Media Management for Mission

Session 1 Handbook Chapter

From content production to pastoral stewardship

Course context Pastoral Communication and Media Formation
Audience Seminarians preparing for pastoral leadership
Suggested duration 45 minutes of facilitated learning with extended handbook reading

How can the Church organise people, messages, media, technology and

Central question o . o
resources so that communication genuinely serves mission?

Purpose of this chapter

This chapter gathers the skills of the wider course into one pastoral responsibility. It does not train the
seminarian merely to produce more content. It asks him to listen to a community, recognise a
communication need, choose suitable media, coordinate people and resources, protect truth and
human dignity, and evaluate whether communication has helped the Church fulfil her mission.
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Learning outcomes

By the end of the session, the participant should be able to explain the difference between media
production and media management, describe media management as pastoral stewardship, connect
communication with pastoral planning, and use the Five Ms framework to analyse a simple
communication initiative. He should also be able to begin a basic communication audit before
proposing new content or new platforms.

The opening situation

Facilitator cue Begin with the following story. Read it at a measured pace and resist explaining it
immediately. The purpose is to let the participants discover that a large quantity of publicity does not
necessarily amount to a communication strategy.

Imagine that a parish decides to organise a Youth Faith Encounter. The parish priest announces it after
Sunday Mass. A seminarian designs an attractive poster. The poster appears on Instagram and is
forwarded to several WhatsApp groups. A two-minute promotional video is uploaded to YouTube. A
banner is placed outside the church. Three days before the programme, another poster reminds
everyone of the date and time. The organising team is confident that the event has been communicated
widely.

On the day of the programme, however, very few young people arrive. The team is disappointed.
Someone asks whether the poster was attractive enough. Another person blames the Instagram
algorithm. A third suggests that the video was too long. Someone else says that the parish should have
produced more Reels or paid to boost the post. Each of these questions may contain a useful
observation, but none of them reaches the heart of the problem.

The more important question is whether the parish had a communication strategy at all. Did anyone
identify the young people whom the programme was meant to serve? Were they already present in the
parish WhatsApp groups? Did the team listen to their questions or learn why some of them had become
distant from parish life? Was there a clear invitation that spoke to their situation, or did every channel
merely repeat the date, time and venue? Did the different media have distinct roles? Was registration
simple? Did anyone answer enquiries, make personal invitations or follow up with those who showed
interest?

The parish did not necessarily lack media, content or technical skill. It may have lacked clarity of
purpose, knowledge of the audience, coordination, timing, responsibility and follow-up. It produced
several media items, but it did not manage communication as a pastoral process.

Facilitator cue Ask the participants to diagnose the situation in their own words. As they respond,
note phrases such as unclear audience, wrong platform, no personal invitation, poor timing, no follow-
up, repeated content, difficult registration and lack of responsibility. When several answers are visible,
explain that these are not isolated technical problems. Together they form the field of media
management.
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From learning media to leading communication

During this course, the seminarian learns to read media critically and to create communication with
growing competence. He studies journalism and writing, photography, video production, visual
storytelling, scripting, editing, generative artificial intelligence, verification, social-media formats,
algorithms, cybersecurity and digital wellness. These areas teach him how a message is researched,
shaped, produced and distributed. They are necessary skills, but they do not by themselves answer a
larger pastoral question: who brings all these skills together in the service of a mission?

A future parish priest may inherit a website, WhatsApp groups, social-media pages, a YouTube channel,
a printed bulletin, a public-address system, parish announcements, catechists, association leaders,
photographers and young volunteers who can design or edit. He may also have access to a diocesan
newspaper, a local cable channel, Catholic television, schools, religious communities and
professionals willing to help. The presence of these resources can create the appearance of a strong
communication ministry. Yet communication remains weak when each person works independently,
when nobody checks information, when several channels carry conflicting details, or when the parish
speaks frequently but rarely listens.

