perceptions of 

critical reflection as well as how they understood critical reflection to be used. 
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 The next section of the first theme addressed the mission leaders’ experiences 

with using critical reflection.  Most had much personal experience with critical reflection 

and found it positive.  The interviews have shown a model that was widely used and 

understood as being the standard model, see figure 1.  

 The second theme, critical reflection is necessary for the health of the ministry 

and to keep the Felician mission alive into the future with the subtheme of Participants 

do not feel empowered to engage in critical reflection by senior leadership when the 

need arises, was presented in the data and regarded the mission leaders’ perceptions, 

understanding and experiences with using critical reflection with decision-making at the 

senior management level at the ministries. What was found was that the mission leaders 

understood the importance of critical reflection at the senior management level but that 

they did not have much experience, since they were rarely called upon by senior 

management to facilitate a critical reflection process.  They did, however, all have 

experience in engaging in critical reflection at least once at the ministry they work with.  

Since their experiences were very similar, Chapter five discusses the results that emerged 

from the analyzing of the interviews and examination of the themes that were found in 

this study with recommendations for further research and practice.  
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FIVE: CONCLUSIONS AND RECOMMENDATIONS 

Introduction 

This study examined how critical reflection was used and understood by the 

mission leaders at varying ministries sponsored by the Felician Sisters of North America.  

Chapter four explained that the mission leaders found critical reflection to be integral to 

how the ministries operate but that they, either were not comfortable being called upon 

by senior leadership to engage in a critical reflection process or that they, if they were 

willing and able, they were often passed up to provide or facilitate a critical reflection 

process at the ministry.  In chapter one of this dissertation in practice, it was noted that 

there is much debate as to the role a mission leader plays in organization and in particular 

healthcare.   

Fewer and fewer people are attending university for the sole purpose of becoming 

a mission leader and more and more people are taking on the role as a second career after 

retiring or changing roles later on in a career.  This was made known during CHA’s 

Assembly 2016 in Orlando during the mission leader luncheon (B. P. Smith, group 

remarks, June 6, 2016).  In this regard, Felician-Sponsored ministries and the mission 

leaders, who are a part of them, are ahead of the curve. This dissertation in practice has 

helped in showing what is needed from a mission leader when they are not fully prepared, 

academically or professionally for the position and do take on the role later in life or as a 

second career by: 1) Focusing on an interdisciplinary approach; 2) Giving a voice to the 

part-time mission leader; and, 3) Unearthing information that can be translated across 

disciplinary lines and used for all mission leaders.    
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Purpose of the Study 

 The purpose of this study was to examine the role critical reflection should play in 

preparing lay leaders to serve as mission leaders in an interdisciplinary ministry.   

Aim of the Study 

The aim of this study was to design an evidence-based case of the need for critical 

reflection as a tool for mission leader formation.  

Proposed Solution 
 

This dissertation in practice supports the need and use of critical reflection for 

mission leaders but the practices therein can be improved in several ways.  For example: 

If the mission leaders were well versed in facilitating critical reflection, they could be 

utilized by the ministry more often therefore reducing the cost of having to hire a 

facilitator to go through a process. Additionally, mission leaders could also speak on 

behalf of the Sisters when they are no longer a presence at the ministry, serve as a role 

models, and help to boost morale but facilitating processes of critical reflection through 

the lens of the Felician history and traditions.  The bridge between the sponsor and the 

local ministry management team would also be strengthened and ministry leadership 

would be able to ensure that the ministry not only reflects the culture of the sponsor, but 

maintains the identity the sponsor.   

The study can also help to improve policies. When mission leaders engage in 

meaningful critical reflection, it helps to facilitate policies that are written and followed 

through the lens of the sponsor’s mission and core values.  The role of the mission leader 

is key in this process, and is fully supported by the Felician Sisters and Felician Services, 
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Inc. (the corporate arm which oversees the governance, legal, corporate responsibility, 

and mission integration at the sponsored ministries). 

Two recommendations are suggested.  The first recommendation is to create a 

formation program for potential mission leaders in Felician sponsored leaders that is 

based on the current CHA mission leader competencies which includes critical reflection 

as a key component. The second recommendation is to re-examine and modify the on-

going mission leader formation programming at Felician Services in order to encourage 

and build confidence in the mission leaders and their abilities to guide meaningful and 

constructive critical reflection processes at their respective ministries.   

Support for the Solution 
 
 The recommendations: Create a formation program for potential mission leaders 

in Felician sponsored leaders that is based on the current CHA mission leader 

competencies which uses critical reflection as a key component as well as a re-

examination and modification of the on-going mission leader formation programming at 

Felician Services in order to encourage and build up the confidence and abilities of the 

mission leaders in providing meaningful and constructive critical reflection process at 

their ministries would be very much necessary. Although the aforementioned 

recommendations might take years to implement, the findings from chapter four indicate 

that mission leaders desire additional training to better fulfill their responsibilities.  

Although the mission leaders are expected to engage in critical reflection, some lack the 

confidence or ability to engage the ministry leadership and staff in meaningful critical 

reflection process about issues that may be of importance.  The fact that they are unable 

to provide or engage in meaningful critical reflection processes is problematic.   
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Critical reflection is a process of making meaning out of events that helps in 

setting goals and aids us use what has been learned in the past in order to inform future 

actions and ponder the real life implications of our thinking, feelings, and actions.  

Critical refection is the key link between thinking and doing and can bring about a 

transformative experience, if one is open to the experience (Schön, 1983).  Without the 

use of reflection an event or experience can reinforce stereotypes and over simplify 

complex situations that require more in-depth analysis and care, as well as, make 

generalizations that are inaccurate about a situation (Ash & Clayton, 2009).  When one 

engages in critical reflection, one is able to examine the root causes of an issue, articulate 

questions that arise during and after situations, confront and address biases and contrast 

theory with practice which allows for an identification of the issues that surround an 

incident or situation and brings about a critical evaluation of the said incident or situation 

as well as transfer of knowledge (Ash & Clayton, 2009).   

The role of critical reflection is needed when addressing issues that challenge 

operations at a ministry and it helps the ministry stay true to itself, its roots, while at the 

same time help it move into the future.  Having someone who can help administrators 

take a step back and engage in a critical reflection process about decisions is vitally 

important, as seen by scholars in the literature review in chapter two.  For mission leaders 

to be engage in critical reflection over and over again will only help them become more 

confident and able in providing direction and reflection at the ministries.    

