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Jesuit Universities have established guidelines covering hiring for mission.  Faculty, department chairs, deans and academic vice presidents (AVP) generally use mission as a criterion for hiring.  How justice concerns are considered in this hiring process will be examined in this discussion. University of Detroit Mercy (UDM) has considered justice and mission in hiring, promotion and tenure decisions for more than a decade.  These attempts have met with some success.  So in this session, we will:

1.  Outline the issue of Ahiring for mission@;

2.  Highlight some of the obstacles that we meet;

3.  Suggest a method of including Amission- or Justice-favorable@ candidates in the search. 

4.  Develop a consensus among the faculty that a mission that embraces Jesuit, Catholic and justice is essential to the future of the university. 

The Process 

When an academic department obtains permission to recruit a faculty person, the process generally begins when the department describes the skills that they seek in the candidate.  The members of the department then review the applicants, and select finalists (generally, three to five) B to bring to campus for face-to-face interviews in preparation for making the final selection.  The department has the background and responsibility to judge the competence of the new potential faculty in the particular field.  Often their attention is focused on these technical competencies, and these qualities are sometimes rather narrowly defined.  

Before inviting the finalists to campus, the search chair and the dean send each new faculty candidate a copy of the University Mission and Vision (for a sample, see Appendix A).  We could call this Atruth in advertising.@  In justice we owe it to a prospective faculty candidate to tell them who we are and what is important to us; this in itself may determine for a candidate whether they would like to join us.  When the finalists visit campus, the AVP, dean and the faculty of that department ask the candidate such questions as: 

-  How would you be able to contribute to the implementation of the Mission?  

-  How would you use your talents to help make this mission a reality?     

The Problem: 
Is this a sufficiently carefully planned process to ensure that our faculty and staff really embrace the Jesuit, Catholic (plus Mercy, in our case), justice core values of the University?  Probably not.  Allow me give you an example.  A candidate for a faculty position who very much desired to teach at a Jesuit university interviewed with us.  His PhD was from Yale, and he immediately indicated his interest in Ignatian spirituality and working with students.  He had been involved in searches at six Jesuit Universities.  In each case the faculty search committee at those universities contacted his professional references, but did not contact his personal references who would have provided data on his Catholic, Jesuit, justice competencies and interests.  It seems that in most cases, inquiring of the ability to understand and further the mission and values of the university comes after the candidates have been screened for their professional competence.  Is there a solution to this dilemma, which commonly arises in our universities?

Hiring for Mission
We will outline several alternatives that could make contributing to the mission a more integral part of the search and evaluation process at Jesuit universities.  One alternative is to ask each search committee to include at least one or two people in the pool of finalists who show some clear evidence of actively embracing Jesuit-Catholic-justice values.  This is particularly important since doctoral programs generally socialize students so that their interests become more narrow and focused on their discipline.  A typical dissertation director wants her students to join the faculty at a university where that student will have 1) a lower teaching load; and 2) the resources for that new teacher to do research and write publications.  So graduate school socialization generally runs counter to some of our most basic mission values.  




One approach to this dilemma is to carefully examine the credentials of the candidate, looking for indications that they would be favorable toward our mission.  Possessing an undergraduate degree from a Catholic or Jesuit university and some commitment to community service might be an initial indication of at least being aware of the nature of our universities, along with their missions and values.  Such a possible request or requirement would add these considerations at the beginning of the search process, so that some excellent candidates are retained during the initial screening process.  

A second initiative early in the hiring process would be to ask candidates questions on their concern for mission values.  This would make it known to candidate and search committee alike of the importance of these concerns right at the beginning of the process.  

A third initiative is to ask the deans and faculty to freely and collectively decide that it is important to assert and emphasize our identity as Catholic and Jesuit (again in our case, Mercy, also).  Given such an agreement, the university can use a special concern for the Jesuit/Mercy, Catholic, concern for justice, character of the University as a criterion in the promotion and tenure process.  Some universities have begun this process.

Promotion and Tenure Criteria


Promotion and Tenure criteria B excellence in teaching, research and publications, and service B are generally well established.  In addition, for a number of years, UDM has notified newly hired faculty members that contributing to the mission of the University is also an important element for their successful achievement of promotion and tenure at the University.  Nevertheless, it has been more difficult to consider university mission and justice in promotion and tenure decisions.  Faculty members serving on Promotion and Tenure Committees instinctively prefer to restrict criteria to the traditional ones of teaching, research, and service, and are reluctant to consider mission.  They sometimes point out that consideration of other criteria, such as mission and justice, are subjective, amorphous and difficult to measure.  Some of this concern is legitimate and some of it is not.  In our discussion we will separate legitimate from less valid concerns, suggest solutions and an action plan.  