Pastoral leadership therefore requires another level of competence. Someone must decide why the
Church is communicating, whom she needs to reach, what those people need, which message should
be given priority, what medium is suitable, who is responsible, what must be verified, who may approve
publication, how responses will be handled, and how the results will be evaluated. These are the
questions of media management.

A working definition

Media Management for Mission is the intentional planning, coordination, stewardship, production,
distribution and evaluation of communication resources in the service of a pastoral mission. Each part
of this definition matters.

The word intentional means that communication begins with a reason. A parish does not publish simply
because its page has been silent for three days. It communicates because a real person or community
needs to receive, understand, discuss or respond to something. The word coordinated means that
messages, media and people do not function as separate islands. The announcement at Mass, the
personalinvitation, the WhatsApp message and the registration process support one another. The word
pastoral directs the whole process towards the good of persons and the growth of the community. The
success of a media product is never the final measure. The deeper question is whether communication
has helped the Church serve, accompany, teach, invite, reconcile or build communion.

This definition also helps us distinguish three related roles. A content creator produces a particular
item: a report, photograph, poster, podcast or video. A media professional uses specialised knowledge
to create that item competently. A media manager sees how the item belongs within a larger
communication process. A pastoral communicator takes one further step and judges the entire process
in the light of the Gospel, the dignity of persons and the mission of the Church.

The difference can be heard in the questions each person asks. A photographer may ask which
photographs should be taken. A media manager asks which part of the pastoral story should be made
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visible and why photography is the right medium for it. An editor asks how a video can hold attention. A
media manager asks what role the video plays before, during and after a programme. A social-media
administrator may seek more followers. A pastoral communicator asks whether digital relationships are
leading people towards truth, encounter, participation and community.

Media management is wider than social media

In everyday conversation, media management is often reduced to the management of Facebook,
Instagram or YouTube. This is too narrow for pastoral ministry. A parish communicates through the
homily, liturgy, noticeboard, parish office, telephone, personal conversation, catechists, small
Christian communities, associations, schools, printed notices, WhatsApp, websites, social networks,
local news outlets and public events. It also communicates through the way newcomers are welcomed,
questions are answered and complaints are handled. In other words, communication is taking place
even when no device is being used.

Good media management therefore begins by examining the whole communication environment. At
times, a digital platform will be the most useful channel. At other times, the best medium may be a
home visit, a telephone call, a meeting after Mass or a trusted person who carries an invitation. If an
elderly parishioner is lonely and isolated, a polished social-media post about care for the elderly may
have little value to that person. A regular visit may be the truest medium of the Church's message. The
decision is guided by the person and the pastoral need, not by the novelty of the technology.

Communication as communion

The Christian understanding of communication is deeper than the transmission of information.
Information is necessary; facts must be accurate, timely and clear. Yet the Church also asks what kind
of relationship is being created through the act of communication. Does it help people understand one
another? Does it invite dialogue? Does it make space for those whose voices are easily ignored? Does it
encourage participation and responsibility? Does it restore trust or deepen division?

The 1971 pastoral instruction Communio et Progressio places human unity and advancement among
the chief aims of social communication. It presents Christ as the perfect communicator and explains
that his communication involved the giving of himself in love. This theological vision prevents the
Church from treating media as neutral delivery systems. The manner of communication, the
relationship between communicator and recipient, and the good of the community all belong to the
message itself. Christian communication moves beyond the simple model of sender, message and
receiver. It seeks a movement from person to relationship, from relationship to community, and from
community towards communion.

This does not mean that every parish notice must become a spiritual meditation. It means that even
ordinary communication should reflect truthfulness, respect, clarity and concern for the receiver. A
confusing notice wastes people's time. An unanswered message can make a person feelignored. A
photograph published without consent may violate dignity. A correction issued promptly can restore
trust. Management decisions are therefore moral and pastoral decisions because they shape the
quality of relationships within the community.
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Facilitator cue Keep the theological section conversational in oral delivery. Ask the group to compare
two questions: What information did we send? and What relationship did our communication create?
Allow one or two concrete parish examples before continuing.