 Qualifications, either required or recommended for mission leaders are to possess 

a deep personal commitment to living out the Felician mission and core values for 

ministry and possessing the competence, credibility, and willingness to be a member of 
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the ministry management team.  Having the skills and knowledge in the areas of critical 

thinking, communication, delegation, decision-making, and adult learning, where they 

understand how to reach their target population and provide a meaningful educational and 

formative experience.  Finally, the mission leader should possess proper academic 

qualifications that would be congruent with the role of mission leader and aligned with 

CHA’s mission leader competencies (See appendix J).   

 Once the mission leaders are selected by their local ministry administrators, they 

are sent to engage in formation.  This includes a general orientation around mission 

integration, the history and tradition of the Felician Sisters, the Felician core values for 

ministry, and the mission integration policy.  This formation takes place over the course 

of three days and is very much lecture based.  There are liturgies included but little, if 

any, time for reflection during the formation.    

 What is proposed, in addressing the recommendations would be to create a new 

formation program that would encompass creating teams of mission leaders who are part 

of mission teams at their respective ministries.  There would be one official mission 

leader but in case that person were to leave or need to step away from the role, there 

would be someone who could step in and take on the role.  That person would already be 

trained and able to fulfill the role, based on the Mission Integration policy mandated by 

the province.  In order for this to take place, a program needs to be developed where 

mission leaders are vetted, trained, and commissioned as mission leaders.   

 It is important to note that the program would be developed for the next 

generation of mission leaders and the ongoing formation would be for both the new 

mission leaders as well as those currently serving in those roles.  The program would still 
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require that future mission leaders come in possessing the qualifications that speak to the 

elements addressing all of the mission leader core competencies (See appendix J) and the 

program would take one full week.  The current orientation program, which takes place 

over three days for new mission leaders would still be required once a person officially 

begins the mission leader position in order to orient them to the structure and operations 

of Felician Services, Inc. and the reporting structures necessary for mission leaders.  This 

proposed formation program would be to train future mission leaders in being effective in 

the role and in being an asset at their respective ministries as well as provide them with 

the necessary help that will be needed in their roles in order to be successful.   

 The week long formation program would consist of the following elements:  A 

session about what is needed from Lay leaders in Felician Sponsored Ministries; a 

session on the history of the congregation including the topics of the Blessed Mary 

Angela and the founding of the North American Province and ministries, the spiritual 

influences of Blessed Mary Angela which includes the Capuchin and Vincentian 

dimensions of her spirituality as well as her Franciscan spirituality and experience of 

Eucharistic Adoration; a sessions on Lay Leadership in the early Church and post Vatican 

II; and finally, a session on the Felician Charism and mission. Each session and learning 

experience would all be reinforced with critical reflection.   

A contextual approach would be used so that a meaningful program is created and 

instituted to enable the mission leader candidates to practice reflection in field-based 

experiences.  To help them make critical reflection second nature, critical reflection needs 

to be built-in in the form of a formative self-analysis.  The contextual approach will focus 

on the reflective practice without losing all the necessary teaching elements that are 
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needed that also share the history and tradition of the Felician Sisters.  The key 

components of the reflection for the program will take place in these areas: 1) Goal 

setting to identify strengths and weaknesses; 2) Reflective journaling; 3) Coaching and 

conferencing process with seasoned mission leaders and VP’s for mission integration; 4) 

Reflections for lessons/lectures; 5) Creating a growth project/portfolio and, 6) A 

reflective essay (the program’s capstone) on the weeklong program. 

Goal setting to identify strengths and weaknesses 

 Prior to engaging in the weeklong program, the mission leader candidate would 

be asked to write a short essay in which they reflect on their careers to that point and why 

they wanted to become mission leaders.  They would also be asked to look at the mission 

leader competencies and identify their strengths and weaknesses.  Additionally, they will 

be asked to identify realistic short and long term goals, as well as timeframes to complete 

those tasks, all related to their strengths and weaknesses based on the mission leader core 

competencies. All of these materials will become part of their permanent portfolio. 

After completing this type of self-assessment, they would be assigned a mentor 

with their Vice President (VP) for mission integration.  They would meet prior to the start 

of the program in order to begin a relationship to help them reach their goals and to 

challenge them along the way.  The hope is that along the program and the course of their 

careers in mission integration, the relationships forged with their mentor and VP of 

mission integration will become one based on respect but also helpful criticism.  A key 

question to push them to become better mission leaders is: what can they make different 

through their role at the ministry?  
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Reflective journaling 

 According to Craig, Zou, and Curtis (2016), reflective journaling is a process that 

encompasses the recording and analyzing of events or incidents that brings about a 

reflective thinking.  It is also a way to understand a person’s culture and what they bring 

to an experience or event.  The process requires a detailed description of an event or 

incident, which may have taken place in regards to mission integration or around some 

aspect that is being focuses on (Spalding & Wilson, 2002).  In this case, it will be around 

mission integration and the formation program.   

 The mission leader candidates will be asked to keep a daily journal where they 

will record what they are learning about in terms of mission integration, the Felician 

history, tradition, and spirituality, as well as the Felician policies that deal with mission 

integration and governance.  They will be asked to also write about their understandings 

around the topics, address what they need help understanding, and pose questions around 

areas they feel concerned or challenged about.  The reflective journals would be shared 

with their mentor and VP of mission integration.  They will be used as a guide to inform 

the mentor and VP of mission integration of the mission leader candidates understanding 

of the materials covered and in the future, what they are learning from their ministry 

experiences.   

Coaching and conferencing process with seasoned mission leaders and VP’s for 

mission integration 

 Coaching and conferencing is a structured process that occurs over the course of 

time when a, in this case mission leader candidate, is usually on a probationary period. 

Maltbia, Marsick, and Ghosh (2014) speak to the importance this plays in the 
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development of leaders at corporate organizations.  This component will be key when 

mission leader candidates, as well as current mission leaders, go through reflection 

processes at their ministry site.  In education, this process takes place when a teacher or 

student teacher teaches a lesson and the process provides an outlet and opportunity for the 

person to reflect on a lesson, if a teacher, or a reflection process/exercise if they are a 

mission leader.   

