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Abstract 

With the decline of religious men and women working in religious order-sponsored 

Catholic secondary schools, the relationship between religious orders and their secondary 

schools had to transition from ownership of their schools to agreements of sponsorship.  

Although the president and principal in religious order-sponsored secondary schools have 

typically shared the responsibility for maintaining the identity of the founding religious 

order and fostering the school’s spiritual capital, some scholars determined that 

sustaining the school’s unique charism requires more focused attention.  An increasing 

trend in Catholic secondary-education has found religious order-sponsored schools 

creating and hiring an executive leader as the school’s Chief Mission Officer (CMO).   

The purpose of this qualitative, multi-site case study was to examine the practices 

and responsibilities of the position of Chief Mission Officer at three religious order-

sponsored Catholic secondary schools.  Focusing on the position of Chief Mission 

Officer, rather than the person in the position, the aim of this Dissertation in Practice was 

to create a framework of evidence-based recommendations for Catholic secondary school 

leaders composed of best practices for enhancing the sustainability of charism 

transmission in religious order-sponsored Catholic secondary schools through the Chief 

Mission Officer’s position.   

 As the themes and patterns of meaning emerged from the data collection and 

analysis, the researcher became aware of similarities between this present study’s data 

findings and Cook’s (2015) framework for cultivating charism.  The proposed framework 

does not contradict Cook's framework for cultivating charism.  Instead, the framework 

proposed by the researcher reimagines Cook's original phases and provides the phases a 
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prescribed order before then encompassing Cook's original framework.  By completing 

the first five phases of the proposed framework, a school can create a CMO position 

unique to the charismatic needs of the school.    

Keywords: Charism, sponsorship, religious order, enculturation, formation 
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CHAPTER ONE: INTRODUCTION 

Introduction and Background  

The “Catholic school effect” is a term given by scholars to describe the ability of 

the culture and the community cultivated within a Catholic school to contribute to a 

school’s success (Convey, 1992; Bryk et al., 1993; Morgan, 2001).  Student success, 

opportunities for minorities and underprivileged youth, and an increased probability of 

gaining admission into and graduating from a four-year college were concluded to be 

some of the advantages for students who attended Catholic schools (Evans & Schwab, 

1995; Hill & Celio, 2000; Neal, 1997).  According to the Annual Statistical Report for 

Catholic schools in the United States (McDonald, 2017), Catholic secondary schools 

have continued to experience drastically declining numbers of vowed religious men and 

women within the American Catholic Church.  For this reason, lay educators have 

emerged as the primary source of faith formation within the school.  Rentner (2010) 

found that as the head leadership in many Catholic schools shifted from religious to lay, 

maintaining the “Catholic school effect,” and conversely the Catholic identity of a school, 

has become a growing concern among Catholic education scholars.   

Wenglinsky (2007) believed the “Catholic school effect” advantages are higher at 

Catholic schools sponsored by religious orders because of the religious order's unique 

charism present within the school.  Renfro (1986) identified the term charism to refer to 

the “gift or combination of gifts which God the Holy Spirit gave to the founding person 

so that the community might come into existence” (p. 527).  Contemporary definitions of 

the term charism can take on both theological and sociological meanings and therefore 

can seem ambiguously defined.  Hilton (1997) provided a functional definition for 
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charism inclusive of the religious congregation’s founders, culture, symbolism, and 

history, representative of the unique gift of the community.  Cook (2015) explained 

charism “provides an inspiration and a framework with organizing principles and 

structure that makes a school’s religious identity crystal clear and manageable by further 

defining big nebulous concepts like Gospel values, Catholic worldview, and excellence” 

(p. 10).  Sustaining charism within religious order-sponsored schools is an essential 

component of maintaining the “Catholic school effect.”  

Statement of the Problem  

 Over the past twenty-five years, most of the Catholic schools founded and 

sponsored by religious orders in the United States have changed from having a majority 

of religious brothers, sisters, and priests among the faculty and staff, to the present time 

where lay teachers and administrators are the norms.  The National Catholic Educational 

Association’s (NCEA) statistical reports demonstrated the dramatic change.  In 1993, 

12% of the employees working in Catholic secondary schools in the United States were 

priests or religious brothers and sisters (McDonald, 1994).  Today, the NCEA reports 

only 2.6% of the employees as priests or religious brothers and sisters (McDonald, 2017).  

As the consecrated religious working within the schools continues to decline, the 

relationship between religious orders and their institutions have also decreased.  

Attempting to sustain their distinct charisms, religious orders have had to transition from 

ownership of their schools to agreements of “sponsorship” (Grant & Vandenberg, 1989).  

 As religious order-founded Catholic secondary schools shifted to lay leadership 

and agreements of sponsorship, the president and principal have been identified as the 

torchbearers of a school’s charism.  Dygert (1998) concluded the president and principal 
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in religious order-sponsored secondary schools share the responsibility for maintaining 

the identity of the founding religious order and fostering the school’s spiritual capital.  

With an increased responsibility of developing the spiritual capital and sustaining the 

charism of the school’s religious order, Fussell (2016) determined Catholic secondary 

school leaders must act to meet the faith formation needs of the school community.  An 

increasing trend in Catholic secondary-education has found religious order-sponsored 

schools creating and hiring an executive leader as the school’s Chief Mission Officer 

(CMO).  While the creation of this position is a reflection of Catholic education’s 

commitment to maintaining charism, the Chief Mission Officer’s position in Catholic 

secondary-education has yet to be studied.  Because the Chief Mission Officer is 

responsible for promoting the unique charism of a religious order-sponsored school, this 

researcher suggested the need for additional research and believed an examination of the 

CMO's position a necessary step toward sustaining the distinctive charism of Catholic 

secondary schools. 

Purpose of the Study 

The purpose of this qualitative, multi-site case study was to examine the practices 

and responsibilities of the position of Chief Mission Officer at three religious order-

sponsored Catholic secondary schools.  As Catholic schools prepare for the future, 

identifying areas of best practice can assist the Chief Mission Officer’s efforts in 

sustaining the mission and charism of their sponsoring religious community. 

Research Questions and Hypotheses 

Creswell and Poth (2018) explained that research questions in qualitative studies 

assume two forms: a central question and associated sub-questions.  Creswell and Poth 



MANAGING CHARISM TRANSMISSION 4 
	

stated qualitative researchers should “state the broadest question they could pose to 

address their research problem” (p. 137).  The following central question guided this 

study: What practices and responsibilities influence a Chief Mission Officer’s ability to 

sustain charism in a religious order-sponsored Catholic secondary school?  From this 

central question emerged additional sub-questions: What informal functions of the 

position does the Chief Mission Officer perceive as contributing toward sustaining the 

religious order’s mission and charism within the school?  What formal functions of the 

position does the Chief Mission Officer perceive as contributing toward sustaining the 

religious order’s mission and charism within the school?  How does this position work in 

conjunction with the president and principal to share responsibility for maintaining 

mission and charism?  How, if in any way, does the position vary among schools 

sponsored by different religious orders?  Answers to these questions will help guide 

Catholic school leaders to establish a stronger culture of sustaining mission and charism 

within the schools.  