Why this matters in priestly formation

The Church has long recognised that communication formation is part of priestly preparation. The
Guide to the Training of Future Priests concerning the Instruments of Social Communication, issued in
1986, asks that pastoral communication formation be given to all students during philosophy and
theology. It calls future priests to understand the languages proper to different media, the relationship
between a medium and its message, and the characteristics of different audiences. It also
recommends practical experience in speaking, interviewing, writing and audiovisual production.

The purpose of such formation is larger than technical proficiency. Every priest communicates through
preaching, teaching, listening, counselling, organising, correcting misinformation, responding to crises,
forming communities and cooperating with professionals. He may never become a filmmaker or
designer, but he will almost certainly guide people who use these skills for the Church. He must know
enough to ask good questions, recognise ethical risks, assigh responsibility, support gifted lay
collaborators and keep the mission clear.

This is why the seminarian should not imagine that communication belongs only to a diocesan media
office. The daily ministry of a priest is saturated with communication. A parish council meeting can
either invite responsible participation or silence it. A Sunday announcement can clarify or confuse. A
response to a rumour can calm a community or intensify suspicion. A parish page can become a
doorway to accompaniment or remain a noticeboard that nobody trusts. The pastoral leader shapes
these environments through the priorities, structures and habits he establishes.

Communication within pastoral planning

A common weakness in Church programmes is that communication begins only after every important
decision has been taken. The committee settles the theme, date, venue, speaker and schedule. When
the planning is almost complete, somebody says, Father, we need a poster. At that point
communication has been reduced to publicity. The team is asking how to announce a finished plan
instead of asking how communication can contribute to the pastoral work from the beginning.

Aetatis Novae, the 1992 pastoral instruction on social communications, directly addresses this
weakness. It recommends that communication be included in every pastoral plan and that dioceses
develop plans suited to their local situation. This teaching reflects a simple reality: catechesis, youth
ministry, vocation promotion, family apostolate, social action, evangelisation, formation and crisis
response all depend on communication. If people do not understand an initiative, trust its organisers,
know how to participate or feel that it addresses them, the ministry itself is weakened.

When communication enters pastoral planning early, it improves the initiative rather than merely
advertising it. The team begins to ask who needs the ministry, how that need is known, what prevents
participation, which language people understand, what questions they are already asking, whom they
trust and what kind of response should follow the first contact. These questions may even change the
programme. Listening to young adults, for example, may reveal that the planned event time excludes
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those who work. Speaking with migrant families may show that the registration process is inaccessible.
Communication is then helping the Church listen and adapt, not simply helping her announce.

The right sequence

Media management begins before content creation. The weak sequence is familiar: we have an event,
therefore we need a poster, and the poster should be posted everywhere. A stronger sequence begins
with the pastoral situation. The Church listens, discerns a need, identifies the people concerned,
defines an objective, shapes the message, selects the communication environment, assigns
responsibilities, creates the necessary content, distributes it, responds to people and evaluates what
happened. Content creation appears in the middle of this process, not at the beginning.

Two rules help the pastoral communicator remember this order. The first is mission before media.
Before asking whether to create a Reel, open a channel, use artificial intelligence or livestream a
celebration, ask what pastoral good is being sought. Technology can enlarge the possibilities, but it
cannot decide the purpose. The second rule is people before platforms. Platforms change quickly, and
the same platform serves different people in different ways. The pastoral concern remains the person
who needs to be reached, heard or accompanied.

Knowing the people whom we hope to serve

An audience is more than an age group written in a plan. Itis a community of real people with habits,
hopes, fears, limitations and networks of trust. Elderly parishioners, school children, parents, college
students, migrant workers, young adults who no longer attend church, catechists and local journalists
cannot be approached in exactly the same way. Their language, access to technology, daily routine,
attention, literacy, questions and reasons for trusting a source may differ considerably.