This will be a key component in ongoing formation for it will help boost the 

mission leader’s confidence in proving critical reflection exercises and help them develop 

their skills further.  This is a technique that the researcher employs with graduate students 

who intern with Felician Services.  When they are tasked with providing a formation 

experience a post event conference is held to go over the experience.  One of the first 

things is asked is “How do you think the formation experience went?”  The answer that is 

provided is an opportunity to engage in the process of delivering the experience as well 

as share ideas and reflect on the experience together.   

Reflections for lessons/lectures 

Part of the reflection process involved examining one’s own feelings and 

perceptions before engaging in an exercise or, in the case of the weeklong formation 

program, a lesson or lecture.  It also involves reflecting on the materials during the lesson 

and after.  McKnight (2002) and Bright (1996) showed that reflection could be 

categorized into several different aspects:  reflection for practice, reflection in practice, 

and reflection on practice.  The first one anticipates an experience by forcing one to step 

back and look at a situation and examine different responses and outcomes.   



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

98 

Reflection in practice directly correlates to a person thinking on their feet and 

reacting to a situation as it unfolds.  Reflection on practice focuses on past experiences 

where an experience has already happened and decisions have been made.  Questions 

would be developed to help engage in this process for the week and give a set of 

questions that could be used later on in a mission leader’s career.  These would be 

developed based on general mission related activities as well as some that would be 

specific to their ministry field (i.e. healthcare, education, and social service).   

Creating a growth project/portfolio 

 Creating a portfolio takes a significant amount of time and requires one to reflect 

on what to include.  It takes time to think about oneself as a mission leader and the 

growth related to the competencies required.  According to Hopkins & Antes (1990) 

portfolio development is quite popular in teacher education for it encourages those who 

want to become teachers to showcase their growth and professional development for the 

purpose of reflecting on that growth over the course of their studies or career to a certain 

point.  The same principles would apply for mission leader candidates.  Prior to starting 

the formation week, they would gather the necessary “proof”, in the form of a portfolio 

that shows their qualifications that fit the core competencies.  This would be added to and 

not just stop at the beginning of the formation week.  It would continue past the 

formation week and be updated every year.  In this way, what they learn during the week, 

as well as in ongoing education, can be added to their portfolio and show them how much 

they have been progressing in their own formation.   

A reflective essay/capstone on the weeklong program 
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 A final element to the weeklong program, which will be included in the portfolio 

and discussed with their mentor and VP for mission integration, is a reflective essay on 

the weeklong program.  The purpose of this essay would be to see how they have grown 

in their understandings since beginning the formation process but also to continue a 

conversation around what it means to be a mission leader.  Being a mission leader 

requires more than just having competencies and going through a formation program.  It 

is about making a connection to the tradition and helping that tradition move forward.  

The goal is to move beyond routine actions and into critical reflection of the self as well 

as incidents.   

Other items 

 The second recommendation (engaging in online and in-person in-services as well 

as quarterly mission integration program reviews) focuses on ongoing formation (beyond 

the initial weeklong program).  Elements of the weeklong program would continue and 

the key component would be the mentor to mission leader candidate relationship.  In the 

previous section it was stated that the goal of formation would be to move beyond routine 

actions and into critical reflection on events and self.  Ongoing formation, in order to aide 

in the mission leader’s confidence in providing critical reflection processes at the 

ministry sites would focus on mock reflection exercises based on ministry specific issues.  

Using small groups, the mission leaders would have to develop and engage in a reflection 

exercise and then de-brief with their mentor and possibly the VP for mission integration.   

Factors and Stakeholders Related to the Solution 

 In the beginning of this chapter, reference was made to the Catholic Health 

Association’s Mission Leader Luncheon that took place during the annual gathering in 
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2016.  At this luncheon the idea was presented that more and more mission leaders were 

coming from diverse backgrounds and that it would be the task of the mission people 

present to see where formation needed to take place in order to help these people become 

effective mission leaders.  With Felician ministries, this has already been happening, 

where there are people from diverse backgrounds becoming mission leaders.  This has 

posed some problems, especially in areas where people have not been academically and 

professionally prepared for the role.   

As a result, the Provincial and Council, the Felician Services Board of Directors, 

and Senior Leadership of ministries have wanted a formation program that helps prepare 

mission leaders to succeed in their roles.  Ministries go through many challenges and 

need to have someone they can call upon to help guide them through it.  This support 

greatly aids in the creation of a formation program that is focused on critical reflection.  

There has traditionally been high turnover with mission leaders, mainly because they 

become burned out from the demands.  This has caused the problem that is faced today 

because the ministry administrators have lessened the demands on the mission leaders in 

the hopes that they would not burn out.  This, however, has also left a large gap because 

the mission leaders are not able to fulfill their role and the Mission Integration Policy is 

not being fully implemented.  

This has been the personal experience of the researcher, who has seen this first 

hand.  The elements that would be included in the formation week, partnered with critical 

reflection would be a practical solution to aiding mission leaders.  This would also give 

the mission leaders the tools needed to pass on the story to the rest of the ministry.     

Policies influenced/influencing the proposed solution.    
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Every organization has a policy structure that guides the leadership of the 

organization. When it comes to mission leaders and ministry administrators, the Felician 

Sisters have the Mission Integration Policy, which is one of two policies that are signed 

by the Provincial herself and hold a significant amount of weight.  For this solution to 

take place, there would not need to be any changes to the policy(cies) because there are 

several aspects of the policy that will be fulfilled and enacted with this solution.   

The policy elements that will be fulfilled and engaged are: “Each ministry 

identifies a Mission Leader who serves as a member of the ministry’s management team 

and who is accountable to the Administrator for initiating, planning, overseeing, and 

directing the implementation of this policy.  The Felician Services Ministry Designee and 

VP Mission Integration provide support to the ministry Board Chair and Administrator 

regarding the selection and appointment of the Mission Leader consistent with the Role 

Description, Accountability, and Competencies for the Mission Leader attached to this 

policy as Appendix A”; “Mission Leader will participate in Felician Services sponsored 

learning/formation opportunities provided through gatherings, conference calls, and the 

use of on-line technology” and “Ministry management teams develop skill in learning 

and applying a values-based decision-making process.”   