Aim of the Study 

Focusing on the position of Chief Mission Officer, rather than the person in the 

position, the aim of this Dissertation in Practice was to create a framework of evidence-

based recommendations for Catholic secondary school leaders composed of best practices 

for enhancing the sustainability of charism transmission in religious order-sponsored 

Catholic secondary schools through the Chief Mission Officer’s position.   

Methodology Overview 

 Seeking to gain a greater understanding of the complexity of sustaining charism in 

religious order-sponsored secondary schools, the researcher conducted a qualitative, 
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multi-site case study.  Yin (2014) identified the case study as an appropriate method 

when: research questions are in the form of how and why; the study does not require 

control of behavioral events; and when the study focuses on contemporary events.  

Additionally, Creswell and Poth (2018) indicated that as a qualitative methodology, a 

case study allows a researcher to develop an “in-depth description and analysis of a case 

or multiple cases” within a real-life bounded system (p. 104).  

 Yin (2014) detailed the advantages of a multiple-case design stating “evidence 

from multiple cases is often considered more compelling, and the overall study is 

therefore regarded as being more robust” (p. 57).  Using a multiple-case study design, the 

researcher conducted a thorough appraisal of the Chief Mission Officer’s position and 

identified commonalities, best practices, attitudes, behaviors, policies, and strategies. The 

researcher was then able to compare the findings at one site with a cross-section of 

findings from the other selected sites.  In addition to utilizing a multiple-case design, the 

researcher also utilized an interpretive framework to guide the research practice.  The 

social constructivist paradigm enabled the researcher to utilize open-ended questions to 

explore a complexity of views and understand how cultural and historical norms were 

formed (Creswell & Poth, 2018).  As this study sought to determine best practices 

utilized by a school’s Chief Mission Officer, open-ended questioning allowed the 

researcher to inductively develop a “pattern of meaning” from the data collected 

(Creswell & Poth, 2018, p. 24).   

 This dissertation in practice sampled three Catholic secondary schools, each of 

which was founded and are sponsored by a different religious order.  Of the three schools 

selected, a Jesuit-sponsored secondary school represented a religious order of priests, a 
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Holy Cross-sponsored secondary school represented a religious order of brothers, and a 

Congregation of St. Joseph-sponsored secondary school represented a religious order of 

sisters.  Criterion-based selection served as a means of purposeful sampling (LeCompte 

& Preissle, 1993).  Criteria for the present study sought schools utilizing an executive 

model of shared leadership, had a specific type of Chief Mission Officer, and shared the 

same governing diocesan body.  Selected sites operated under Dygert’s (1998) President-

Principal Model, had a single-fulltime vice president responsible for mission serving as 

the school’s Chief Mission Officer and were under the jurisdiction of the Diocese of 

Cleveland.   

Definition of Relevant Terms 

 Roberts (2010) recommended that relevant terms be defined operationally as to 

express the meaning of the terms as they are used within a study.  The following terms 

are defined as to avoid confusion or misunderstanding and will be used recurrently within 

this research study.  

Catholic School Effect: A phrase that has been prescribed to identify whatever it  

is about a Catholic school culture and community that exists within Catholic  

schools that contribute positively to the success of the school and the success of  

the students attending the school (Convey, 1992; Bryk et al., 1993; Morgan,  

2001).  

Charism: A Catholic school’s “special gifts, particular spirit, and focused identity  

inspired by the Holy Spirit” (Cook, 2015, p. 9). The school community’s charism  

assists in distinguishing and advancing the school’s educational mission.  

Chief Mission Officer: Administrative role identified in religious-sponsored 
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Catholic secondary schools responsible for sustaining and transmitting the 

charism of the school’s founder.  This role has been seen most often as a vice 

president’s position.  Mission, charism, implementation, integration, and identity 

are all terms usually associated with the vice president’s title when assuming the 

role of Chief Mission Officer for the school.  

Founding Religious Order: A religious order that has founded  

and/or sponsors a Catholic high school under the guidance of its religious  

charism. (Example: Jesuit, Holy Cross, Marianist, Christian Brothers, Sisters of  

the Humility of Mary)  

 Laity or Lay Person: Those who are neither ordained nor a vowed member of a  

religious congregation.  

Spiritual Capital: The resources obtained by an individual through personal  

witness of his/her faith in practice, action and relationships that drive knowledge 

and commitment to a religious tradition (Grace, 2010).   

Sponsorship Agreement: A contract of understanding between a Catholic school  

and the founding religious order outlining the responsibilities of the school and 

the order to maintain the mission and charism of the school.   

Sustain/Sustainability: Within this study, the term sustain implies more than to  

strengthen.  The term sustain, as it relates to Catholic school charism, is defined 

as strengthening, transmitting, cultivating, making known, modeling, preserving, 

implementing into practice, and perpetuating into the future.   

Religious Order: A religious group of men or women, approved by  

Church authorities, living together in community. (Example: Jesuit, Holy Cross,  
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Marianist, Christian Brothers, Sisters of the Humility of Mary) 

Religious-Sponsorship: “The planned effort by a religious congregation  

primarily to preserve the identifying character or charism of that congregation and  

to insure its continuing influence within a school that had been or presently is  

associated with that particular congregation” (Mueller, 2000, p. 51). 

Limitations, Delimitations, and Bias 

Primary limitations that exist for the present study included the potential for bias 

on behalf of the research.  Potential bias existed due to the researcher’s role in relation to 

the purpose of the study as well as a lack of scholarly literature on the topic of sustaining 

charism and mission within Catholic secondary schools.  It was, therefore, essential to 

recognize how the researcher might be connected to the research study.  One of the sites 

selected for inclusion in this study was a school sponsored by the Congregation of Holy 

Cross.  While the researcher has never worked at the chosen school, the researcher was 

employed at another school sponsored by the Congregation of Holy Cross at the time of 

the research study.  Additionally, though the school did not have a Chief Mission Officer 

at the time, additional bias might exist as the researcher attended one of the other selected 

sites as a student while the researcher was in high school.  Finally, with a lack of 

scholarly research on sustaining charism in secondary education, as well as a lack of 

research focusing on executive positions for charism transmission such as the Chief 

Mission Officer’s role, the researcher had to look to other areas of scholarship available 

such as churches, parishes, and higher education.  

The delimitations of this study included the selected samples, the choice of 

research methodology, and the framework for the development of semi-structured 
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interview questions.  To narrow the scope of the research, the researcher decided to 

selectively include three different religious order-sponsored Catholic secondary schools 

within the Diocese of Cleveland for inclusion within this study.  Though religious order-

sponsored schools are not governed by the diocesan body of their geographic location, 

the religious curriculum, professional development opportunities, and families served by 

the schools are connected to the diocese.  Additionally, Creswell and Poth (2018) 

explained that qualitative researchers are reluctant to generalize from one case to another.  