Audience knowledge is pastoral knowledge. We need to ask what is happening in people's lives, what
they already know, what they misunderstand, what prevents them from responding and who can
credibly speak with them. If disengaged young adults are absent from parish platforms, posting more
frequently on those same platforms may only reach the people who are already connected. The strategy
may need youth ambassadors, personal invitations, testimonies from peers or communication through
colleges and workplaces. The medium follows the relationship.

Towards Full Presence, the Dicastery for Communication's 2023 reflection on social media, insists that
the central question is no longer simply whether Christians should enter digital environments, but how
they should inhabit them. It emphasises listening, neighbourliness and genuine encounter. It also
states that relationships on social networks should strengthen local communities and that digital
contact should complement embodied encounter. A pastoral media plan should therefore make it
possible for a person to move from seeing information to entering a conversation, and from
conversation to participation in a community.
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What a pastoral media manager manages

The pastoral media manager does not manage only cameras, accounts or schedules. He or she holds
together several dimensions that are easily separated. Each dimension asks for a different kind of
judgement, yet all of them must serve the same pastoral purpose.

Purpose

The first responsibility is to clarify why communication is necessary. A weak objective such as promote
the youth programme gives little direction. A more useful objective would be to invite Catholic college
students between eighteen and twenty-three, especially those who are not active in parish groups, to
register for a Youth Faith Encounter. This objective identifies both an intended action and a particular
community. It allows the team to choose language, messengers and channels with greater care.

A communication objective should be modest enough to evaluate and important enough to serve the
pastoral mission. One campaign cannot repair every weakness in parish youth ministry. It may,
however, help young adults recognise that the parish welcomes their questions, give them a simple way
to make contact and lead them towards a first gathering. Clear purpose protects a team from producing
attractive content that has no definite work to do.

People

The second responsibility is to understand the people involved. This includes the primary audience,
those who influence them, those who will respond to them and those who may be unintentionally
excluded. A parent, teacher, peer leader or catechist may be more effective than an institutional
account in reaching a particular person. The manager should also identify who needs accessible
formats, another language, a non-digital channel or additional protection because of age or
vulnerability.

Message

The third responsibility is to decide what people actually need to hear. Information and message are
related but not identical. Youth Retreat, Saturday at 9 a.m. gives useful information. You do not have to
face your questions about faith and life alone gives meaning to the invitation. Good pastoral
communication usually needs both: a human reason to care and practical details that make response
possible.

The message should be accurate, simple enough to remember and consistent across channels.
Consistency does not mean copying the same poster everywhere. It means that every medium carries
the same central promise while adapting its form to the situation. A testimony video can show why the
encounter matters. A WhatsApp message can provide a registration link. A parish announcement can
ask parents and youth leaders to make personal invitations. The message remains one, while its
expression changes.

Media

The fourth responsibility is to select the right combination of media. Every medium has strengths and
limits. Face-to-face conversation can build trust but reaches fewer people at a time. WhatsApp is
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immediate and familiar but can bury a message within crowded groups. Instagram can create discovery
and visual interest but may not reach older adults or people outside the platform. A website can
preserve authoritative information, while a telephone call can answer a personal concern. The manager
chooses media according to audience, purpose, accessibility, urgency and available resources.

The question is therefore not which platform is most popular in general. The question is which
communication environment helps this particular community receive, understand and answer this
particular message. Sometimes the answer will be one medium. More often it will be a coordinated
path across several media, with each channel performing a distinct task.

People and workflow

The fifth responsibility is to organise work. Someone must gather information, write, verify facts, obtain
consent, create visuals, approve publication, schedule distribution, answer questions, moderate
comments, protect passwords, archive material and report results. When roles are undefined, urgent
tasks fall to the most available person, approvals become inconsistent and messages are delayed or
contradicted.

