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I AM A PRODUCT OF MISSION-DRIVEN, church-related institutions. From kindergarten to graduate school, I found myself in places where religious belief and practice were instrumental to the institution’s mission and ethos. A plaque outside the door of my middle school building proclaimed the words of Proverbs 1:7, “The fear of the LORD is the beginning of knowledge.” One of my teachers read from the Psalms before every history class in high school. The Center for Social Concerns stood at the center of campus at my undergraduate alma mater, and history papers I wrote on historians of religion or religious figures in history were welcomed at the graduate program where I received a master’s degree.
My parents chose the first school. They drove my sister and me past some of the best private and public schools in country, within walking distance of our home, because they believed that education rooted in belief in God and focused on Christ’s love would provide an essential foundation for our educational, vocational, and familial callings.
I chose the other schools in part because they valued the life of faith. I could be a Christian and a student, a churchgoer and a scholar, a believer in truth and a seeker of knowledge.
And yet I did not fully appreciate the challenges of running and sustaining church-related institutions until I participated in conversations that led to this book and until I read the chapters in this book written by a suite of successful leaders of church-related schools. While I appreciated my college education at a church-related school—the books we read and the courses we were required to take—as a young adult, I did not fully understand the important and unique role these institutions play in the intellectual and cultural landscape.
I am indebted to the small group of families who responded to God’s calling to start a Christian school in a church basement in the 1950s and to the priests who followed God’s leading to create schools where students could be educated for a life of faithful service. Our communities and our country are similarly indebted to those who established mission-driven, church-related institutions and to those who continue to lead these institutions today.
Think for a moment about a world without church-related institutions. These schools provide a context for moral formation, they educate students in long-standing traditions that stand the test of time, and they provide a framework for understanding the world around us. Church-related schools find strength in that which makes them distinct. Distinctiveness can be difficult to sustain and nurture, especially when religious commitment is undervalued. But the inherent value of church-related institutions never goes away, and we need to ensure that a robust ecosystem of well-capitalized, well-run, and well-represented church-related schools remains indispensable to thriving communities.
This book reinforces the importance of mission-driven, church-related educational institutions that do not shy away from their religious beliefs and practices, and it offers practical examples for maintaining strong institutions. Several chapters remind us that effective integration of faith and learning takes place across every domain of the institution—from trustee meetings to campus life, to the curriculum and relationships between students and between faculty and students. Other chapters demonstrate how financial management and effective engagement with all stakeholders, including local and national elected officials, build awareness and brings credibility to the work church-related schools do. While stewardship of a Christian mission requires alignment between the mission and the activities of the institution, as the introduction to this book points out, the contributors to this volume make a case for expert leadership and astute decision-making that is thoughtful and action-oriented, and keeps the long-term viability of the mission in mind.
I am who I am today because of the institutions where I studied. My parents worked full time, and though the life of faith was prioritized in our home, the teachers who instructed me, the coaches who showed me how to win and lose well, and the opportunities I had to engage in transformative extracurricular programs shaped my heart, soul, and mind. Who I was and am mattered more than what I accomplished. Classes that taught me the foundations of my faith oriented me to the Christian tradition and allowed me to better engage with those from other faith traditions. And the call to always put the interests and needs of others before my own—which is so fundamental to Christianity—inspired me to use my gifts, talents, and treasure to serve the world above anything I might want to do for my own gain.
This is what a mission-driven, church-related education offers. What would a world without church-related institutions look like? I do not want to think about that. Instead, I prefer to lean into insights from seasoned institutional leaders and to encourage anyone teaching in, aspiring to lead, giving to, and serving on the board of a church-related organization to put these lessons into action so all of us can support the existence of church-related schools in every community here in the United States and perhaps around the world.


Introduction
In an Uncertain Season:
Mission Stewardship as a Christian Practice
Todd C. Ream, Jerry Pattengale,
and Christopher J. Devers
COLLEGE AND UNIVERSITY MISSION STATEMENTS are often little more than arrangements of vapid platitudes to which any reasonable institution and constituents would commit. Among those arrangements, one may find adjectives such as excellence and global, verbs such as welcoming, creating, developing, and disseminating, and nouns such as scholars and leaders.