Selective inclusion of representative cases does allow case study researchers “to best 

generalize” (Creswell & Poth, 2018, p. 99).  As a multi-site exploration, this case study 

sought a level of generalizability; however, the researcher recognized circumstances 

present at each of the schools included in the study differed from other institutions and 

therefore may complicate generalization; i.e., finances, governance structure, school’s 

size, and educational philosophy.   A qualitative research methodology was selected to 

gather rich data and explore the multiple layers and complexities of sustaining charism 

and transmission efforts.  A final delimitation for the present study was the framework 

used for the development of the semi-structured interview questions.  The job 

descriptions for the Chief Mission Officer positions and were examined and served 

collectively as the framework from which to create a survey. From the survey data 

collected, a second framework elicited semi-structured interview questions.  In this way, 

the frameworks driving the study occurred naturally as a product of the research itself.   

Leader’s Role and Responsibility in Relation to the Problem 

 Often regarded as one of the most important documents to be produced by the 

Second Vatican Council, Lumen Gentium (1964) redefined the Church as being 
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fundamentally the People of God. This decree encouraged the laity to become more 

involved in the ministry of the Church. Denig and Dosen (2009) summarized the impact 

of Vatican II as the transition from viewing all ministry as inward, to a view of seeing 

religious ministry as outward.  This change brought about by Vatican II would open the 

door for lay members of the church to take on an active role and step in for the vowed 

religious men and women who had previously held leadership positions within the parish 

and religious order-sponsored schools (p. 141).    

 Rentner (2010) argued, whether religious or lay, all school leaders in Catholic 

education have the responsibility to take on the role of faith leader for the school 

community.  As a lay administrator of a religious order-sponsored Catholic secondary 

school, the researcher was compelled to honor the founding men and women who have 

previously paved the way for Catholic education.  As the number of priests and religious 

brothers and sisters working in the schools continued to decline, the researcher believed 

he must take more responsibility as a leader in Catholic education.  From this 

dissertation, the researcher hoped to uncover valuable insights for maintaining the 

charism within religious order-sponsored secondary schools.  It was the intention of the 

researcher to answer the call of the Second Vatican Council and share the research 

findings so all Catholic school leaders, religious and lay, may continue to inspire an 

outward ministry within the Church.  

Significance of this Dissertation in Practice Study 

The declining number of men and women taking vows of religious life was not a 

new problem for the Catholic church at the time of the research study.  However, as the 

numbers of vowed religious have declined, so too the number of vowed religious working 
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in Catholic schools declined.  In the time since Vatican II, lay men and women have had 

to assume a more significant role working in religious institutions.  As parishes close or 

merge with other parishes, Catholic diocesan schools have been forced to do the same, 

placing in jeopardy the positive outcomes associated with the ‘Catholic school effect.’ 

Similarly, Catholic schools founded and supported by religious orders seemingly face the 

same challenges surrounding declining numbers of vowed religious as their diocesan 

counterparts.  As lay men and women assumed more responsibility within these 

institutions, the religious orders shifted from ‘owning’ the schools, to ‘sponsoring’ the 

schools.   Catholic school leaders, lay and religious alike, have begun to give deliberate 

attention to sustaining the unique charism in each school.  The goal of the proposed 

research study was to assist efforts of charism sustainability by focusing on the role of a 

school’s Chief Mission Officer, rather than the school’s president or principal.  

Identifying areas of strength and hindrance associated with the Chief Mission Officer’s 

position assist the researcher in the development of a framework of evidence-based 

recommendations.  From these recommendations, Catholic secondary school leaders can 

apply the principles of identified best practice and enhance their schools’ efforts of 

sustaining charism through the Chief Mission Officer’s position. 

Summary 

Seeking to sustain the “Catholic school effect” in a time when the number of 

vowed religious working in the school has declined, religious order-sponsored schools 

have started a new trend of charism sustainability.  The creation of a Chief Mission 

Officer’s position is one-way educational leaders hoped to sustain the unique charism of 

their schools.  This multi-site qualitative case study identified three religious order-
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sponsored secondary schools in the Diocese of Cleveland who employed a full-time Vice 

President serving as the school’s Chief Mission Officer.  Purposeful sampling, a social 

constructivist framework, and multiple sources of data collection were methodological 

decisions the researcher believed contributed to the success and validity of the study.   

As the topic of charism sustainability is explored further in the following 

chapters, chapter two identifies the changes that have occurred in Catholic education and 

the emergence of congregational sponsorship.  Additional research is presented exploring 

charism sustainability, and the responsibility school administrators and lay educators 

have in sustaining a school distinct religious charism.  
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SECTION TWO: LITERATURE REVIEW 

Introduction 

This literature review explores changes in Catholic education that have occurred 

within the United States since Vatican II (1962).  The literature review begins with 

Catholic education’s humble beginnings.  An early mandate for the American Bishops 

called for more Catholic schools to be built throughout the country (Goldschmidt & 

Walsh, 2013).  While the number of Catholic parishioners and the number of Catholic 

schools saw rapid growth following this mandate, a hefty decline in Catholic school 

enrollment over the past five decades and an increase in Catholic school closure rates had 

become an ever-growing concern (Walch, 2003; McDonald & Schultz, 2013).  Changes 

brought about during the Second Vatican Council coupled with declining numbers of 

men and women pledging vows to religious life have required lay educators to take more 

responsibility within the schools (Greeley, 1992; Convey, 1992; Jacobs, 2000 Wallace, 

2000; Guerra, 2000).  This review of literature then discusses lay educators’ roles in 

developing their spiritual capital and maintaining their school’s distinct religious charism.  

A review of literature related to ‘sponsorship’ identifies different models and how these 

models have changed as Catholic education has changed over time (Grant and 

Vandenberg, 1998).  The review of literature concludes with scholarship related to 

charism sustainability and transmission in Catholic education.   

Purpose of the Study 

The purpose of this qualitative, multi-site case study was to examine the practices 

and responsibilities of the position of Chief Mission Officer at three religious order-

sponsored Catholic secondary schools.  As Catholic schools prepare for the future, 
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identifying areas of best practice can assist the Chief Mission Officer’s efforts in 

sustaining the mission and charism of their sponsoring religious community. 

Aim of the Study 

 Focusing on the position of Chief Mission Officer, rather than the person in the 

position, the aim of this Dissertation in Practice was to create a framework of evidence-

based recommendations for Catholic secondary school leaders composed of best practices 

for enhancing the sustainability of charism transmission in religious order-sponsored 

Catholic secondary schools through the Chief Mission Officer’s position.   

Catholic Education in the United States 

 In the 16th century, Spanish missionaries settling in America decreed that each 

village needed its own school and church and that each person should be instructed in the 

Catholic faith (Heft, 2011).  Though several religious orders such as the Jesuits, 

Franciscans, and the Ursulines began establishing schools in the new world in the 17th 

century, religious education remained dominated by various Protestant groups (Hunt, 

2000; Heft, 2011).  At the end of the 19th century, the Catholic Church's Third Plenary 

Council was concerned that the Protestant created ‘common schools’ were too secular 

(Heft, 2011).  Heft explained it was because of this concern the Catholic bishops voted to 

make it mandatory for every Catholic parish to establish a Catholic school.  