The solution will fulfill these elements of the policy and create more effective  

mission integration at the ministries by giving the mission leaders the tools needed to be 

successful and be effective at the senior management level and by making ministries 

compliant with the mission integration policy.   

Potential barriers and obstacles to proposed solution.   
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It is anticipated that there may be some resistance to the proposed solution.  This 

may come from administrators who do not see the need for their mission leader or 

members of their mission teams to be well versed in critical reflection in order to provide 

a critical reflection process at the ministry site.  What could be a solution to addressing 

this issue, that is, the issue of administrators not seeing the need for their mission leaders 

providing critical reflection processes, would be to showcase ministries that have been 

successful in training mission leaders and using them in this way. Firstly, providing 

formation around the mission integration policy which states that the mission leader 

“Serves as a resource to the management team, providing perspectives from Catholic 

social teaching and moral tradition—raising value-based questions and concerns related 

to the ministry’s decision-making” and what processes can be utilized in decision-

making.  Using ministries that have been successful in using their mission leaders in this 

role would be showcased as well as some formation around recent issues that the ministry 

faced and could have used the mission leader in addressing the issue would also be 

shown.  If the administrator would still not be willing, then a presentation and request 

would be put forth to the local board around the issue.   

A second barrier may also come from mission leaders who do not want to go 

beyond what they are already doing at the ministries.  These are the two major “possible” 

barriers/obstacles to implementing the proposed solution.     

Financial/budget issues related to proposed solution.   

There are some budgetary concerns related to the proposed solution.  The major 

concern would be an increase in the Mission Operations Team budget for formation 

activities.  Already budgeted are expenses for providing a three-day orientation/formation 
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for mission leaders and this would have to be increased.  Felician Services currently 

cover all the expenses for mission leaders and would continue to do so.  Mission leaders 

stay at the central convent in Chicago, which reduces the cost of lodging but budgeting 

for a full week and the additional expense of more mission leaders/candidates would need 

to be taken into account.  A discussion with the finance department would need to take 

place but there is minimal fear that an increase in budget for formation would be rejected.  

Change theory.   

In order for the proposed solution to be accepted, change theory has to be used in 

order to negotiate evolutionary change around the sponsored ministries.  There is a need 

for the change to take place and for solid formation with critical reflection to take center 

stage for mission leaders but going about implementing a new program will take 

implementing change theory.  Burke (2014) explained the purpose of evolutionary 

change to engage buy-in of change from those who are surrounding the organization.   

Those who most needed to buy into the change need to be on board and need to 

be kept informed and in the loop on decisions.  This will be especially important for 

mission leaders, administrators, and board chairs at the ministries so that they do not feel 

threatened by the change.  Burke (2014) shows that three steps are needed in order to 

enact change in an organization.  The first step is unfreezing, where the current behavior 

is changed in order for people to buy into the change that the organization wants to enact.  

In the proposed solutions, a sponsored ministry-wide communication needs to take place 

in order to give those involved or affected a greater role in the change that was to take 

place.  They needed to be given a voice, to have their opinions heard, especially since it 

will affect their work.   
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 The second step that Burke (2014) shows is moving.  In this step, the organization 

moves towards changing the outlook of those affected by the change.  This will include 

have presentation and breakout sessions at a future Felician Sponsored Leadership 

Conference (where mission leaders, site administrators, and board chairs from Felician 

Sponsored Ministries come for a three day conference) to explain to them the vision and 

need of the formation program.  The site administrators will have to be an essential part 

of the process in order for the changes to take place in a way that was seen by the 

ministry staff and mission leaders that the best interest of the ministry is at the forefront.   

 The third step, which Burke (2014) showed, is the refreezing.  This step creates a 

way for enforcing good behavior from the staff.  There could be a reward system put in 

place so that an employee, or in this case a mission leader, who is seen to know the most 

about formation and the need for critical reflection and its use at the ministries shows 

enthusiasm in showing the other ministries how beneficial the formation program will be.  

They could be rewarded by being given a more prominent role.  The point is to keep the 

changes permanent while maintaining good and steady performance from employees.   

Implementation of the Proposed Solution 

 Implementation of the proposed solution would take a period of one to two years 

to complete.  The process would begin with presenting the findings to the mission 

operations team at Felician Services.  It would be discussed and the details would be fine-

tuned.  This process may take several months.  If the proposed solution would be 

approved, it would then go to the executive leadership team for discussion and approval.  

Once their approval would be obtained, it would be discussed at a Felician Services staff 

meeting where input would be gathered, to see if there is acceptance by the local 
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administrators.  Once it has been discussed it would go to the Felician Services Board of 

Directors for final approval and authorization.   

This process may take up to six months from first discussion to presentation to the 

board.  Once approval is given, a memo would go out to all the ministries regarding the 

formation program changes and planning would begin on implementation.  A webinar 

would be recorded to help all stakeholder understand the changes and they would go into 

effect a year after approval from the Felician Services Board of Directors.   

Factors and Stakeholders Related to the Implementation of the Solution 

 Those who are identified as stakeholders in this dissertation in practice need to be 

addressed in order to help in the implementation of the solution.  The administrators, 

mission leaders, and board chairs who make up senior leadership of a ministry and who 

also, make up part of the senior leadership of a ministry are the key stakeholders that will 

be addressed.  They are where the most involvement in the ministry and group come from 

and where most of the information has come from.  They will be identified as the internal 

stakeholders.  The other group, which will also be addressed, is the remainder of the 

ministry that is not involved in any organizations in the ministry or staff and who only 

simply work at the ministry and are not part of any leadership.  This group will be known 

as the vulnerable stakeholders.  The final group, which will be examined, will be Felician 

Services.  This group will be known as the external stakeholders.   

Internal stakeholder. 

 The internal stakeholders are made up of various people that are part of the 

leadership of a ministry and could have the most to lose if something were to change.  

These people could be the site administrators or CEO’s the mission leaders, as well as the 
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board chairs.  These people are responsible to the mission integration policy and are 

required to implement it at the ministry sites.  They have the most to gain because if they 

are fully trained and prepared, they can have a well-run organization that is fulfilling the 

mission of the ministry and of the Felician Sisters.  They also may have missed 

opportunities because if they are “flying under the radar” and not fulfilling their 

responsibilities to the policy, they will face consequences because the proposed solution 

will bring them into conformity with important aspects of the policy.   