A simple workflow need not become bureaucratic. It should make responsibility visible. The writer
should know where accurate information comes from. The designer should know which details are
final. The approver should understand the deadline. The person who publishes should know who will
answer replies. In a small parish, one person may perform several roles, but the roles still need to be
recognised. Clarity reduces confusion and protects both the institution and the volunteer.

Resources

The sixth responsibility is to steward resources realistically. Communication requires time, people,
equipment, software, internet access, money, training and institutional support. A parish with one
volunteer and a mobile phone should not imitate the output of a television network. It can still
communicate well if it chooses a manageable rhythm, produces reliable information and uses personal
networks intelligently. Limited resources are not an excuse for careless communication, but they
should shape the scale of the plan.

Resources also exist beyond equipment. A retired teacher may be an excellent editor. A young
parishioner may understand local online culture. A religious sister may know families who are not
reached by digital channels. A local journalist may advise during a crisis. Good management discovers,
trains and connects these gifts instead of treating communication as the private work of one technically
skilled person.

Ethics and safeguards

The seventh responsibility is ethical governance. The speed of digital communication can encourage
publication before verification. The desire for visibility can expose children, vulnerable persons or
private suffering. Creative editing can remove essential context. Artificial intelligence can generate
convincing but false images, text or voices. Passwords can be shared casually. An unofficial account
can appear to speak for the Church. These risks must be anticipated before a crisis occurs.
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A pastoral communication team should know who may publish, which information requires verification,
when consent is needed, how minors are protected, how personal data are stored, how Al-assisted
material is reviewed, how corrections are issued and how harmful comments are moderated. Ethical
care is not an obstacle to creativity. It protects the people whom creativity is meant to serve.
Communio et Progressio reminds communicators that sincerity, honesty and truthfulness are essential
requirements of communication. Towards Full Presence similarly connects truthful information with
trustworthy Christian witness.

Evaluation

The eighth responsibility is to evaluate what happened. Digital platforms supply numbers such as
reach, impressions, views, watch time, shares, saves and engagement. These metrics help the team
understand what happened to the content. They do not automatically show what happened in the
mission.

A vocation video may receive one hundred thousand views, but the pastoral objective may have been to
help young people begin a conversation with the vocation director. The manager must therefore ask
whether enquiries were received, whether suitable follow-up occurred and whether people entered a
process of discernment. In the same way, a youth campaign should consider registrations, attendance,
participation by those previously disconnected, later involvement and the quality of the conversations
initiated. Pastoral outcomes are not always easy to count, but they should be named before the
campaign begins.

The Five Ms framework

A simple framework can hold these responsibilities together. The Five Ms are Mission, Message, Media,
Management and Measurement. The order matters because it protects the team from beginning with a
platform or product.

Mission
Why are we communicating?

Mission names the pastoral situation and the good that the Church seeks. It may involve inviting
participation, correcting harmful misinformation, accompanying isolated persons, encouraging
reconciliation, promoting a vocation culture or making a diocesan consultation genuinely accessible. A
mission statement should say whose need is being addressed and what pastoral change is desired.

Message
What needs to be communicated?

Message identifies what the person should know, understand, feel, reconsider or do. It includes both
the central meaning and the practical information required for response. The core message should be
clear enough to guide every creator and flexible enough to be expressed appropriately through different
media.
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Media

Where and how should the message travel?

Media refers to the channels and forms through which communication takes place. The choice should
consider the audience's access and habits, the nature of the message, urgency, privacy, cost and the
strength of each medium. A pastoral strategy may combine personal, printed, liturgical, institutional
and digital communication.

Management
Who will make it happen and how will it be coordinated?

Management names the people, workflow, timeline, budget, permissions, verification, approval,
response and safeguards required. It also asks how the different media will work together and what will
happen when people answer the invitation.

Measurement
How will we know whether communication served the mission?