 As a result of this vote, every Catholic pastor was obligated to establish a parish 

school as decreed by the American Catholic Bishops (Goldschmidt & Walsh, 2013). 

From 1884 through 1965, Catholic education boomed with a peak enrollment of 

approximately 5.6 million students attending nearly 13,500 Catholic schools in the 

United States (Walch, 2003; McDonald & Schultz, 2013).  While an increase in Catholic 
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parishioners would continue into the new millennium, since 1965, Catholic education 

would see a decline in enrollment of 63% and a school closure rate of 50% (McDonald & 

Schultz, 2013).  

Vatican II’s Impact on Education 

 Vatican II, the 21st Ecumenical Council of the Catholic Church, also referred to as 

the Second Vatican Council, was called to order by Pope (Saint) John XXIII and 

convened in October of 1962.  Unlike earlier councils, Vatican II was convened not as a 

reactive measure to the Church, but rather as a proactive measure in response to the 

Church’s greater mission.  Hanenburg (2007) identified the motivation of St. John XXIII 

for convening the Second Vatican Council to serve as a way to positively respond to the 

challenges of the modern world and to serve the future of the Church.  

 Referred to as Gravissimum Educationis (1965), the ninth document of the 

Second Vatican Council was meant as a Declaration on Christian Education.  As one of 

the shorter documents produced by the Second Vatican Council, the Council’s 

Declaration addressed several principles regarding education.  Flannery (2014) believed 

that central among the principles was the idea that every person has the right to 

education,  and that each Christian should have the right to develop in their Christian 

formation while also advancing in secular subjects.  Several scholars were critical of 

Vatican II’s Declaration on Christian Education and viewed the document as 

“uninspiring,” “platitudinous,” and “rather weak” (Ratzinger, 1966; McClelland, 1991; 

Kelty, 1999).  Kelty’s (1999) Toward a Theology of Catholic Education, detailed Vatican 

II’s ninth document as nothing more than a rephrasing of Pope Pius XI’s teachings on 

Catholic education.  Scholars criticized Gravissimum Educationis (1965), an earlier 
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document produced by the Second Vatican Council, Lumen Gentium (1964), would 

change the landscape of Catholic Education.  From this decree, Lumen Gentium (1964) 

redefined the Church as being fundamentally the People of God.  As the number of 

religious men and women would decline within the United States, Lumen Gentium would 

prove to have a momentous impact on Catholic Education.   

The Decline of Religious Vocations 

 According to the Center for Applied Research in the Apostolate (CARA) (2016), 

the Catholic population in the United States has been steadily rising since 1965.  With 

46.3 million Catholics registered within the parishes in 1965, the Catholic faith grew by 

more than 46% to its current approximation of 67.7 million registered Catholics in 2016 

(CARA, 2016).  While the last half-century has seen an increase in Catholic parishioners, 

the years since 1965 have seen a considerable decline in Catholic vocations.  In 1965, 

179,954 religious sisters, 12,271 religious brothers, and 58,632 priests represented the 

vowed religious in the United States (CARA, 2016).  During those same years that saw 

the number of Catholic parishioners increase by more than 46%, the religious vocations 

in the United States declined at an alarming rate (CARA, 2016).  Lee (1989), reported 

76% of men’s religious orders founded before the 16th century no longer exist today.  

Stark and Finke (2000) identified secularism as the root cause of the decline in vocations, 

particularly in women.  As societal opportunities and social change occurred within the 

United States, women were able to seek opportunities in industry and business.  Other 

social researchers believed the redefinition of religious life as changed by the Second 

Vatican Council was responsible for the decline in Catholic vocations (Pejza, 1985; 

Rentner, 2010).  While several causes may be responsible, McDonald (2017) reported a 
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65% decrease in religious vocations in the United States from 1963 to 2016.  The decline 

in religious vocations saw the emergence of a new ministry within the Catholic faith; the 

lay professional ministers. 

Lay Leadership in Catholic Education  

 Often regarded as one of the most important documents to be produced by the 

Second Vatican Council, Lumen Gentium (1964) redefined the Church as being 

fundamentally the People of God.  By doing so, this decree encouraged laity to become 

more involved in the ministry of the Church.  Denig and Dosen (2009) summarized the 

impact of Vatican II as the transition from viewing all ministry as inward to a view of 

seeing religious ministry as outward.  This change brought about by Vatican II would 

open the door for lay members of the church to take on an active role and step in for the 

vowed religious men and women who had previously held leadership positions within 

religious order-sponsored schools (Jacobs, 2000).    

Rentner (2010) recognized the need for lay administrators within religious-

sponsored schools as having to take more responsibility as the number of priests and 

religious working in the schools continued to decline.  For this reason, Rentner argued 

that all school leaders in Catholic education, whether religious or lay, have the 

responsibility to take on the role of faith leader for the school community.  Accordingly, 

scholars believe that in the decades since the Second Vatican documents were published, 

whether clerical or lay, all Catholic school leaders are responsible as faith leaders for the 

religious culture within their schools (Ciriello, 1994; Wallace, 1995; Pejza, 1985). 

Though the responsibility shifted with the increase of laity working within the schools, 

the transition of authority from priests and religious to laity has not been smooth.  Renter 
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(2010) believed this to be true because lay leaders do not have the same history and 

relationships as members of the religious communities that have founded schools.   

Spiritual Capital 

Because mission and culture are essential components of Catholic education, 

some Catholic educational leaders worry about hiring school administrators from the 

public sector (Greeley, 1992; Convey, 1992; Wallace, 2000; Guerra, 2000).   Convey 

(1992) believed lay leaders in Catholic education should be nurtured as spiritual leaders 

as their development is critical to Catholic school effectiveness.  Given this challenge, 

Jacobs (2002) also argued that training for Catholic school educators must focus less on 

management and more on cultural leadership.  One of the challenges with transferring 

leadership from religious to laity within schools has been dependent upon the leader’s 

spiritual capital, or lack thereof (Verter, 2003).   

Grace (2002) defined spiritual capital as the faith foundation which religious 

priests and teaching brothers and sisters have acquired as a part of their educational 

vocation and through their own Catholic schooling and vocation.  Lay educators also 

have the ability to develop spiritual capital.  Verter (2003) and Guest (2010) explained 

that laity draw spiritual capital from the resources provided by the Church and can be 

further developed through knowledge and mastery of Catholic rituals and beliefs.  

Additionally, Grace (2002) explained that a lay man or woman can gain spiritual capital 

through their own educational interactions with religious men and women, but that lay 

Catholic educators will need specific training in order to maintain and transmit the unique 

charism of their religious school.   

With specific focus upon the ways in which spirituality can relate to educational  
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policy and practice, such programs can be a valuable counter-cultural agenda to  

that provided by secular courses of headteacher ‘training’.  Such charism  

transmission now seems essential for the future of Catholic education (Grace,  

2002, p. 238).   

