
 

 

 

 

 

 

 

 

June 4, 2014 

 

 

 

Dear Sisters,  

 

Thank you for the hospitality and assistance you showed Sr. Jacquelyn and myself during 

the days of our Elder Consult with you. It was a pleasure to experience the expression of 

your charism ourselves. 

We are attaching our report of the visit and our recommendations.  While they are 

following our conversation with you before we left Baden, we have broadened and 

elaborated on them to provide clarification etc.   

A copy of this report will be forwarded to the NRRO.  A hard copy will be sent to you for 

your files and that copy will have our signatures on it.  If you have questions, please 

contact either one of us to discuss them.  

Once again, we are grateful for your cooperation and openness during our time with you 

and the community at the Motherhouse. 

 

Sincerely, 

 

Catherine M. Keevey 
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Consultants’ Evaluation of Areas Reviewed During Visit 

 

I. Institute’s major strengths and challenges: 

The leadership team provided the following assessment of strengths and challenges at 

this time in the life of the Congregation. 

Congregational Strengths  

1. We are very mission-focused with strong Chapter Commitments and Directions to 

continue keeping us focused. 

2. We have a vitality and generativity that is borne of prayer and discernment in our 

deliberations and decision-making. 

Congregational Challenges 

1. Although our finances have come a long way in the past 10 years due to good 

stewardship on the part of our Sisters and good advice from employees and 

colleagues, we continue to be financially challenged with our retirement being only 

42.3% funded. 

2. Our health care needs are escalating more quickly than previously projected. 

 

Additionally the consultants would add the following:    The reduction of overhead 

cost for the Motherhouse is a challenge due to the design of the motherhouse and the 

services that are attached or integrated into the structure. Any decision to 

reconfigure, sell or otherwise address the issue affects all the entities and services  at 

the site. 

      The leadership team recognizes the need to address this issue so that both Elder Care 

planning and reduction of unfunded liability will allow for continued furtherance of 

the Mission.  

II. Management: The Institute during the Chapter of Elections 2013 elected four members 

to lead the Congregation for the next five years and then elected Sr. Mary Pellegrino as 

Congregational Moderator. Thus the leadership team is in place for the next five years.  

III. Planning Efforts (budgeting, long-range planning, future viability): the Congregation 

has completed a recent TRENDS report; they are exploring the possibility of building a 

new assisted living facility to address what they see as a need for the future and to 

provide a legacy in Beaver County, Pa.  They have received some exploratory and 



limited feasibility information from Presbyterian Senior Care as a first step in their 

planning. The consult will also address this issue.   

IV. Plant and property:  The Motherhouse property is comprised of 88 acres.  The 

buildings include: the Motherhouse built in 1902; the Villa a 120 bed licensed nursing 

facility and rehabilitation program built in 1997 is attached at one end of the 

Motherhouse and a four story former Academy is attached at the opposite end of the 

Motherhouse. In the Academy building the fourth floor was renovated to accommodate 

20 Elders who are independent but in need of services and rooms for retreatants. At 

present this space is underutilized. This renovation was accomplished as part of the 

initial planning and implementation process in 2009-2010. The Academy which closed 

in 2009 is now leased by a Charter school for three floors with the sisters continuing to 

live on the fourth floor. The Charter school lease is in effect until 2017 and the 

expectation is that it will continue. In the Motherhouse proper, the upper three floors  

were renovated for tax credit apartments that are occupied by the sisters and will be 

available to laity when the sisters are no longer on the waiting list. The dining room is 

utilized to about 25% of capacity on any one day.  The Congregational Offices and 

services are located in this building. There is a great deal of underutilized space which is 

contributing to fixed overhead costs which have an impact on the cost of care provided 

at the Motherhouse. 

    There are presently two floors of the Motherhouse designated for Supportive Living 

that were renovated in 2005 with rooms that are larger and handicapped accessible 

bathrooms that are shared by 2 to 3 sisters.  The area is set up in four “pods” to promote 

a sense of small community and each is equipped with a kitchen and community room.  

There are 25 to 27 sisters living in this area. 



      On the property there are five residential buildings. Four are occupied by the sisters 

and one is used for Girls Hope, a residential program for at risk girls. Portions of the 

property are used for Community gardens and ecological projects.  The cemetery is 

located on this property.  

There are 11 houses owned by the Congregation in other sites. At present there is 

discussion on what property needs to be sold. 

V. Financial position (sources of income, significant expenditures, investments):  

presently the Congregation receives a lease fee from the Baden Charter School, the 

sisters’ salaries and investments.  It was stated that without a significant annual cash 

infusion from sale of property or other sources they will need to reach into retirement 

funding for operating costs. The cost of care at the Motherhouse of the Elder sisters is 

high but also significantly affected by the fixed overhead of the building. 

The TRENDS data shows that the care needs will be constant for the next twenty years 

and they will be able to extend their financial assets only by infusions of cash on an 

annual basis. 

At present there is no salary allocated for sisters who are in key positions in the 

Motherhouse further affecting the true cost of care for the sisters. 