Vulnerable stakeholder. 

 The vulnerable stakeholders are those who are members of the ministry’s 

community who may not fully understand who and what the mission leader is or does.  

They may be made up of staff members, residents, students, faculty, contracted 

employees, or volunteers.  These people may or may not attend events held or sponsored 

by mission operations or engage in any ministry formation events.  These people who 

work at the ministries but do not necessarily participate in events sponsored by the 

ministry in terms of mission integration have the most to lose, since the ministry needs 

these people to participate and engage in events in order to fulfill the Felician mission 

and create a “Felician” culture.   

External stakeholder. 

 The external stakeholder would be Felician Services run by the CEO of Felician 

Services and assisted in her operation through various offices.  In particular, the mission 

operations office of Felician Services would be the primary office that the mission 

leaders would deal with directly, since it oversees all mission leaders in Felician 

Sponsored Ministries. What this group has to gain is that it will solidify, with the 
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provincial council, that it is able to fulfill the Sisters’ canonical responsibilities in the 

eyes for the Church, when it comes to sponsorship responsibilities.  This also relates to 

what it has to lose, for if it is not successful, then they will not be seen as being an 

effective arm of the province.   

Evaluation and Timeline for Implementation and Assessment 

 The proposed solution will have a one to two year implementation timeline.  The 

implementation would come out as a timed release where the program being developed 

would be explained in various outlets, via email, constant contact, website posting, etc. 

and then going live.  This would be the ideal way of implementing the proposed solution 

for it is how program have been implemented at Felician Services in the past and 

therefore stakeholders would be used to this implementation.   

 There would be three evaluation questions for this program and they are as 

follows:  1) How is the formation program impacting mission leaders at the ministry 

sites? 2) How are each of the mission leaders impacting those served by the ministry 

and/or adding to the transformation of the ministry?  3) How is the current design of the 

formation program affecting desired outcomes with the increasing mission leader use in 

critical reflection processes at the ministries?  While broad, the evaluation questions have 

a subset of questions or data that will be collected to measure each question. This will be 

collected over time when the mission leaders meet with their mentors and VP’s for 

mission integration.  After two years after implementation and through the collection of 

data from interviews from mission leaders and site administrators, self-evaluations from 

mission leaders, changes in mission plans, as well as site visits, one will be able to see if 

the solution has had any impact.   
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Implications 

Practical Implications 

 Roberts (2010) wrote that you should consider “who will likely benefit from your 

study, what they will learn from it, and why they will gain that knowledge” (p. 181).  

This dissertation in practice has helped in showing what is needed from a mission leader 

when they are not fully prepared, academically or professionally for the position and do 

take on the role later in life or as a second career, though the creation of a formation 

program that not only explains the history and tradition of a religious community but also 

causes one going through the program to reflect on that material.   

This dissertation in practice has contributed to existing literature by continuing 

the conversation about mission leader and furthering the discussion where the question is 

being asked about mission leaders: are they simply holding a position that is 

misunderstood or seen as being irrelevant to day to day operations as Yanofchick (2008), 

posits, or are they strategically necessary for organizations to have?  This dissertation in 

practice would argue that mission leaders are in fact relevant and need to have the ability 

and tools needed to be effective.   

This study has added to the scholarly research in the field in several ways: 1) It 

focused on an interdisciplinary approach that is not geared only towards healthcare.  It 

has focused on a common solution, the use of critical reflection, which is the key 

component that transcends ministry fields.  2) It has given a voice to the part-time 

mission leader who is not fully prepared for that role/field; and, 3) It has unearthed 

information that can be translated across disciplinary lines and used for all mission 

leaders.   
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 What was found in chapter four is that a majority of the mission leaders are 

versed in critical reflection but feel that they are not given the opportunity to engage the 

ministry in critical reflection or able to provide an effective reflection process at a 

ministry.  Creating a formation program that focuses on techniques and tools that 

emphasize critical reflection can be an effective tool to empower the mission leaders to 

be effective and utilized in their roles.  They will be able to reach both senior leadership 

as well as those who are served by the ministry.   

Implications for Future Research 

  Upon completing the data collection for this dissertation in practice, some 

questions did arise, in regards to further research.  Future studies on the topic could 

engage the site administrators to see what their needs, and the needs of the ministry are in 

regards to critical reflection.  In addition, the needs and concerns of those who work at 

the ministry can also be engaged, in order to see the needs of the stakeholders of the 

ministry and those whom the mission leaders are to work with.  This dissertation in 

practice focused on the needs of the mission leader and the topic was developed through 

interactions and personal observations by the researcher.  The researcher feels that the 

perspective of the administrator would also be beneficial, since there are always two sides 

to every story.  Another study can take place, which asks both mission leaders and 

administrators to see where there are common needs that aren’t been met in mission 

integration.  Also, administrators can be asked what they need from their mission leaders 

in order to effectively execute the mission integration policy.   

Implications for Leadership Theory and Practice 
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The role of a leader is critical in implementing the proposed solution but it can 

also be seen that a specific type of leader is needed in order for the solution to be 

implemented and thrive.  The type of person that is needed to be a mission leader, as well 

as a leader who can provide quality critical reflection process is a transformational leader.  

Johnson (2012) explained that in order to build character there needs to be an 

identification of role models, in order to emulate and to cultivate habits.  This is what is 

needed in a mission leader at Felician Sponsored Ministries.   

Additionally, Johnson also showed that the characteristics that leaders need to 

develop are courage, prudence, optimism, integrity, humility, reverence, compassion, and 

justice (Johnson, 2012).  There is a sense that there is a need for leaders to really 

transform the ministries and make them into beacons of the community, through service 

and outreach, in order for the Felician mission to be fulfilled.  In order for that to happen, 

there needs to be a transformational leader present who is also a servant leader, well 

versed in the mission and able to move that mission forward.   

The transformational leader has to be one that is seen to have a high degree of 

integrity and principles as well as one that focuses on justice (Johnson, 2012).  In order to 

really transform a ministry, a mission leader needs to take a hands-on approach, as 

Johnson (2012) pointed out, and these leaders really need to not be bound by the culture 

of a specific ministry and become inspirational.  This can be done by engaging in a 

meaningful and deliberate formation program, mentoring the lay leadership, fostering an 

out-side-the box mentality, and by rewarding alternative viewpoints on solving crisis’s 

and problems.   