Measurement identifies evidence of awareness, understanding, engagement, participation or pastoral
change. It uses media metrics where helpful but connects them to outcomes such as enquiries,
registrations, attendance, volunteering, return participation, requests for accompaniment or inclusion
of communities that were previously missed.

Applying the Five Ms to the opening situation

Consider again the Youth Faith Encounter. The mission could be expressed as follows: the parish wants
young adults who have become disconnected from parish life to experience belonging and rediscover
an invitation to Christian community. The message might be, You have a place here. Come, meet
others, bring your questions and discover a community that will walk with you.

The media would then be chosen as a connected path. Youth ambassadors could make personal
invitations. Short testimony videos could introduce the human experience of the gathering. Instagram
might create discovery among local young adults. WhatsApp could provide clear details and a simple
registration link. Sunday announcements could invite parents and parish leaders to identify and
personally encourage young people. The website could carry authoritative information that remains
easy to find.

Management would assign responsibility for the testimonies, consent, design, registration, replies,
reminders and follow-up. The team would agree on one calendar and one verified source of information.
Measurement would include more than Reel views. The parish would ask how many people enquired,
registered and attended; how many were outside existing parish groups; what questions they brought;
and how many continued in some form of parish participation afterwards. The media now function as
parts of pastoral strategy rather than as disconnected publicity.
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Media management as a cycle

The Five Ms help us describe a plan, but media management is also a continuing cycle. The cycle begins
with listening. The Church pays attention to people's experiences, questions, misunderstandings and
forms of exclusion. She then discerns which needs call for a response and how the Gospel, human
dignity and the common good should guide that response.

Planning follows discernment. The team defines the audience, objective, message, media, timeline,
responsibilities, resources and safeguards. Creation then uses the skills developed elsewhere in the
course: research, writing, photography, scripting, video, editing, design and responsible use of artificial
intelligence. Coordination keeps information consistent, permissions clear and publication well timed.

The next stage is engagement. Communication does not end when a post is published or a notice is
printed. People ask questions, misunderstand, criticise, register, request help and share their
experience. Someone must listen and respond. Evaluation then compares the results with the original
mission. The team learns what worked, what failed, whom it missed and what should change. That
learning returns the Church to deeper listening, and the cycle begins again.

Three practices before a new media initiative

The appendix of Aetatis Novae recommends three research practices that remain highly useful: a needs
assessment, a communication audit and a resource inventory. These practices slow down the impulse
to create immediately and help the Church act on evidence rather than assumption.

Needs assessment

A needs assessment asks what pastoral communication need actually exists. Perhaps families are
receiving misleading religious information. Perhaps parish programmes are frequently announced but
poorly understood. Perhaps elderly parishioners are excluded from digital communication. Perhaps
young Catholics encounter online voices that speak confidently but inaccurately about the faith.
Perhaps migrant families receive important notices in a language they cannot easily understand. Each
situation calls for a different response. Naming the need clearly prevents technology from becoming the
starting point.

Communication audit

A communication audit examines what the institution is already doing and how well it works. It
identifies existing channels, the people who control them, the kind of content they carry, the audiences
they reach and the gaps they leave. It also asks whether information is consistent, whether official
sources are recognisable, whether questions receive answers and whether abandoned or duplicate
accounts are creating confusion. The audit helps a parish see reality before opening another channel or
buying new equipment.

Resource inventory

A resource inventory asks what the Church already has or can access. It includes writers,
photographers, teachers, journalists, designers, young volunteers, information-technology
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professionals, musicians and translators. It includes phones, cameras, microphones, computers,
internet access and software. It includes channels such as bulletins, schools, association networks,
diocesan media, local news outlets and community radio. It also includes relationships with
institutions and professionals outside the parish. Many communities discover that their greatest
unused communication resources are people and networks rather than equipment.

Mini practice for the session

Facilitator cue Allow about seven minutes. Form groups of four to six. Ask each group to choose a
parish, seminary or Catholic institution known to them. Their task is not to design a campaign yet. Itis
to see the existing communication environment accurately.