Variations in the arrangements of such terms may include reference to the geographic location of the institution (in the case of public universities) and/or reference to the organizational structure of the institution (in the case of community colleges, liberal arts colleges, and research universities). As a result, little is left to distinguish the mission statements of public research universities such as the University of Michigan and the University of Virginia from one another.1
Unfortunately, the mission statements of church-related colleges and universities often fail to fare better. Comparable arrangements of platitudes exist. Instead of a reference to service to a particular region or state, church-related college and university missions often include a reference to a particular Christian tradition.
At times, even references to such a tradition prove vapid. The use of a word such as heritage often serves as an acknowledgment of a past relationship and/or an acknowledgment of a connection to a particular ecclesial body. For example, the last sentence in Southern Methodist University’s mission statement reads, “SMU affirms its historical commitment to academic freedom and open inquiry, to moral and ethical values, and to its United Methodist heritage.”2 In contrast, the first sentence in Southwestern University’s mission statement reads, “Southwestern University, under the auspices of the United Methodist Church, is committed to undergraduate liberal education involving both the study of and participation in significant aspects of our cultural heritage, expressed primarily through the arts, the sciences, the institutions, and the professions of society.”3
Whether acknowledged at the end or the beginning of mission statements, the problem with these references is that no connection is made between how such a relationship with the United Methodist Church animates the commitments. The true measure of that claim, of course, demands a visit to campus. However, that no reference is made to that relationship on the homepages of those institutions reinforces the likelihood such references are little more than acknowledgments of a past relationship (in the case of SMU) or a bureaucratic connection to an ecclesiastical body (in the case of Southwestern).
To highlight the difference, Wheaton College’s mission statement reads, “Wheaton College serves Jesus Christ and advances His Kingdom through excellence in liberal arts and graduate programs that educate the whole person to build the church and benefit society worldwide.”4 Perhaps the most critical term in that sentence is the preposition through. Details of that connection are then highlighted on the homepage.
The first sentence in the mission of the University of Notre Dame reads, “The University of Notre Dame is a Catholic academic community of higher learning, animated from its origins by the Congregation of Holy Cross.”5 Perhaps the most critical term in that sentence is the verb animated. Details of that connection are also highlighted on the homepage.
Even when the language in a mission statement is clear and the connection between how a particular faith tradition animates a church-related university is compelling, at least two other challenges emerged in recent years with which trustees, administrators, and educators (referenced collectively from here forward as stakeholders) need to contend. One challenge has to do with the culture church-related colleges and universities presently find themselves engaging. No sooner had stakeholders become familiar with and accustomed to the challenges posed by the secular age than they found themselves contending with what a growing number of sociologists label the postsecular age (beginning around the 1990s).
In An Awareness of What Is Missing: Faith and Reason in a Post-Secular Age, Jürgen Habermas was among the first to acknowledge this shift, along with the challenges and opportunities that may emerge.6 Although during this period the future initially looked bright for the church and in turn church-related colleges and universities, what followed was a general indifference to religion and a rise in people claiming no religious faith.
In the Czech Republic, Tomáš Halík was among the first to witness this indifference and acknowledge its challenges yet also contend that it may provide Christianity with an opportunity for the fullness of faith to find expression. Writing in The Afternoon of Christianity: The Courage to Change, Halík argues, “If it is humanly authentic, faith will retain legitimate scope for critical questions that will help it to grow and cooperate more fully with its divine aspect (faith as a gift of God’s grace).”7 As a result, in what ways do stakeholders need to reposition the missions of church-related colleges and universities to advance their respective rationales for existence and engage with a postsecular culture?