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

111 

 One of the strengths that Felician Sponsored Ministries have is that there are 

many qualified, talented, and willing people who wish to become more active and 

involved in the dissemination of the Felician mission to the community.  They just lack 

varying degrees of direction, qualifications, or training.  This is what a transformational 

leader can change, as O’Brien et al. (2008) pointed out, the importance of 

transformational leadership is that it provides not only direction but also the opportunity 

for professional development.   

 Given that Felician Sponsored Ministries are religious institutions, those in them 

can learn from the example of Christ and His early followers.  Another aspect of Felician 

Sponsored Ministries that is advantageous is that there is a sense of community and 

family, similar to what could be seen in the early church.  Richard Burridge (2007) 

pointed out that the early church community was made up of those who responded well 

together and they defended their teachings with what they practiced.  Those who 

followed Christ lived out what it meant to be a servant and they are key to living out any 

mission or values.  Johnson (2012) showed that it is the servant followers that contribute 

the most to an organization.  Furthermore, he explained that they are the ones that can 

build trust 25 among others and it reduces the risk of people fighting for greater roles.   

 Ciulla (2004) showed that that there is an assumption that transformational 

leaders think that those who work for them will eventually come around to see their 

viewpoint or their vision for how things are to be, which is not specifically the case.  The 

mission integration plan and the mission leaders are to help fulfill the Felicians’ call to 

live out their mission and if not fully embraced, a negative culture can form and take hold 

at a ministry.  This is where the servant leadership and the mission leader come into play.  
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There is a sense; according to Johnson (2012) that servant leadership can be seen as a 

weakness.  In addition to this, Johnson (2012) also showed that a servant leader does not 

necessarily have to be seen as weak, for the servant leader can be tough and even 

reprimand and fire those who are not living up to the values and mission of an 

organization.  There are some ministries with leadership that is not seen as representing 

the mission of the Felician Sisters, and it was alluded to in some interviews.   

 In order for changes to take place, the main weakness of the ministries needs to be 

addressed.  The mission leader should be an integral part of working on weaknesses and 

pushing ministry leadership to address weaknesses.  Johnson (2012) pointed out that the 

needs of the followers of a leader have to come first.  In order to do so, a servant leader or 

servant leadership has to focus on several concepts:  stewardship, obligation, partnership, 

emotional healing, and elevating purpose (Johnson, 2012).  These are all items that are 

essential to the functioning and mission of an organization.  Each leadership team at a 

Felician sponsored ministry is responsible for maintaining programs and making sure that 

they succeed and live on for future generations.   

 Johnson (2012) made the point that stewardship is the support of the group or 

community of the followers in regards to the interest and need of the larger community. 

This needs to become the focus of ministry leadership as well as a return to 

communitarianism.  Johnson (2012) showed, with reference to John Gardner, that 

communitarian societies are made up of 6 main areas:  1) Wholeness incorporating 

diversity – where the community shares a vision or mission and works together in 

different ways in fulfilling it; 2) A set of shared values – there are a set a values that the 

community holds dear and it is reflected in its literature and laws; 3) Caring, trust and 
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teamwork – there needs to be a sense of community and belonging; 4) Participation – 

there needs to be more people active in mission to enhance and fulfill the work of the 

organization; 5) Affirmation – the mission and values need to be an integral part of the 

community of Felician Sponsored Ministry; and, 6)  Institutional arrangements for 

community maintenance – there needs to be more involvement with organizations outside 

the church, i.e. government, businesses, etc.   

 Communitarianism makes people stay informed with community issues and 

makes them representatives of the organization they come from (Johnson, 2012).   If a 

mission leader succeeds in his or her role, then this happens.  This takes time and much 

effort and is a fulfillment of the elements of the mission integration policy.  If a mission 

leader is able to fulfill their role and be someone who the ministry administrator values 

and trust, communitarianism is the culture that be worked towards.   Neil et al. (2007), 

studied servant leadership and found that the “application of servant learning principles in 

interprofessional team practices can foster a workforce better equipped to respond to 

customer needs and expectation.  If the ministry is made up of a diverse group of people 

with a strong mission leader that can help in leading critical reflection though the lens of 

the tradition, this can truly happen.  The mission leader needs to be given a place where 

boundaries are pushed and all are pushed towards fulfilling the Felician mission.   

Summary of the Study 

 The aim of the study for this dissertation in practice was to design an evidence-

based case of the need for critical reflection as a tool for mission leader formation.  This 

was addressed by the proposed solution: to create a formation program for potential 

mission leaders in Felician sponsored ministries that includes critical reflection as a key 
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component and the recommendation to re-examine and modify the on-going mission 

leader formation programming at Felician Services.  These recommendations will 

enhance and create more effective ministries by training and giving mission leaders the 

tools they need to help the Felician Sisters spiritually renew the world.  With the 

recommendations, there will be more cohesion with the ministries and will help Felician 

Services in creating future programming, for all the mission leaders will be formed and 

versed in the tools needed to be successful.   

It is also hoped that with the recommendations, the mission leaders will become 

energized and empowered to take an active role in their ministries, being the voice of the 

sponsor and a voice for those served.  Giving them the tools necessary will hopefully also 

bring about more creativity from the mission leaders as they plan their mission 

integration programming, helping them dive deeper into the tradition and help shape 

culture and the ministry for the future. The result would be leaders on staff who can 

speak on behalf the Sisters, even when they are no longer a presence at the ministry and 

could serve as a role model and help to boost morale.  Also, the bridge between the 

sponsor and the local ministry management team will be strengthened and ministry 

leadership will make sure that the ministry not only reflects the culture and identity of the 

sponsor but helps transform and move that culture into the future.    

The proposed solution will have a one to two year implementation timeline.  The 

implementation would come out as a time release where the program being developed 

would be explained in various outlets and then going live.  There would be three broad 

evaluation questions for this program.  These would be collected over time when the 

mission leaders meet with their mentors and VP’s for mission integration.  After two 
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years after implementation and through the collection of data from interviews from 

mission leaders and site administrators, self-evaluations from mission leaders, changes in 

mission plans, as well as site visits, one will be able to see if the solution has had any 

impact.   