It has been easier to present guidelines for hiring for mission than it has been to utilize these criteria for promotion and tenure.  UDM has good, clear guidelines for hiring.  All seven deans and the academic vice president of UDM decided in 1993 that mission would be made an explicit and important criteria when hiring new faculty.  They then decided that they would include words stating that clearly in every announcement of a faculty position.  

To make it easier for faculty and administrators to raise these important questions during the interview process, we constructed a brief checklist of questions (see Appendix B).  Thus faculty and others are reminded to ask the questions, take notes on the answers, and use the results in their final deliberations.      

In order to be clear that faculty are expected to contribute to mission, and to make it a transparent and effective part of the promotion and tenure process, it is also included in the letter of contract for each new faculty person (see Appendix C).  In this way, each new faculty person is notified of expectations well before any evaluation takes place.  Moreover, mission and justice can thus legitimately be used as an additional criterion in judging whether the candidate meets promotion and tenure criteria.    

In summary, at this session, our discussion will seek the most appropriate and successful processes to include mission and justice as criteria in promotion and tenure decisions at Jesuit universities. 
Questions for discussion:
Hiring for Mission and Justice:

1.  Does your university use mission and justice considerations as criteria in hiring decisions?  

2.  How do you go about integrating mission and justice into hiring decisions?

3.  How is your process similar to the processes described here?  How is it different?   

4.  What has been most successful for your university in bringing mission and justice into the hiring process?

Promotion and Tenure Criteria including Mission and Justice 

5.  Does your university use mission and justice considerations as criteria in promotion and tenure decisions?  

6.  How do you go about this?  

7.  What has been most successful at your university in bringing mission and justice into the promotion and tenure process?

Appendix A

Mission and Vision

MissionThe University of Detroit Mercy, a Catholic university in the Jesuit and Mercy traditions, exists to provide excellent student-centered undergraduate and graduate education in an urban context. A UDM education seeks to integrate the intellectual, spiritual, ethical and social development of our students.

ADVANCE \d4VisionThe University of Detroit Mercy will be recognized as a premier private university in the Great Lakes region, distinguished by graduates who lead and serve in their communities.

ADVANCE \d4HistoryThe University of Detroit Mercy was created in 1990 from the merger of the University of Detroit, founded by the Society of Jesus in 1877, and Mercy College of Detroit, founded by the Sisters of Mercy in 1941. The Jesuit and Mercy traditions emphasize concern for the dignity of the person and for the common good of the world community. Their commitment to quality education, the service of faith and promotion of justice, and compassionate service to persons in need has led to a uniquely successful academic institution that has graduated Michigan State Supreme Court Justices, top executives at Fortune 500 companies, and respected teachers and scholars, doctors and nurses, lawyers, engineers, architects and other professionals throughout Michigan and across the country. 

ADVANCE \d4On the UDM web page, the University provides links to UDM=s two sponsoring religious communities:  

Detroit Province Jesuits Sisters of Mercy of the Americas Jesuits Online, Jesuit Resources Mercy International Center 

Also links to Jesuit and Mercy College and University sites:

Mercy Institutions 
Jesuit Institutions 
Conference for Mercy Higher Education
Association of Jesuit Colleges and Universities 

Appendix B

Interview: Faculty Candidate

Teaching: 

1.  Describe your own teaching style, including your strengths and weaknesses?

2.  Do you enjoy teaching?  Why?

Research
3.  What sort of research have you been doing?  What research are you planning?

Interest in Students
4.  What on-campus and off-campus student activities are attractive to you?

5.  What sort of activities do we need here for our students?  Are you willing to help on this?

Your Strengths and Limitations
6.  What would you see as your strengths in a setting like this?

7.  What would you see as your limitations in a setting like this?  

Mission, Vision and Core Values
8.  What aspects of the Mission of the University appeal to you most?

9.  The UDM Mission Statement refers to Aan integration of students= intellectual, spiritual, ethical and social development.@  How do you envision this integration taking place in your work at UDM?  What challenges might you encounter?  

10.  Do you have any questions or concerns about the Mission of the university?

Future
10.  Where would you like to be in your career in 10 years?

11.  Where would you like to be in your life in 10 years?

- Questions developed for UDM in 1994, updated in 2003

Appendix C

Contract Letters to Faculty and Administrators 

Letters of contract for faculty and administrators will include the following language: 

AThe University of Detroit Mercy is a Catholic University, jointly sponsored by the Religious Sisters of Mercy and the Society of Jesus.  We expect that you will join in supporting the achievement of the Mission, Vision and core Values, as well as respect the Catholic affiliation and traditions of the University.  The University welcomes persons of all backgrounds and encourages respect for those of other beliefs.@  

University counsel indicted that both this and the wording for advertisements do not violate the legal requirement not to discriminate in employment.    
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