Another challenge has to do with how stakeholders view their relationship to the mission they are called to steward. Quite often, stakeholders view the mission as something they possess, even if only for a season while they are employed by a particular institution. Mission is thus pliable to meet their social, political, and even theological sensibilities. One needs to look no further for confirmation of this challenge than to review the social media accounts of stakeholders and measure their messages against the missions of the institutions where they serve.
Mission, in contrast, is an organizing rationale designed to be held in trust by members of a community, inherited from predecessors, and stewarded with the intention of being passed along to successors. In Philosophical Foundations in Fiduciary Law, Paul B. Miller contends, “A fiduciary relationship is one by which one party (the fiduciary) exercises discretionary power over the significant practical interests of another.”8 In the case of the mission of the church-related college or university, that second party includes not only the ones to whom the mission will be passed but also the ones from whom the mission was inherited. As a result, how are stakeholders serving church-related colleges and universities being formed for such service?
To address the challenges facing church-related colleges and universities and the mission each strives to advance, this volume makes a tripartite contribution by providing strategies for (1) understanding how mission statements serve as an organizing rationale for how church-related colleges and universities exercise their identity, (2) understanding the larger cultural context in which church-related colleges and universities find themselves operating and how their mission statements intersect with that context, and (3) understanding the theological, philosophical, and legal characteristics of fiduciary service and how stakeholders serving church-related colleges and universities are formed for such service.
The State of the Debate on Mission
While mission is a fundamental component of almost any organization, surprisingly few titles focus on mission in the literature related to higher education as well as church-related higher education. Part of the challenge may be that mission is perceived to be so fundamental to institutions that it often escapes formal examination. Another aspect may be that higher education accreditors grant colleges and universities a wide latitude in terms of how they define and exercise their mission. Despite the homogeneous quality of college and university mission statements, accreditors still focus on reviewing institutions based on what each institution indicates is its mission.
A handful of prominent titles, however, are often referenced when exploring the missions of colleges and universities. José Ortega y Gasset’s Mission of the University is one such title.9 Unfortunately, the frequency with which this work is quoted often compounds the way it is misunderstood. Such quotes often contribute to the vapid platitudes populating college and university mission statements instead of serving as a means of analysis. Other works such as Robert Zemsky, Gregory R. Wegner, and William F. Massey’s Remaking the American University and William F. Massey’s Reengineering the University lack the philosophical depth of Ortega’s work but have proven to be of greater service in examinations of mission and how mission defines other components of a college or university’s efforts.10
Explorations of Protestant higher education often include analyses related to mission. For example, George M. Marsden’s The Soul of the American University offers a historical exploration of how colleges and universities founded to exercise religious missions gravitated to other paths for their identity.11 Robert Benne’s Quality with Soul offers a sociological exploration of how a handful of institutions resisted the paths trod by the institutions Marsden describes.12
To form educators for service to the missions of church-related colleges and universities, Caroline J. Simon offers Mentoring for Mission, and Susan VanZanten Joining the Mission.13 Two books with broader foci related to mission appeared in early 2025 in John W. Hawthorne’s The Fearless Christian University and Richard Langer and Scott B. Rae’s Mission-Driven Colleges.14 Hawthorne seeks to turn evangelicalism’s culture of fear on its side, creating new pathways for the identity of Christian colleges and universities to be exercised. Langer and Rae’s approach is more akin to the work of Massey in that they seek to explain how a properly focused mission can define other components of a church-related college or university’s efforts.
Perhaps the most compelling work concerning the mission of the church-related university is being offered by colleagues serving Catholic institutions. In response to mounting concerns in the 1990s and 2000s concerning secularization, many Catholic colleges and universities adopted offices related to university mission, often placing the person heading such efforts on the university cabinet. To aid in such efforts, John Paul II issued Ex corde Ecclesiae in 1991. In 2014, the United States Conference of Catholic Bishops published Catholic Mission and Culture in Colleges and Universities: Defining Documents, 1965–2014 as a comprehensive resource for officers serving in such capacities. In an effort to support their institutions, the Association of Jesuit Colleges and Universities then launched what has come to be known as the Mission Priority Examen.15 Rooted in the discernment process detailed by Ignatius of Loyola in The Spiritual Exercises, this self-study process provides the association’s twenty-seven colleges and universities with an opportunity to consider the ways their mission influences their efforts and where strides need to be made in the coming years.