 This dissertation in practice has helped in showing what is minimally needed from 

a mission leader when they are not fully prepared, academically or professionally for the 

position and do take on the role later in life or as a second career.  This dissertation in 

practice has contributed to existing literature by continuing the conversation about 

mission leader and furthering the discussion where the question is being asked about 

mission leaders: are they simply holding a position that is misunderstood or seen as being 

irrelevant to day to day operations as Yanofchick (2008) posited.   

This study has added to the scholarly research in the field in several ways by 

focusing on an interdisciplinary approach that is not geared only towards healthcare, by 

giving a voice to the part-time mission leader who is not fully prepared for that role/field 

and, by unearthing information that can be translated across disciplinary lines and used 

for all mission leaders.  What is certain is that the role of critical reflection in formation is 

essential for mission leaders because it helps the leader respond to the needs of not only 

the ministry but also the self.  Critical reflection is a process of making meaning out of 

events that helps in setting goals and aids us use what has been learned in the past in 

order to inform future actions and consider the real life implications of feelings and 

actions.  Critical refection is the key connection between thinking and doing and can 

bring about a transformative experience (Schön, 1983).   
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Without the use of reflection an event or experience can reinforce stereotypes and 

over simplify complex situations that require more in-depth analysis and care, as well as, 

make generalizations that are inaccurate about a situation (Ash & Clayton, 2009).  When 

one engages in critical reflection, one is able to examine the root causes of an issue, 

articulate questions that arise during and after situations, confront and address biases and 

contrast theory with practice which allows for an identification of the issues that surround 

an incident or situation and brings about a critical evaluation of the said incident or 

situation as well as transfer of knowledge (Ash & Clayton, 2009).  The unique work that 

is engaged by the mission leader calls for something that can help them to respond and 

process actions that are made in the name of the Felician Sisters.  Picking up where the 

Felicians Sister’s left off is no easy task.  Barna (1999) explained that it is essential for 

church leaders to have a tool to help them reflect.  It is how a ministry can create 

someone molded in their mindset but with also retaining their own identity.  They are not 

clones but they are the key to moving a ministry into the future. Without a tool like 

critical reflection, ministries will be faced with more and more burn out, because the 

demand on the lay collaborators to be like “Felicians” will become too much to bear. 
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Appendix A 

Bill of Rights for Research Participants 
 
As a participant in a research study, you have the right: 
 

1. To have enough time to decide whether or not to be in the research 
study, and to make that decision without any pressure from the people 
who are conducting the research.  

2. To refuse to be in the study at all, or to stop participating at any time 
after you begin the study. 

3. To be told what the study is trying to find out, what will happen to 
you, and what you will be asked to do if you are in the study. 

4. To be told about the reasonably foreseeable risks of being in the 
study. 

5. To be told about the possible benefits of being in the study. 

6. To be told whether there are any costs associated with being in the 
study and whether you will be compensated for participating in the 
study. 

7. To be told who will have access to information collected about you 
and how your confidentiality will be protected. 

8. To be told whom to contact with questions about the research, about 
research-related injury, and about your rights as a research subject. 

9. If the study involves treatment or therapy: 

a. To be told about the other non-research treatment choices you 
have. 

b. To be told where treatment is available should you have a 
research-related injury, and who will pay for research-related 
treatment.  
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Appendix B 

Proposed Interview Questionnaire and Protocol 

Time of interview:  

Date:  

Place:  

Primary Investigator:  

Participant:  

Position of participant:  

 This study’s purpose is to better understand how mission 
leaders view critical reflection as part of their mission leader 
formation/development. 
 
Thank you for agreeing to participate in this research project, I 
want to remind you that your responses will remain confidential 
and anonymous, with the exception of a threat of doing harm to 
yourself or to another.  I have a consent form for you to read 
and sign.  Please let me know if you need a break, or if you 
have questions. 

Demographic Questions:  

1. What is your age, gender and which affinity group do you serve?  

2. How long have you been at this ministry?  

3. How long have you been a mission leader? 



A CASE FOR CRITICAL REFLECTION FOR MISSION LEADER FORMATION IN 
INTERDISCIPLINARY MINISTRY 

134 

 
 

4. How much prior experience did you have in mission leadership before joining 
a Felician-Sponsored ministry?  What is your background?  
 
 
 
 
 
 
 
 

5. What do you think the role of mission leader is and why?   
 

 

 

Questions: 

1. Appendix A of the Mission Integration Policy states that the mission leader 
“Serves as a resource to the management team, providing perspectives 
from Catholic social teaching and moral tradition—raising value-based 
questions and concerns related to the ministry’s decision-making”  
Have you had to the opportunity to engage in a critical reflection 
(Critical reflection is an extension of critical thinking. It requires a person 
to think about their practice and ideas and then it challenges that person 
to step-back and examine the thinking or thought process by in terms of 
various contexts such as history, geography, comparable activities) 
process that concerned your ministry’s decision making?  If so, how?  If 
not, why not?  
 
 
 

2. How often are you called upon by senior leadership to facilitate critical 
reflection around a dilemma and what are your thoughts about this?  

 

3. Is there an ethics committee at your ministry that oversees a critical 
reflection process?  If so, are you on it?  If not, why is there not one and 
have you ever considered forming one?  
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4. What are your thoughts about critical reflection and its use? 
 

5. Have there been dilemmas faced by senior leadership where a critical 
reflection process was helpful?  If so, please explain the situation and your 
role. 

 
 

6. Can you provide an example of how critical reflection in your role as a 
mission leader has helped you change policies or influence decision-making? 
Whose decision-making? Self or others? 

 
7. How have your experiences with critical reflection impacted your interaction 

with senior leadership in terms of influencing the decision-making process? 
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Appendix C 

Study Participant Invitation Letter 

Dear Mission Leader: 
 
My name is Paul Lipowski, and I am currently a doctoral candidate in the 
interdisciplinary leadership department at Creighton University.  In my professional role, 
I serve as the Vice President of Mission Integration at Felician Services, which you are 
familiar with.  For my dissertation research, I am working on a project called “a case for 
critical reflection for mission leader formation in interdisciplinary ministry.”  The 
purpose for this study is to learn the need for the use of critical reflection for mission 
leaders in ministry and whether it is essential for their formation.  
 