Each group begins by naming three pastoral communication needs in the chosen institution. It then
identifies every existing channel, including personal, liturgical, printed, institutional and digital forms of
communication. The group should name the people who currently communicate on behalf of the
institution, identify two strengths and two weaknesses, and notice resources that are present but
underused. Finally, the group should agree on one improvement that deserves priority and explain why
it should come first.

Facilitator cue Invite two or three groups to share only the priority they selected and the reason for it.
Do not solve every case. Draw attention to what the participants have already done: before producing a
single piece of content, they have begun media management by listening, assessing and setting a
priority.

Media management as stewardship

For a Christian, management cannot be reduced to efficiency. It is a form of stewardship. The Church is
entrusted with human talent, technology, money, public trust, institutional channels, information,
archives and relationships. These gifts should be used prudently for the Gospel and for the good of
people. Stewardship asks whether resources are used responsibly, whether collaborators are
respected, whether decisions are accountable and whether the community can understand who
speaks on its behalf.

Stewardship also corrects the temptation to treat volunteers as an unlimited source of free labour. A
gifted young editor may be willing to serve, but still needs clear expectations, realistic deadlines,
acknowledgment, formation and rest. A parish should not demand professional output without
providing time, support or suitable equipment. Sustainable communication respects both the mission
and the people who carry it.

Management without excessive control

The word management can suggest centralisation and control. Pastoral media management should
instead enable responsible participation. The leader asks who has gifts, who can be trained, whose
voice is missing, what requires professional competence and what needs pastoral oversight. Clear
responsibility makes collaboration possible because people understand the purpose, the boundaries of
their role and the process for making decisions.
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This approach belongs naturally within a synodal Church. Communication should model listening,
dialogue, participation and shared responsibility. Pastoral oversight remains necessary, especially
when an account speaks officially, sensitive information is involved or doctrine is being explained. Yet
oversight should guide a community of collaborators, not reduce every person to an operator waiting for
instructions.

The media manager as a bridge

The person who coordinates communication often stands between mission and technology, pastoral
leaders and media professionals, institution and public, message and audience, online contact and
physical community. He or she must hold together creativity and ethics, speed and accuracy, visibility
and privacy, innovation and continuity. These are not problems that software can settle. They require
mature judgement.

Several tensions appear repeatedly. A crisis creates pressure to publish quickly, but speed cannot
replace verification. A moving photograph may attract attention, but visibility cannot override a person's
privacy or dignity. A new platform may offer impressive features, but it may exclude the people whom
the ministry most needs to reach. Strong institutional communication requires clarity, yet the Church
must also listen to her members. Digital presence can sustain connection, but it should ordinarily
deepen rather than displace embodied community.

The pastoral media manager does not remove every tension. He names the values at stake, consults
the right people and makes a proportionate decision. The quality required here is discernment: the
ability to recognise which choice serves truth, dignity, communion and mission in a particular situation.

Media metrics and pastoral outcomes

Evaluation deserves special attention because digital platforms make numbers highly visible. Reach,
views, watch time, shares, saves and engagement can reveal how content travelled. They can help a

team compare formats, times or channels. These numbers are useful when interpreted carefully, but
they measure the behaviour of content more readily than the growth of a community.

Pastoral outcomes ask what the communication enabled in the mission. Did people understand the
teaching more clearly? Did someone find reliable information instead of a rumour? Did families register
for formation? Did isolated persons request accompaniment? Did new volunteers come forward? Did
participants return after the first gathering? Did a digital conversation lead to a personal encounter?
These outcomes connect communication with the reason the Church acted.