This volume draws on the insights offered by these efforts but does so in the three distinct ways noted at the close of the introduction. As a result, the essays included in this volume are designed to explore how missions serve as organizing rationales, how missions intersect with the postsecular culture, and how stakeholders are formed to exercise their fiduciary responsibilities for the mission they steward.

Overview
Part 1, “Organizational Context.” Administrators may need to explore whether it’s time to propose a revision of an institution’s mission. The shift from a secular to postsecular culture, for example, may prompt some institutions to consider such a process. The default posture is that although generations of employees serve during their respective season, the mission is the means that unites those generations. In chapter one, “Integrity to the Mission: Leadership, Discernment, and Action,” Molly Schaller explores ways trustees, administrators, and educators have viewed their support for an institution’s mission as a long obedience and how that obedience demands stakeholders view their relationship with the institution’s mission as a fiduciary exercise. When change happens, such a process grows out of respect for one’s predecessors and with the intention of enhancing the position of one’s successors.
Part 2, “Operational Contexts.” Religious freedom has encountered challenges in recent years that in turn have affected the latitude with which church-related colleges and universities are allowed to exercise their mission. The establishment and free exercise clauses of the First Amendment have invited considerable interpretation over the years. One could argue the most recent round of interpretation was ignited shortly after the passage of the Affordable Care Act in 2010, in particular regarding its initial requirement that employers, including church-related colleges, provide employees with insurance that covered abortifacients. Interpretations of Title IX also ignited successive rounds of interpretation that will continue for the foreseeable future. In chapter two, “Called to Justice: The Reciprocal Relationship Between Mission and Law,” Jim Gash explores the ways in which church-related colleges and universities are free to exercise their religious mission; the ways local, state, and federal courts as well as state and federal legislatures may affect that exercise; and where the need for future rounds of interpretation may emerge from.
Following up on the conversation concerning how the courts and legislatures affect the decisions church-related colleges and universities make concerning mission, chapter three focuses on the lobbying efforts of a growing number of institutions. Instead of merely responding to decisions made by the courts and legislatures, trustees and college presidents in particular are investing in efforts to influence decision-making; some educators are also being asked by their institutions to share their expertise. Some institutions have gone so far as to establish offices in state capitals and/or Washington, DC, that coordinate such efforts. In chapter three, “Making Your Voice Heard: The Importance of Effective Lobbying to Preserving Your Institution’s Mission,” Linda Livingstone discusses the need to lobby in relation to the ability of institutions to exercise their mission. Such reflections include how to establish networks, when to build coalitions, and when compromise proves acceptable or unacceptable.
Historically, most church-related colleges and universities have not excelled at telling their stories. Their mission provides them with some of the most compelling stories, yet a lack of confidence in those stories—often disguised as humility—has kept them from investing in good messaging. One significant and strategic way for universities to exercise their mission is to tell their stories with the publics they strive to serve and with those with whom they frequently interact. In chapter four, “Mission Reinforcing Messaging: Making Sure the Outside Mirrors the Inside,” Barry Corey shares how institutions can draw straight lines from their mission to strategic communication efforts, presents methods to be employed, and shows how such efforts effect results, expanding and influencing constituents. These details include how proactive messaging efforts interface and interact with mission-threatening crisis moments and when an institution should return to its more routine but still proactive messaging effort.
One line of thinking is that an institution must have financial margin to be able to exercise fully the religious commitments associated with its mission. Resulting budgets are often designed to yield the most immediate return. Reducing perceptions of religious particularity is then seen as a pathway to appeal to new and more students and donors. In chapter five, “Balancing Mission and Margin: How Strong Financial Management Can Sustain the Impact of Church-Related Colleges and Universities,” Beck Taylor tests that logic. He posits that a compelling religious mission that is well communicated is not only financially possible under a variety of economic circumstances but also might be the way to appeal to larger numbers of students or donors. But such an effort involves a long-term effort to exercise a mission—a commitment to a long obedience—that over time attracts students, donors, and prospective employees to a community defined by compelling commitments.