I am asking you to participate in my study because of your role as an interdisciplinary 
mission leader at a Felician-Sponsored ministry.  You have unique expertise and 
experiences that are not found in other ministerial systems, and I would like to learn from 
you!  I will gather information through one-on-one interviews, lasting no longer than 45 
minutes.  In order to maintain the integrity of the important information you share with 
me, I will digitally record the interview and have it transcribed.  Once the interview is 
transcribed, you will have an opportunity to review it and expand on any points you may 
feel necessary.  Your participation in this study will be completely voluntary and 
anonymity will be granted.  You will be given an alias by which you will be addressed 
during the interview and your responses coded so your identity will remain anonymous.  
There will be no compensation provided.  This study’s outcomes may provide provincial 
leadership, ministry administrators, and other administrators of mission integration 
greater insight into the needs of local mission leaders.   
 
I have taken all reasonable safeguards to mitigate potential risks.  There are no known 
risks to you associated with this study.  You may choose not to answer any of the 
interview questions, and you may withdraw from the interview process at any time 
should you no longer wish to participate.  
 
You may contact me with questions about this study via email at 
paullipowski@creighton.edu or Dr. Donnette Noble, Dissertation Chair/Research 
Advisor, at donettenoble@creighton.edu.  Additionally, you may contact Creighton 
University’s Institutional Review Board (IRB) Office (IRB@creighton.edu) regarding 
this project. 
 
 
With warm regards, 

 

Paul Lipowski 
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Appendix D 
Informed Consent Informational Form 

 
Dear Mission Leader: 
 
I am conducting research to learn the need for the use of critical reflection for mission 
leaders in ministry and whether it is essential for their formation. In this study, you will 
be asked to answer seven questions in an interview format about your experiences 
facilitating critical reflection exercises with senior leadership around issues pertaining to 
the ministry.  I have allotted 45 minutes for the interview so you can answer questions 
without feeling rushed.  There is no requirement that we use the entire 45 minutes.   
There are no known risks to you for your participation in this study.  Participation in this 
research is completely voluntary, and you may terminate participation at any time 
without any negative consequences.  Your information will be handled confidentially.  
You will be assigned an alias by which you will be addressed during this study, and by 
which your interview will be coded to protect your privacy. 
 
You may contact me with questions about this study at paullipowski@creighton.edu, or 
you may contact my Dissertation Chair/Research Advisor Dr. Donnette Noble at 
donettenoble@creighton.edu.  For other questions, you may contact Creighton 
University’s Institutional Review Board (IRB) at irb@creighton.edu. 
 
 
 
 

 

  

mailto:irb@creighton.edu
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Appendix E 
IRB Letter of Agreement  
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Appendix F 

IRB Application 
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Appendix G 

Determination of Exempt Status 
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Appendix H 

Approval of Research  
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Appendix I 

Audit Trail  

 

January, 2016: Reviewed list of potential mission leaders for case study research. 

January - March, 2016- Made methodological determinations through dissertation 
proposal course, worked with work peers to share and brainstorm qualitative procedures, 
and began compiling literature and IRB documentation. 

June-July, 2016: Engaged in informal discussion with mission leaders around 
participating in study. 

August-September, 2016: Engaged in discussions with company leadership regarding the 
engagement of interviews on company property. 

October 18th, 2016:  Application for IRB Approval submitted 

October 26th, 2016: Received permission (letter) to engage in research at company.  

October 28th, 2016: Received IRB approval to conduct research. 

October 27th, 2016: Formally requested permission from selected participants to 
participate in interviews. 

November 2nd: Scheduled in-person interviews. 

November 6th, 2016: Explained the Informed Consent Informational Form and process to 
first participant and conducted in-person interview. 

November 6th, 2016: Explained the Informed Consent Informational Form and process to 
second participant and conducted in-person interview. 

November 7th, 2016: Explained the Informed Consent Informational Form and process to 
third participant and conducted in-person interview. 

November 7th, 2016: Explained the Informed Consent Informational Form and process to 
fourth participant and conducted in-person interview. 

November 7th, 2016: Explained the Informed Consent Informational Form and process to 
fifth participant and conducted in-person interview. 

November 7th, 2016: Explained the Informed Consent Informational Form and process to 
sixth participant and conducted in-person interview. 

November 8th, 2016: Explained the Informed Consent Informational Form and process to 
seventh participant and conducted in-person interview. 

November 8th, 2016: Explained the Informed Consent Informational Form and process to 
eighth participant and conducted in-person interview. 
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November 8th, 2016: Explained the Informed Consent Informational Form and process to 
ninth participant and conducted in-person interview. 

November 15th – December 1st, 2016: Performed transcription and analysis process of the 
nine interviews. 

December 2nd – December 7th, 2016: Conducted follow-up communications with nine 
mission leader participants to provide them with opportunities to review transcripts.   

December 10th – 21st, 2016: Data Analysis through transcript review.  

December 27th – 29th, 2016: Follow-up communication with several mission leader 
participants regarding clarification for responses.   

December 2016 – January 2017:  Requested colleague review as findings and themes 
developed. 
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Appendix J 

Mission Leader Competency Model 
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Appendix K 

Felician Core Values for Ministry 

Core Values from http://feliciansistersna.org/who-we-serve/core-values  

In all that we do and to all whom we serve, we affirm the dignity of all life; reach out in 

compassion, mercy and love to all God’s people; stand in solidarity with and in service to 

the poor, oppressed, and the vulnerable; engender a spirit of environmental stewardship 

in the care of all God’s creation, and strive to alleviate injustice in all its forms as we look 

to promote the common good. 

Each of our ministries throughout North America upholds and affirms these five core 

values—hallmarks of our Franciscan culture and identity: 

Respect for human dignity – exhibited by a reverence for and commitment to 

promoting and protecting the dignity of all persons; 

Compassion – characterized by an empathetic consciousness toward others expressed in 

caring service; 

Transformation – characterized by an open heart and mind, leading to continuous 

improvement of all involved in our ministry; 

Solidarity with the Poor – ensuring that the needs of the poor and vulnerable are met 

through advocacy and action; 

Justice and Peace – forging right relationships, recreating a sustainable environment, 

promoting the common good—all in the pursuit of peace. 

 

 
 

http://feliciansistersna.org/who-we-serve/core-values
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Appendix L 
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