To avoid Catholic schools becoming private schools characterized by academic 

excellence and a religious memory, Earl (2005) maintained that specific attention must be 

given to faith leadership and how it is being developed in school leaders.  If lay leaders 

are to take the responsibility of articulating Catholic mission and charism, scholars 

believe they must find a way to develop and strengthen their own spiritual capital. 

Religious Congregations and Sponsorship 

While the number of religious men and women working in Catholic schools 

continued to decline, rather than abandon or close their institutions, many religious 

congregations adopted a ‘sponsorship’ model.  Mueller (2000) explained sponsorship as,   

The planned effort by a religious congregation primarily to preserve the  

identifying character or charism of that congregation and to insure its continuing  

influence within a school that had been or presently is associated with that  

particular congregation (p. 51).  

Sponsorship is accomplished through shared responsibility of governance and ownership.  

Some models of sponsorship include the sponsoring congregation forming a formal 

accrediting team, application processes for new schools seeking sponsorship, and internal 

groups dedicated to charism discussion and transference (Braniff, 2007; Chubbuck, 

2007).  Regardless of the form in which sponsorship occurs, by agreeing to sponsor a 

school, a religious congregation assumes the responsibility for maintaining a relationship 
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with the school and to assist in preserving their community’s legacy and unique charism 

(Welch, 1994; Morey & Holtschneider, 2003).  

Waves (Models) of Sponsorship 

 Grant and Vandenberg (1998) outlined four different waves of sponsorship (see 

Figure 1) in their book After We’re Gone: Creating Sustainable Sponsorships.   

 

The first wave is described as the ‘family business model’ from which exclusive control 

lies with the religious members of the congregation.  The second wave, the ‘franchise 

model,’ identifies the most common sponsorship model following Vatican II.  As the 

religious numbers continued to decline, ‘franchise sponsorship’ found lay leaders (non-

family members) working in institutions run by the sponsoring congregation (family 

members).  Within this wave, the role of laity was articulated by the religious 

congregation and limited.  The ‘partnership model’ serves as the next wave in which both 

‘family’ and ‘non-family’ members work together in collaboration.  The ‘partnership 

model’ came as a result of lay men and women assuming the executive leadership roles 

of president and principal within the schools.  The fourth and final wave ‘the next 

generation,’ “moves beyond congregational sponsorship to lay sponsorship” (Grant & 

Vandenberg, 1998, p. 17).  Chiambalero (2003) believed that it is too difficult to find 
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religious men and women who are qualified to fulfill the executive leadership roles which 

have grown to be a more complex and professional job.  Within the fourth wave, the 

religious congregation provides spiritual inspiration and guidance for institutions which 

closely identify with that religious congregation through history, tradition, and practice 

(Grant & Vandenberg, 1998; Mueller, 2000).  

Models of Sponsorship Governance  

In 1987, the National Catholic Educational Association (NCEA) outlined two 

governance models for schools sponsored by a religious congregation: a school with a 

consulting board and a school with a board with limited jurisdiction (Haney et al., 2009).  

Under a consulting board, the board acts as consultant between the sponsoring religious 

congregation and the school principal (Haney et al.).  Conversely, a limited jurisdiction 

board has more authority than a consultative board and has the responsibility for the 

governance of the school (Haney et al., 2009; O’Brien, 1987).  

Another perspective of Catholic school governance with regard to sponsorship 

comes from a 1996 research study conducted by Meitler.  Meitler (1996) examined 

Catholic schools and determined that only 5% of the schools sponsored by a religious 

congregation had a clearly defined governance structure.  Sheehan (1997) explained 

governance structures in religious-sponsored schools have often been seen as confusing, 

given both issues of reported authority as well as varying understandings and use of 

definitions and language.  

Sponsorship Agreements 

In addition to shared governance models, many religious congregations have 

implemented their own unique sponsorship agreements to act as a contract between the 
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school and the religious community.  The Sponsorship Agreement (2017) between the 

Congregation of Holy Cross and a mid-sized co-educational secondary school located in 

the urban Mid-West is composed of three specific parts.  Part I outlined a brief history of 

both the school and Blessed Basil Moreau C.S.C, the founder of the Congregation of 

Holy Cross.  Part II included the role of the school in maintaining the relationship with 

the religious community.  Conducting a self-assessment based on a review of Holy Cross 

educational heritage, providing mission integration in-services throughout the school year 

for school employees, maintaining national accreditation, participating in the annual 

congregation conference and contributing a yearly membership fee of $25,000, were 

some of the responsibilities the school must adhere to under Part II of the sponsorship 

agreement.  The third and final section of the sponsorship agreement outlined the 

responsibilities to which the Congregation of Holy Cross agreed to adhere.  Yearly 

meetings with school administrators, providing Holy Cross religious to serve as members 

of the school corporate board and establishing a sponsorship committee to assist the 

school in charism maintenance and transference are some of the ways in which the 

Congregation reciprocates the sponsorship relationship with the school.  Though the 

actual sponsorship structure varies among religious communities, the term ‘sponsorship’ 

is used as a critical way for religious congregations to preserve the mission of the school 

through the cultural and spiritual relationship they now have with their institutions (Gray, 

1996; Rentner, 2010).  

Charism 

 The term charism originated from the Greek word for gift.  Charism, as it relates 

to religious orders, can be traced back to Vatican II and Pope Paul VI’s Evangelica 
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Testificatio (1971).  From this document, Paul VI challenged religious orders to re-

establish their constitution and institutions by researching the charisms of their founders 

(Braniff, 2007; Garrett, 2006; Murray, 2002).  Charism’s relationship to the word 

charisma is a fitting reason why the Catholic Church has applied charism to identify a 

religious order’s distinctive characteristics of the founder.  For the founder of a religious 

order, charisma refers to the ability to inspire others and set a vision (O.E.D., 2017). 

Braniff (2007) maintained that a 1983 letter from Pope (Saint) John Paul II to the 

American Bishops renewed Pope Paul VI’s charge for religious orders to rediscover the 

charism of their founders as outlined in Evangelica Testificatio (1971).  In his letter, Pope 

John Paul II (1983) encouraged the American bishops to, 

reawaken hearts to truth and to divine love in accordance with the charisms of  

your founders who were raised up by God within His Church.  Thus, the Council  

rightly insists on the obligation of religious to be faithful to the spirit of their  

founders, to their evangelical intentions and to the example of their sanctity. 

Rooted in the charisma of the founding person(s), Renfro (1986) described charism as the 

unique “combination of gifts which God the Holy Spirit” has bestowed upon the founder 

which serves as the vision and identity of a religious community (p. 527).  It is these 

God-given gifts from which Murray (2002) maintained the founder’s charism serves as 

“dynamism” and allows for the “continual revitalization and change in external forms” 

for a religious order (p. 133).  

A common theme that has emerged from charism scholarship is the concept that 

charism is not a thing, but rather is an energy, a power, and something that must be lived 

(Leddy, 1991; McDonough, 1993).  For a school community, Cook (2015) explained a 
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school’s charism is composed of the “special gifts, particular spirit, and focused identity 

inspired by the Holy Spirit” and by living the school’s charism it can assist in 

distinguishing and advancing the school’s educational mission (Cook, 2015, p.9).   