VI. Retirement and elder care programs and planning:  the Congregation has been 

engaged in addressing Elder Care issues for the past 25 years.  There have been 

successive plans developed and implemented to meet the needs of the sisters as well as 

the needs of the Beaver County, Pa. population. The Elder Care planning done to date 

has provided for the use of the space by the civic community when the sisters no longer 

have a need. Thus skilled care is provided in Villa St. Joseph, which is a separate 501 c 

3 sponsored ministry of the Sisters of St. Joseph.  It is a 120-bed facility divided into 



four sections with one section a secure unit for dementia care.  It is licensed by the state 

of Pennsylvania and does receive Title 19 reimbursement. It is managed by Presbyterian 

Senior Care and it is physically attached to Motherhouse. Assisted care is provided in a 

renovated section of the Motherhouse.  It consists of 27 bedrooms and 14 handicapped 

accessible bathrooms.  It is staffed by 1 RN, 4 LPN's, [2 FT, 2 PT], 9 Full-Time Aides 

and 3 prn or relief aides, there are also 2 FT housekeeping staff.  Gallitzin Commons 

consists of 20 one-bedroom and three two-bedroom apartments.  It is low income tax 

credit housing in an LLP arrangement with the Congregation.  Gallitzin Commons is 

intended to accommodate the general public as well as sisters when need for the 

apartments diminishes.  Four sisters in Gallitzin Commons receive housekeeping 

services from the county Agency on Aging.  The sisters living in local missions are 

primarily in small community settings or living singly or with one other sister. 

     A copy of the Philosophy of Healthy Aging developed in 2004 was provided.  The 

leadership expressed concern that this needs to be discussed with the sisters again in 

order to provide a context for a discussion that this is a philosophy for all the sisters not 

only the Elders.  A copy of this philosophy is posted in the assisted living areas. 

However, guidelines and material to support a more person-centered wellness model 

does not exist. There have been two sister nurses who have been responsible for the 

coordination of care of the sisters in supportive living as well as those on the local 

mission and at the skilled facility. One is presently out on sick leave. A lay nurse was 

recently appointed the Director of Supportive Living.  This is the first lay person in the 

role. 

  Supportive Living is located on two floors which is challenging for staff. It is also in 

four pods which again complicates staffing.  .   However, it was noted that the staffing 



might be re-configured and possibly decreased if the residents assigned to these areas 

were assessed regularly and determined to need supportive/assisted care. Our 

observation was that “care creep” has occurred.  Sisters are receiving more care on a 

regular basis than the level of care would indicate. Sisters with dementia and requiring 

more monitoring or supervision have remained on the unit. This is partially due to 

limitation of space at the Villa or meeting the state criteria for care at the skilled facility 

dementia unit and more generally, to lack of conversation and process to initiate a plan 

of transition as a sister’s care needs change. This is a contributing factor to staffing cost 

and allowing the area to gradually become a skilled unit. Supportive Care more closely 

resembles a medical model of care rather than a person-centered model. The staff and 

sisters seem to feel it is a hybrid of both due to the level of need.  

There are sisters in the Independent with services on the fourth floor of the Academy 

who also may need more support and could be transitioned to the Supportive Living area 

thereby freeing up space for those who may need movement from local missions.  The 

same would apply to Gallitzin Commons apartment residents.  

TRENDS show that the need for each level of care will remain constant through 2023 

and then there will be some slight decline in need. There is concern that there will not be 

enough space to care for the need as the larger cohort is the 70 to 80 age groups. The 

question raised “is a new building needed to meet this need?”  The consult indicated that 

if adequate assessment is done, transitions implemented in a timely way, underutilized 

space and space reserved for retreatants at the Motherhouse reconfigured, the need to 

build would not be an issue. TRENDS also shows that without a partner to provide the 

financing while the Congregation provides the land, there would not be a feasible way to 

raise funds to engage in such a project. Secondly, unless the State of Pennsylvania pays 



for Assisted Living all who live in Assisted Living would be private pay and an 

additional financial drain on the Congregation. At present the State of Pennsylvania 

does not provide reimbursement for assisted living.  The Motherhouse is bound by the 

Villa, the Academy, and Gallitzin Commons so that any decision about the use/sale of 

the Motherhouse has a direct effect on other entities’ that are not under the complete 

control of the Sisters of St. Joseph. 

The leadership is planning for succession to address the need for certain position to be 

filled when sisters are no longer able to fill the roles. There is a strong sense that this 

transition to a more collaborative relationship with lay staff in the care and management 

of the Elder Care services is a challenge.  In the interviews conducted during the consult 

it seems that the understanding of the charism and mission of the congregation is not 

well grasped by the staff. While the staff have a great respect for the sisters and care 

deeply for those they are caring for, there is a sense that the Congregation has not 

provided the necessary mission integration programs to assure that in planning for 

succession the charism, spirit, mission etc. is part of the values imparted to all those who 

share in the care of the sisters.   