Part 3, “Formative Contexts.” When it comes to shaping stakeholders and students for mission on a church-related college or university campus, many say that common worship is more formative than any other practice. Evangelical college and university campuses often gather two or three times a week for chapel. Administrators, educators, and students may be encouraged to participate in activities such as small group Bible studies. Catholic college and university campuses often celebrate Mass daily in the campus church, and some even celebrate Mass several times a day in smaller venues such as chapels in academic buildings and/or residence halls. Administrators, educators, and students are encouraged to participate in spiritual formation exercises reflective of charisms definitive of a campus community. In chapter six, “Worship as Mission Formation: Religion’s Integral Place in University Education,” Fr. Aquinas Guilbeau, OP, offers an overview of these experiences and asks readers what is theologically at stake in relation to formation for the institution’s mission as a church-related college or university.
Despite the considerable fiduciary responsibility board members share for stewarding the missions of church-related colleges and universities, little information exists concerning board formation. Board members are often busy individuals who are selected for their loyalty to their institution, their capacity to raise funds, and their access to other individuals who may be of service in some considerable manner to their institution. While once dominated by clergypersons, increasing numbers of board members come from industry. Even representatives from learned professions such as law and medicine are presently in decline. The dedication board members have for their institutions may be high. In chapter seven, “With Purpose and Meaning: Forming Trustees for Mission Stewardship,” Fr. Dave Pivonka, TOR, explains how such dedication needs to be matched by formative experiences that allow board members to grow in appreciation for the university’s mission, honor the institution’s past, and increase in the wisdom needed to position the mission of the university in ways that will serve subsequent generations well.
As previously mentioned, educators play a critical role in exercising the mission of the institution where they serve. Curricular and cocurricular educators alike hire, form, and assess the efforts of their colleagues. Those practices play critical roles in terms of how educators are oriented toward advancing the missions of church-related colleges and universities, if for no other reason than educators are the primary points of contact for students. How the mission of a college or university is experienced is thus often dependent on the efforts made by educators and toward what end or good such efforts are directed. Fortunately, most church-related colleges and universities provide their educators formative opportunities for development that enhance their abilities to make such efforts. A challenge often emerges—that those opportunities are reduced to ongoing employee orientations that focus on processes and procedures to facilitate advancement at the institution. Considering educators’ limited available time, they rarely encounter formative offerings delving into issues such as the end or good of such processes and procedures. Educators are then left to fill in those details with the lessons from graduate school and professional associations—lessons that, while valuable and good, reflect the professional norms often encountered in pervasively postsecular environments. In chapter eight, “A Poetics of Presence: Mission and Faculty Formation,” Karen An-hwei Lee explores these challenges and lobbies for how the hiring, formation, and assessment of educators should reflect those norms in ways reflective of the end or good detailed by the institution’s mission.
One critical test of the ability of college and university educators to elucidate the mission of the church-related employer is the impact those educators have on their students. While mission dictates what end or good practices (e.g., research and service) are targeted, the educational practice that most directly affects students involves teaching. Pedagogical methods vary by context. Similarly, the ways faculty members, residence hall directors, and coaches exercise the institution’s mission in relation to students will also vary. In any case, students should be able to discern that the efforts of the educators they encounter are all oriented toward an end or good dictated by the mission. In chapter nine, “From Mission to Practice: A Framework for Student Development,” Kathleen Byrnes details how such sensibilities are formed, in what ways they capitalize on the myriad contexts in which they are exercised, and how unity differs from uniformity when it comes to institutional mission.