Leddy (1991) explained charism is relational and that it only becomes real when it 

is lived, believed in, and shared.  Values, history, ritual, symbol, documentation, artifacts 

and underlying beliefs are all components that contribute to a school community’s 

religious-order inspired charism (Schein, 1992; Groome,1996).  Rentner (2010) argued 

that, whether religious or lay, all school leaders in Catholic education have the 

responsibility to take on the role of promoting charism for the school community.  

According to the 1982 document Lay Catholics in Schools, it is of particular importance 

for lay educators to come to know and understand their school’s charism: 

The lay Catholic who works in a Catholic school should be aware of the ideals  

and specific objectives which constitute the general educational philosophy of the  

institution, and realize that it is because of this educational philosophy that the  

Catholic school is the school in which the vocation of a lay Catholic teacher can  

be lived most freely and most completely. (CCE, para. 38).  

To ensure the school’s unique charism is lived, lay leaders in Catholic education 

must find ways to make known and share their schools’ values, history, rituals, symbols, 

artifacts, and underlying beliefs (Schein, 1992; Groome,1996).    

President-Principal Model 

 Identifying a school’s mission, embodying a school’s purpose, and defining not 

just what their school does, but also why they do it, has been called the essential 

functions of institutional leadership (Selznick, 1957; Barnard, 1968).  As the leadership 
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in Catholic schools have shifted from religious to lay, additional factors, once handled by 

the founding congregation, became the responsibility of the school’s lay administrators.  

McDermott (1985) suggested the roles of a Catholic School principal to include manager, 

cultivator of school culture and faith-formation leader, in addition to serving the school as 

the chief academic leader.  In response to the growing financial needs of operating a 

school, many Catholic secondary schools adopted a President-Principal model of shared 

leadership (Mullen, 1998; Dygert, 1998).  

For Catholic schools that have successfully adopted the President-Principal 

model, two prevalent themes have been identified as contributing to the success of this 

model; clear identification of roles and responsibilities and shared leadership.  Mullen 

(1998) reported identification of roles and responsibilities would be instrumental to the 

success of the President-Principal Model.  Dygert (1998) emphasized shared 

responsibility as an essential component of this model.  

Individuals who fill the positions of President and Principal must be willing to  

share leadership, must be able to and willing to function in their position, and  

must allow the other party to fulfill his or her job without interference (p. 30).   

As a product of Dygert’s (1998) research study, Dygert concluded the responsibility for 

meeting the faith formation needs and maintaining the charism of their school community 

was the shared responsibility of both the president and principal (Dygert, 1998; Fussell, 

2016).   

Charism in Secondary Education 

 Several recent studies conducted in the past two decades have examined the 

relationship between religious orders and the charism operating within their sponsored 
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institutions. While several themes seem to have emerged from these studies, one of the 

most pervasive themes that continue to emerge is the need for religious order-sponsored 

schools to give more attention to future efforts of charism sustainability.   

Herb (1997) examined organizational culture in a secondary school sponsored by 

the Sisters of the Congregation of the Immaculate Heart of Mary and determined that the 

charism was present as part of the culture within the school, but that plans for succession 

and future efforts of charism transmission were not identified or prioritized.  Likewise, 

Rentner (2010) and Clark (2015), examined lay succession in secondary schools 

sponsored by the Congregation of Holy Cross.  Both Rentner (2010) and Clark (2015) 

similarly determined collaborative efforts between the sponsoring-congregation and the 

schools should seek to develop implementation strategies for the succession of presidents 

and principals as a way to plan for the sustainability of the Holy Cross charism in the 

future. 

Fisher (2003) explored the impact of a Salesian charism in a school under the 

sponsorship of the Congregation of St. Francis de Sales and suggested one of the ways 

religious order-sponsored secondary schools could give attention to sustaining charism 

for the future is to look to the past.  Alumni identified Salesian tenets and charism as 

contributing to their most meaningful experiences while in school.  The Salesian charism 

was not only present in the lives of alumni years after graduating from the school, but the 

alumni were able to voice what they believed to be necessary to provide the next 

generation of students the same level of charism they received.  

Gabert’s (2017) research study examined how mission committees advance 

institutional mission at Catholic colleges and universities.  Though Gabert’s investigation 
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occurred in a higher education setting, conclusions from Gabert’s research share essential 

implications for secondary education concerning board formation, and the importance of 

dedicating focused responsibility for sustaining mission.  Ferrari et al. (2010) maintained 

many lay leaders in Catholic education do not feel equipped to maintain Catholic identity 

and mission.  Similarly, Walbank (2012) concluded the most significant challenge for the 

future of Catholic schools is addressing how to form educators who can become 

enculturated and model the charism and vision of the school.   

Accordingly, one way in which Catholic secondary institutions can address their 

current needs as they relate to charism, foster the faith-formation needs of the faculty and 

allow for growth and focus in the future, might be through a ‘self-renewing’ framework 

for cultivating charism proposed by Cook (2015).  Cook’s framework proposed a cycle of 

renewing charism which has no beginning nor an end (see Figure 2).   

 

Figure 2. Framework for Cultivating Charism.   

Through the process of continual discernment outlined in Cook’s (2015) 

framework, Catholic schools can recognize the ways in which to direct efforts of 

sustaining charism to meet their own unique needs for the identity of their school 

community. 
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Summary: Assisting Charism Transference 

The research provides strong evidence that sustaining charism should be a central 

focus of Catholic schools, specifically those sponsored by religious-orders.  The 

preceding review of literature outlined the uniqueness of a founding religious order’s 

charism.  Combined with the unique values, history, ritual, symbol, documentation, 

artifacts and underlying beliefs of the Catholic secondary institutions (Schein, 1992; 

Groome, 1996), no single framework exists for all of Catholic secondary education to 

subscribe their efforts of sustaining charism.  With the Vatican II’s proclamation of 

Lumen Gentium (1964) the Church was redefined as being fundamentally the People of 

God and laity were encouraged to become more involved in the Church.  

While some social researchers believed the Lumen Gentium (1964) decree to be 

responsible for the decline in Catholic vocations (Rentner, 2010; Pejza, 1985), others, 

(Stark and Finke, 2000) identified secularism as the root cause of the decline in 

vocations.  Regardless of the cause, from 1963 to 2016 the United States saw a 

significant decrease in religious vocations and accordingly lay men and women answered 

the call to take on leadership positions in Catholic schools.  

Stepping in for the religious men and women who once held the same positions, 

lay men and women were now assuming the roles of president and principal in Catholic 

secondary schools.  With the responsibility for the faith formation of a school 

community’s faculty, staff and students, the development of a lay educator’s spiritual 

capital was identified as essential for Catholic school leaders (Grace, 2002; Verter, 2003; 

Guest, 2010).  However, one of the challenges that seem to persist, potentially hindering 

the future of Catholic education, is that many lay principals feel ill-equipped to handle 
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the faith formation needs of their school communities (Ferrari et al., 2010; Walbank, 

2012).  