The distinction protects the Church from confusing visibility with fruitfulness. A modest campaign that
reaches the right fifty people and leads ten of them into meaningful participation may serve the mission
better than a viral post watched by thousands who have no connection with the pastoral objective. At
the same time, this principle should not become an excuse for poor production or careless distribution.
Competence matters because the Church wants the message to reach those for whom it is intended.
The task is to place technical excellence within pastoral purpose.
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The identity of the pastoral communicator

The course as a whole invites the seminarian to grow through several identities. First, he is a media user
who receives and shares content. Through media literacy, he learns how media select, frame and
influence meaning. As a content creator, he learns to write, photograph, record and edit. With further
practice, he can work with professional standards. The final aim, however, is the pastoral
communicator who can discern and coordinate communication in the service of people, community
and mission.

The course does not seek to produce seminarian influencers. It seeks future pastoral leaders who can
ask whose voice needs to be heard, who is being missed, what truth must be communicated, which
medium will serve people well, how several channels can work together and how communication can
lead from information to encounter, from encounter to participation, and from participation to
communion.

Personal reflection

Use the following questions after the session or during personal study. They are not a test. They are an
invitation to notice the assumptions that may shape future ministry.

1. When | imagine communication in a parish, do | think mainly of announcements and publicity, or do |
recognise it as part of pastoral ministry itself?

2. Am | attracted to certain media because | enjoy them personally, or am | willing to choose media
according to the needs and access of the people?

3. If lwere appointed to a parish tomorrow, what would | listen to and study before changing its
communication platforms?

4. Which responsibility is more difficult for me: creating media myself or coordinating people who
create media? Why?

5. What would it mean in practice for my communication to lead from information to encounter,
participation and communion?

Final synthesis

Media skills answer practical questions: how to write, photograph, record, edit, verify, publish and use
emerging technology responsibly. Media Management for Mission asks the larger question that gives
those skills direction: why should we use them, for whom, and how should they work together in the
service of a pastoral mission?

Three principles summarise the session. Mission comes before media because pastoral purpose
determines the use of technology. People come before platforms because the person and community
remain the Church's concern. Communion extends beyond communication because Christian
communication seeks more than information or visibility; it seeks truthful relationship, responsible
participation and shared life.

Media Management for Mission | 14



The seminarian who understands these principles will not begin a future media initiative by asking only,
What can we create? He will first ask, What is happening among our people? What does our mission
require? Who needs to be heard or reached? Then he can bring writing, photography, video, design,
social media, artificial intelligence and personal encounter into a coherent pastoral response.

Facilitator delivery guide

For a forty-five-minute session, spend the first five minutes on the Youth Faith Encounter and let the
group diagnose the failure. During the next seven minutes, explain the movement from media
production to media management and introduce the working definition. Use approximately eight
minutes for the theological and priestly-formation foundation, keeping the official documents present
without turning the session into a lecture on documents.

Give the central fifteen minutes to mission before media, people before platforms and the Five Ms.
Apply each idea to the opening example so that the framework remains concrete. Use the next three
minutes to introduce needs assessment, communication audit and resource inventory. Allow seven
minutes for the mini audit and its brief debrief. Close by repeating the Five Ms and asking the
participants to name, in one sentence, the change in perspective they are taking from the session.

Facilitator cue The handbook contains more material than can be spoken in forty-five minutes. Use
the live session to establish the central way of thinking. The participants can read the fuller
explanations, Church references and ethical applications before or after class.

References for further study

Pontifical Commission for Social Communications, Communio et Progressio, 1971. Foundational
teaching on communication, human unity, truth, relationship and communion. Official text

Congregation for Catholic Education, Guide to the Training of Future Priests concerning the
Instruments of Social Communication, 1986. A direct resource for seminary formation, including pastoral
understanding of media languages, messages, audiences and practical communication skills. Official text

Pontifical Council for Social Communications, Aetatis Novae, 1992. Especially useful for integrating
communication into pastoral planning and for the practices of needs assessment, communication audit and
resource inventory. Official text

Dicastery for Communication, Towards Full Presence, 2023. A contemporary pastoral reflection on
listening, neighbourliness, truth, community and communion in digital culture. Official text
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