The major themes that surfaced during interviews included:       

 Developing a more formal system for transitioning to and between levels of care; 

managing the care of those with dementia and provide education in dementia related 

concerns for the sisters and staff; on-going skill development in assessment for the staff; 

maintaining a sense of community; recognizing financial limitations; addressing the 

underutilized space at Motherhouse; determining need to build an assisted living facility.   

The issues that surfaced are multifaceted and therefore require a process to address and 

resolve them. The NRRO in the past has provided this congregation with a great deal of 



support and it was used well.  However at this time there is an awareness that a more 

comprehensive approach to Elder Care needs, funding and care must be addressed more 

holistically and realistically. The assurance that there are resources available for the 

continuance of the Mission though outreach programs is a concern.  This congregation is 

approximately ten years younger than other congregations in the area and they feel that 

they have at least that much time to continue current and new ministries as well as 

provide a legacy in the community in which they live. 

VII. Ministries (means of support for contemplative institutes). See application 

VIII. Use of professional advisors and consultants: the Congregation has consistently 

engaged outside assistance in meeting needs that they have identified.  

IX. Other areas that impact current position :  NACPA audit in is being considered to 

assess the personnel and benefit program; ongoing discussion with Baden Academy re 

use/purchase of Activities Building are being held; meetings with Villa and Presbyterian 

Senior Care to discuss options regarding possible collaboration on a new facility have 

been initiated.  

X. Recommendations to the institute 

 That  as part of a comprehensive approach consideration be given to a  

redesign of supportive living so that Trinity Unit becomes  a site for those with 

greater cognitive impairment 

 That empty rooms on 4
th

 Academy be used for sisters who are Independent in 

need of services.  This is consistent with the purpose of the renovations that were 

done previously to provide additional space for this level of care. 

 That consideration be given to obtaining a facilities assessment to identify 

use of underutilized space at motherhouse and possible uses for all 

Congregational property. 

 That a salary be allocated for each position at the Motherhouse that would 

require a replacement by a lay person in the future.This would provide a realistic 

budget for the Motherhouse and provide for succession when needed. 



 That the role of Liaison for Health Care be assigned to one person to assure 

that there is continuity of philosophy of care, coordination with Director of 

Supportive living, Minister of Community Life and Motherhouse Administrator  

 That each sister be assessed to establish appropriate level of care needed at 

this time, to make transitions as needed to the level of care that is best suited for 

sister. This will enable better utilization of the space available. 

 That a plan be developed to provide on-going education for staff and sisters 

on the principles of wellness and cognitive function. 

 That an improved communication system be adapted for the Motherhouse 

care staff that is efficient and minimizes duplication of effort. e.g. cell phone/call 

direct as provided by Verizon or Sprint 

 That a person-centered approach to care of the elders be put in place to 

facilitate a shift from a medical model of care to a person centered approach. 

Education of the Congregation and staff would be an integral component to 

achieve this change in understanding of the provision of care. 

 We do not recommend any new construction at this time based on the 

projections of TRENDS and current financial resources. However, on-going 

exploration with Presbyterian Senior Care and other potential partners who may 

present opportunities for both legacy and mission should continue to be part of 

strategic planning. 

 That the Institute place a request to the NRRO that they be considered for the 

Planning and Implementation Process to continue the planning that was begun in  

2009 with a more comprehensive approach to reducing underfunded liability and 

providing Elder Care in the most appropriate way consistent with values and 

current reality of resources both financial and human. The emphasis in this 

planning should be the most efficient use of space at the Motherhouse, 

consideration of options for use of all Congregational properties and 

development of a comprehensive approach to Wellness for the Congregation. 

Additional Impressions: 

 

It is evident that the community possesses certain warmth that speaks to the charism of the 

Sisters of St. Joseph and the hospitality that provides a welcome as well as respect for each 

other.  

The leadership team has begun exploration of ways to address the need for care of Elders at 

all levels of care.  There is openness to an alternative approach to care delivery in the 

context of philosophy of care and chapter directives.  

 

There is recognition by leadership, the administrative and care staff that the current 

approach to management of care needs to be addressed. This includes indicators for 

appropriate levels of care; guidelines for transition from active ministry to less active or 

non-reimbursed service; clarifications of roles; the need for a program of mission integration 



with lay staff; education of all who care for those with cognitive impairment; development 

of a more comprehensive approach to Wellness for entire Congregation.  

 

There is a strong desire to include the needs of Beaver County in planning as part of  the 

legacy of the Congregation but at this point it may not be feasible. 

 

There is a sense by the consultants that the current leadership team is willing to make 

decisions that may be difficult but need to be made.  To do this they need data and 

information that offers an opportunity for a more comprehensive approach to Elder care and 

their overall strategic planning. The consultants would support a request that this 

Congregation re-engage in the Planning and Implementation process to receive the support 

needed to achieve their goals. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

XI. Disclaimer: “ In closing, we point out that while we have come with a broad 

professional experience and have applied that experience to the information and 

circumstances which we found during this brief visit, it is ultimately the 

responsibility of the Leadership Team to evaluate and weigh the feasibility of 

implementing the recommendations which we offer.” 
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