With the founding religious congregations having moved to models of 

sponsorship and sponsorship agreements, lay leaders are getting some assistance.  One 

way in which lay leaders are receiving help has been through the adoption of a President-

Principal Model of shared responsibility (Mullen, 1998; Dygert, 1998).  Though the 

president and principal each have clear roles and responsibilities, meeting the faith 

formation needs and maintaining the charism of their school community was found to be 

a shared responsibility for both the president and principal (Dygert, 1998; Fussell, 2016).   

Further examination of the literature surrounding charism in schools found several 

social researchers concluding that more attention should be shown to address future 

charism sustainability efforts.  Cook (2015) identified a framework of continual 

discernment as one way in which Catholic institutions could foster the faith-formation 

needs of the faculty while simultaneously allowing for growth and focus for future 

charism efforts.  

 The researcher believed another essential step towards charism sustainability was 

to explore the Chief Mission Officer’s position utilized by some religious order-

sponsored Catholic secondary schools.  The aim of this Dissertation in Practice was to 

create a framework of evidence-based recommendations for Catholic secondary school 

leaders composed of best practices for enhancing the sustainability of charism 

transmission in religious order-sponsored Catholic secondary schools through the Chief 

Mission Officer’s position.  In chapter 3, the methodology for this study is presented.   
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SECTION THREE: METHODOLOGY 

Introduction 

This qualitative Dissertation in Practice sought to add to the growing research in 

the field of charism transmission in education.  Seeking to sustain the “Catholic school 

effect” in a time when the number of vowed religious working in schools has continued 

to decline, some religious order-sponsored schools have started a new trend of charism 

sustainability.  The creation of a Chief Mission Officer’s position is one way in which 

schools are hoping to sustain their unique charism.  The researcher identified three 

private religious order-sponsored secondary schools in the Diocese of Cleveland which 

currently employ a full-time vice president responsible for sustaining and transmitting the 

school’s religious charism for this multi-site qualitative case study.  Purposeful sampling, 

a social constructivist framework, and multiple sources of data collection were 

methodological decisions the researcher determined would contribute to the success and 

validity of the study.  The ethical concerns and biases as expressed in this chapter were 

addressed prior to obtaining approval from Creighton’s Institutional Review Board 

(IRB).  The researcher believed the findings of the present study would assist future 

efforts in charism sustainability by identifying areas of strength and hindrance currently 

associated with the Chief Mission Officer’s position.   

Purpose of the Study 

The purpose of this qualitative, multi-site case study was to examine the practices 

and responsibilities of the position of Chief Mission Officer at three religious order-

sponsored Catholic secondary schools.  As Catholic schools prepare for the future, 
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identifying areas of best practice can assist the Chief Mission Officer’s efforts in 

sustaining the mission and charism of their sponsoring religious community. 

Aim of the Study 

 Focusing on the position of Chief Mission Officer, rather than the person in the 

position, the aim of this Dissertation in Practice was to create a framework of evidence-

based recommendations for Catholic secondary school leaders composed of best practices 

for enhancing the sustainability of charism transmission in religious order-sponsored 

Catholic secondary schools through the Chief Mission Officer’s position.   

Research Questions 

Creswell and Poth (2018) explained research questions in qualitative studies 

assume two forms: a central question and associated sub-questions.  Creswell and Poth 

stated qualitative researchers should “state the broadest question they could pose to 

address their research problem” (p. 137).  The following central question guided this 

study: What factors influence the Chief Mission Officer’s ability to sustain charism in a 

religious-sponsored school?   

From this central question emerged additional sub-questions:  

● What informal functions of the position does the Chief Mission 

Officer perceive as contributing toward sustaining the religious 

order’s mission and charism within the school? 	

● What formal functions of the position does the Chief Mission 

Officer perceive as contributing toward sustaining the religious 

order’s mission and charism within the school? 	
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● How does this position work in conjunction with the president and 

principal to share responsibility for maintaining mission and 

charism? 	

● How, if in any way, does the position vary among schools 

sponsored by different religious orders?  	

Answers to these questions assisted the researcher in developing a framework of 

best practices to assist Catholic school leaders in establishing a stronger culture of 

mission and charism sustainability within the schools through the Chief Mission Officer’s 

position.  

Research Design 

 Seeking to gain a greater understanding of the complexity of sustaining charism in 

religious order-sponsored secondary schools, the researcher conducted a qualitative, 

multi-site case study.  Yin (2014) identified the case study as an appropriate method 

when: research questions are in the form of how and why; the study does not require 

control of behavioral events, and the study focuses on contemporary events.  

Additionally, Creswell and Poth (2018) indicated that as a qualitative methodology, a 

case study allows a researcher to develop an “in-depth description and analysis of a case 

or multiple cases” within a real-life bounded system (p. 104).  

 Yin (2014) detailed the advantages of a multiple-case design stating “evidence 

from multiple cases is often considered more compelling, and the overall study is 

therefore regarded as being more robust” (p. 57).  Using a multiple-case study design the 

researcher was able to conduct a thorough appraisal of the sites to identify 
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commonalities, best practices, attitudes, behaviors, policies, and strategies, then compare 

the findings with a cross-section from the other selected sites.   

Participants/Data Sources and Recruitment 

This Dissertation in Practice collected data from the president, principal, and 

Chief Mission Officer from three selectively identified Catholic secondary schools.  The 

three schools selected each represented a different religious order.  Of the three schools 

selected, a Jesuit-sponsored secondary school represented a religious order of priests, a 

Holy Cross-sponsored secondary school represented a religious order of brothers, and a 

Congregation of St. Joseph-sponsored secondary school represented a religious order of 

sisters.  The researcher utilized a purposeful sampling technique of criterion-based 

selection to inform site selection for the present study (LeCompte & Preissle, 1993).  

Criteria for this particular study were schools operating under an executive model of 

shared leadership, employing a full-time Chief Mission Officer, and sharing the same 

governing diocesan body.  Accordingly, the three sites selected for inclusion within this 

study operated according to Dygert’s (1998) President-Principal Model, had a single-

fulltime vice president responsible for mission serving as the school’s Chief Mission 

Officer, and each under the jurisdiction of the Diocese of Cleveland.  Further explanation, 

identifying site and participation selection, are detailed in the proceeding sections.   

Site selection.  Merriam (1998) explained the need for a case to be intrinsically 

bounded, specific, and with clear boundaries in order to be considered a case worth 

qualitative study.  Within the present study, a full-time Chief Mission Officer was 

employed at each school with the responsibility to sustain the specific charism of the 

school.  The researcher, therefore, identified each of the three schools to be a separate 
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case, and accordingly, a single unit of analysis.  The choice of studying secondary 

schools in the Diocese of Cleveland was based on the researcher’s geographic location.  