The continuity of mission always undergoes some form of reexamination during seasons of personnel transition. The most obvious forms of examination come at the institutional level, when a transition in senior leadership occurs. However, programs and departments also undergo such forms of examination when new directors and chairs are appointed. New people bring with them new perspectives and new ideas. In many ways those opportunities can enhance the mission. But they can pose problems when newly appointed individuals fail to understand and appreciate the mission as well as the narrative context in which it exists. In a concluding reflection, “A Trust Held in Seasons: Leadership Succession as a Christian Practice,” Frs. Edward A. Malloy, CSC, John I. Jenkins, CSC, and Robert A. Dowd, CSC, collectively represent almost forty years of presidential leadership at the University of Notre Dame. They address the challenges and opportunities that come when a new president is installed. They then consider the ways such transitions can honor the gifts new leaders bring, the ways those gifts serve the mission, the roles predecessors play (and do not play) during such seasons, and how leaders can reflexively anticipate how their efforts will affect the efforts of individuals who follow them.

Audience
This book is an ecumenical effort and thus includes contributions from a host of prominent Catholic and Protestant educational leaders. Appeal is designed to be equal among members of those Christian traditions while also being defined by what these Christian traditions can learn from each other.
Among members of those two Christian traditions, the audience this volume serves includes at least two different groups. First, we believe it will be of great interest to administrators, board members, and church officials. These individuals bear a great responsibility for charting and implementing the mission of their respective institution. Many, if not all of them, found themselves facing the temptations offered by the fearful nature of the culture that emerged in the 2010s and only accelerated in the 2020s. This volume, and the manner in which the contributors lend their expertise to unpacking the theological significance of stewarding institutional mission, offers encouragement for individuals responsible for leading their respective college or university.
Second, we see a target audience of individuals who accept the calling to the Christian academic vocation. These people, whether they serve as faculty members in curricular settings or student affairs professionals in cocurricular settings, are responsible for the hiring, formation, and evaluation of their colleagues. Administrators may provide leadership for the efforts related to an institution’s mission, and the buy-in offered by educators makes the difference in terms of the viability of those efforts. This book is designed (1) to help educators as they invest in shared governance efforts with administrators and (2) to help prepare educators who may eventually serve as senior administrators. As a result, we hope this book will be read by educators on their own as well as educators working together in reading groups.
For almost a millennium, the church turned to the university to do its thinking and provide formative contexts for how knowledge was pursued, wisdom was cultivated, and members of subsequent generations were formed for service as clerical or lay leaders. Such an investment led the establishment of the greatest centers of learning the world knows.
While many of the colleges and universities the church established sought paths free of any relationship with the church, other colleges and universities have aimed to exercise what only a Christian imagination can offer in terms of the pursuit of all truth, God’s truth, in a postsecular age. This side of eternity, finite leaders may find that no easy answers emerge. As is the case through the church’s history, prayerful discernment proves imperative.
The ecumenical wisdom found in the pages that follow offers hope that the riches of the church’s history are collectively being brought to bear in terms of discerning what faithful service entails. Seasons will undoubtedly come when the mission of church-related colleges and universities demand defending. Forged by the sacrifice only Jesus Christ could offer, however, advancing the mission of church-related colleges and universities remains the abiding and animating commitment—a commitment, Lord willing, stretching well into the next millennium.
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Integrity to
the Mission
Leadership, Discernment, and Action
Molly A. Schaller
WHAT IS THE ROLE OF MISSION in the daily life of our college or university community? Although this seems like a simple question, living out our mission—having a mission that is alive and relevant for the current day—and helping all members of our community find their way to the mission is more complex than it appears. All who want to advance the mission of their institution, whether those with a new relationship or a long-standing commitment, face the challenge of applying the mission in a constantly changing landscape.
In my second year at Saint Louis University, I took on the role of faculty fellow for mission and identity. The position was a natural fit, as I had spent decades thinking, teaching, speaking, and writing about Catholic higher education. As a faculty member who also prepares people to work in student affairs, I already existed in two or three different worlds. So this new world of work in mission and identity engendered tremendous insight.
The director of the office, Fr. Chris Collins, SJ, was and is a gentle yet powerful leader. I have relished having a mission I respect, and I believed that an obligation to mission called me forward to lead and serve in unique ways. Although Fr. Collins never outwardly bristles when I used that phrase, he has often pivoted and talked about freedom. His consistent message is that God is calling us, and we are best served when we listen well. Obligation does not connote the freedom and joy that God provides when we choose to notice that God is there as our guide.1
Collins’s point to me is that when we seek a rule to guide us, especially when what we desire most is stability, we might be missing what can come from a deep discernment process. As Todd Ream and Perry Glanzer put it, “While in the game of life, rules are important (particularly if you are not following them) merely knowing and following the rules does not make one a good or flourishing human being.”2 This sets the stage for us to consider the kind of deep discernment that is required if our college or university is to become or continue being a good and flourishing institution of higher learning, enlivened by the mission that calls us to something important, good, and unique.
Higher education is in the midst of a third recent wave of significant disruption and thus ongoing instability. The Great Recession, the global pandemic of Covid-19, and now changes to federal policies have caused us to develop new languages. Colleges and universities “pivot,” “innovate,” and “diversify revenue streams” in response to a rapidly changing environment. David Dockery reminds us that “changes in higher education itself seem to be ever shifting in terms of focus, philosophy, methodology, and delivery systems.”3 Ray Fitz and Michael Naughton argued, “The great challenge of Catholic universities is how to both meet the significant economic, technological and cultural challenges facing higher education today in a manner that deepens the distinctive and unique Catholic mission and identity.”4 All church-related institutions are asking themselves similar questions. How might we actively discern what is best for our organization amid instability and remarkable pressures?
Chris Collins’s book Habits of Freedom gives a starting point for coping with the instability we currently face. Collins writes about the experience of the disciples after Jesus’ crucifixion and death, noting:
In the immediate aftermath they were obviously afraid, and they found each other and gathered, just to be together. And Jesus came into their midst repeatedly bidding them peace (see John 20:19-21). That was the essence of his ministry in the wake of his death and Resurrection—to go to his disciples, to meet them in their fear and isolation, and to give them courage, to en-courage them. He personally seeks them out in instances when they don’t even know what to seek and what to ask for.5

When we gather with other members in our institution or with those who serve in similar roles across higher education, God is there to give us courage, to en-courage us as we continually find ways to live our mission. The mission of our institutions is not an automatic guide during unstable times. In fact, it may not provide any guide at all if our organization is not practiced at an iterative process of alignment. However, Collins reminds us that our first step is to know the peace of God. This peace is the foundation on which the work of discernment takes place as leaders and others in the organization go about the process of alignment of their values, actions, and mission.
Beyond Words: When Mission Statements Become Living Missions
When students, faculty, or staff say that they are a member of your community because of the mission, what do they mean? Is it an inexplicable mission? Is it directly related to the ways your college or university lives out the mission? Is it the mission statement? It may be all those things. The mission may live in ways that are far beyond description, but this also means that maintaining some clarity of purpose can be challenging. Mission statements, James Woodrow argues, are “much more significant than the words themselves.”6 The mission can touch the heart of your organization’s members and provide for a shared purpose. Mission statements, though, provide anchors for organizational choices. Even more, they act as a guide for the kinds of in-depth conversations needed for organizational decision-making.
In a review of literature, Woodrow identified the components found in effective mission statements.7 These ingredients include history, educational philosophy, constituency or the religious character of the institution, strengths, uniqueness, and precise words. Additionally, these statements tend to endure over time and are widely communicated. His study of 105 mission statements from the Council for Christian Colleges and Universities member institutions led him to conclude that “some institutions should pay more attention to the importance of their mission.”8
Similarly, in their study of ten colleges (nine of which are secular), involving more than two thousand student interviews, Wendy Fischman and Howard Gardner identified the “importance of a central mission and the dangers of projectitis” (which they describe as the many centers, projects, and distractions that are evidence of mission sprawl) as their central finding.9 Having a sense of mission is not the same as having a living, active mission statement that supports and guides the many complex decisions leaders will make about the use of resources. And in truth, not all our institutions have a clarity of the role of its founding faith tradition in its current existence.
My husband, who has been a dean at two different church-related institutions and a provost at a third, recalls an experience he had when he interviewed for a senior-level position at a church-related institution. One of his references told him that when the institution called to check on his background, the interviewer asked, “Could he work at a place without a mission?” We interpreted that as meaning that the interviewer perceived that my husband seemed very committed to his faith, and the interviewer wondered whether he could put that aside. Perhaps we are wrong, but the question has stuck with us for years. Not all church-related institutions want to rely on their founding or their history. That is certainly a shift in mission that leaders should be honest about.

The Integrity Challenge: Why Mission Alignment Is So Difficult
Mission integrity does not happen with ease. While having a clear and fully adopted mission statement is key, finding ways to live out that mission with integrity is much more challenging. Those who study human development tell us that developing integrity is tremendously challenging.10 For one, integrity is built on identity. Until individuals have a clear sense of self, they might have a very challenging time living with integrity. This may be due to their attempts to adopt values from others without an active choice, without fully examining their own values and discerning the right fit for their life.
One way to understand a lack of personalized values is to look for incongruence.11 Do we behave in ways that seem to be contradictory to our expressed beliefs and values? What is most challenging here is that we might understand our values in one way and others might be reading our behaviors in another way. These external evaluations give us data or insight into how the world interprets our choices, and they may shape our value system, but ultimately living with integrity is an individual endeavor. Aligning our behavior to our values and our values to our behavior should get easier as we progress through life. We get practice in this feedback loop, and our values become clearer with discernment.
Within organizations, this process is much more complex. We use words and phrases to capture what our organization stands for, but we do not often help members understand those words. How might we align our choices in our organization to the values that are most important for us to live out our mission?
The purpose of this chapter is to stretch beyond the finger-pointing that can happen in our organizations. We will need to get beyond the accusation of “we would be in a better place if only our faculty could live out the mission” or “our administration is filled with new people who really do not understand our mission” or “students today are just a mess; we have to find a way to get them to hold to our mission.” Each of these may or may not be true, but all of them deny one key to our future success. If our complex organizations are going to be driven by their mission in ways that makes us capable of manifesting integrity to the mission, might we all need to ask ourselves, “Am I a witness to this institution?”12

Beyond Delegation: Making Mission Everyone’s Responsibility
In many of our church-related institutions, there are active discussions about what it means to work for and through a mission-driven organization. As a new department chair, I participated in a Hiring for Mission weekend retreat at the University of Dayton, a Catholic and Marianist institution. The retreat was a deep dive into the documents that guide the Catholic and Marianist mission. What struck me then is even clearer now via Fr. Jim Heft’s The Future of Catholic Higher Education.13
Heft designed the retreat with colleagues committed to the Catholic intellectual tradition.14 The retreat and subsequent engagements with staff and faculty formation programs made it clear to me that living the mission would require deep intellectual engagement beyond simply being open to the mission. If we are going to find mission integrity on our campus, we will need to think, talk, and struggle through what it means to live the mission.
This awareness begins a complex cycle within our organizations. On some of our campuses, the mission has been delegated to an office or a committee. There might be only one person who upholds our mission. In his book on Lutheran higher education, Tom Christenson asked the question at the core of this exploration: How is our mission affecting “the way in which the place is a university and the way it does those things essential to its being a university”?15 In the case of Lutheran higher education, he argued that leaders cannot simply add in the mission as an extra on the top of university life; rather, it must be woven deeply into the fabric of the college or university.
What does this type of integration require? Certainly, it calls for hiring for mission on all levels, but that will not be enough. Leaders must also engage in persistent and ongoing intellectual examination and values exercises when addressing new challenges. But there is a daily approach to living the mission that touches on the everyday interactions our staff and faculty have with students and one another. What kinds of guides exist to help us make sense of the constant prioritization that occurs on our campuses? If we are all going to
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