In addition to each of the selected schools having similar religious curriculums, 

professional development opportunities, and similar families served by the selected 

schools as outcomes connected to their geographic location within the Diocese of 

Cleveland, the geographic location of the three schools was also a convenience for the 

researcher.  The selection of the three schools within the Diocese of Cleveland was 

purposeful and based on specific criteria.  Maxwell (1996) explained that sites could be 

selected deliberately within multiple-case studies to provide important information that 

cannot be obtained otherwise.  According to the 2017-2018 Catholic Diocese of 

Cleveland Directory, more than half of the 20 private, Catholic secondary schools 

educating in the Diocese of Cleveland are sponsored and operated by ten different 

religious orders.  In order to provide for literal replication in the study (Yin, 2014), the 

schools which were selected needed, as much as possible, to have similar educational 

programs, similar size, and similar student body makeup.  Using these criteria, only a 

small pool of choices from among the 20 Catholic secondary schools in the Diocese of 

Cleveland was available.  Although ten different religious orders were represented within 

the Diocese of Cleveland, only three of the religious orders employed a Chief Mission 

Officer and utilized a President-Principal School Leadership Model. 

Participant selection.  This qualitative study examined the practices and 

responsibilities of the position of Chief Mission Officer at three religious-sponsored 

Catholic secondary schools.  As such, the CMO was a requisite participant in providing 

critical information needed to determine best practices for sustaining charism.  When 
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religious order-founded Catholic secondary schools shifted to lay leadership and 

agreements of sponsorship, the president and principal were identified as sharing the 

responsibility for meeting the faith formation needs and maintaining the charism of their 

school community (Dygert, 1998; Fussell, 2016).  Therefore, in addition to the Chief 

Mission Officer, the researcher also determined both the president and principal as key 

participants necessary for sustaining charism within religious-sponsored Catholic 

secondary schools.   

Protection of Participants and Sites.  Madsen (1992) identified risk in social 

research as “stress, discomfort, embarrassment, invasion of privacy, or potential threat to 

reputation (p. 80).  Though the present research study involved minimal risk, the 

researcher kept the names and identifying information of the selected sites and the twelve 

study participants confidential.  

The name of each site and study participant will be assigned a pseudonym.  

Moreover, all information that could be used to identify the presidents, principals, Chief 

Mission Officers, and secondary schools will be removed from the study.  Participants 

were asked to give permission for the interviews to be recorded (see Appendix C).  

Additionally, at the beginning of each interview, the researcher reminded the participants 

of their right to stop the interview at any time for any reason of their choosing (see 

Appendix D).  

Data Collection Tool and Procedures 

 This qualitative multiple-site case study adopted a three-tiered data collection 

strategy.  Tier One was a document analysis that informed Tier Two.  Tier Two collected 

data using an open-ended survey process.  The data collected from Tier Two informed 
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the Tier Three in-person interviews with the 12 study participants.  Each tier of data 

collection informed the data collection of its proceeding tier.  

 Tier One was an analysis of the Chief Mission Officer’s job descriptions at the 

three selected sites.  Several studies and explanations of charism transmission have 

generally focused on determining effectiveness by measuring the presence of charism in a 

school community (Brandao, 1993; Brien & Hack, 2011; Cook & Simonds, 2011; 

McNicholas, 1990).  Each exploration of transmission effectiveness utilized appropriate 

documentation to establish a definition from which a questionnaire or interview protocol 

was developed.  For this current study, the researcher used the three selected schools’ job 

descriptions for the Chief Mission Officers as the foundational documentation to 

establish appropriate definitions and inform the Tier Two survey.  

 The Tier Two survey served as an additional source of baseline data related to the 

tasks and responsibilities assigned to the Chief Mission Officer’s position.  The baseline 

data were collected via an electronic survey utilizing the internet survey tool 

SurveyMonkey®.  After the document analysis of Tier One, a single survey was created 

composed of the similarities demonstrated by the Chief Mission Officer’s job 

descriptions.  The research employed an open-ended question survey format, and the 

online survey invitation was emailed on April 10, 2018, and closed on April 25, 2018 

(see Appendix E).  The electronic survey was sent to the president, principal, and Chief 

Mission Officer in each school.  Eleven of the twelve surveys were completed.  The data 

collected from the Tier Two surveys were then used to inform the semi-structured Tier 

Three interview questions.  
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 Finally, in Tier Three, the researcher collected data in the form of 45 to 60-minute 

semi-structured interviews with each of the research participants.  As the positions 

responsible for meeting the faith formation needs and maintaining the charism of their 

school community (Dygert, 1998; Fussell, 2016), the president, principal, and Chief 

Mission Officer at each site provided critical information needed by the researcher to 

inform a framework of best practice for Catholic secondary education.   

Ethical Considerations 

 Several ethical concerns needed to be addressed before undertaking this multi-site 

qualitative study.  Chief among the ethical concerns was the potential for researcher bias 

and the need to protect the confidentiality of the research participants.  Having worked 

his entire professional career up to this point in Catholic secondary education, the 

researcher has his own opinions and beliefs about lay leadership and maintaining mission 

and charism within a Catholic secondary school setting.  Therefore, it was essential for 

the research to use the data gathered in Tier One and Tier Two to inform the Tier Three 

semi-structured interviews and give careful attention not to ask leading questions nor 

skew the interview in a particular direction.  

 Sandelowski (1993) described member check, or member validation, as a 

technique used to establish validity by which research participants confirm the data 

collected to be an authentic representation.  From this technique, researchers deliberately 

incorporate procedures by which the research participants can check the "accuracy" and 

"adequacy" of the researcher's data (p. 4).  The researcher utilized member checking to 

mitigate any potential research bias.  
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 An additional source of bias the researcher accounted for during this study is the 

researcher’s familiarity with the three sites selected for the proposed study.  As disclosed 

earlier as a limitation in Chapter 1, one of the sites selected for inclusion in this study is a 

school sponsored by the Congregation of Holy Cross.  While the researcher had never 

worked at the selected school, the researcher was employed at another school sponsored 

by the Congregation of Holy Cross.  Additionally, the researcher attended one of the 

other selected sites as a student while the researcher was in high school.   Creswell and 

Poth (2018) explained that researchers must use caution when under circumstances of 

familiarity so as not to be seen as an investigator with an agenda probing for information. 

IRB approval for this methodology and bias mitigation plan was granted on March 8, 

2018 (see Appendix A). 

Data Analysis Plan 

 In addition to utilizing a multiple-case design, the researcher also employed an 

interpretive framework to guide the research practice (Creswell and Poth, 2018).  The 

analysis of the three Chief Mission Officer’s job descriptions underwent an interpretive 

model to hand-annotate, code, and theme the documents.  Though the literature review 

provides some details as to what charism promulgation could look like in a school 

setting, premediated coding and theming did not occur before analyzing the Tier One 

data.  

 Using SurveyMonkey® to collect additional baseline data assisted the researcher 

in organizing the participant responses.  Similar to the Tier One analysis, the researcher 

did not create premediated codes and themes but instead used the codes and themes 

created from Tier One analysis.   
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 Data from Tier Two surveys were used to inform the semi-structured interview 

questions for Tier Three personal interviews.  The social constructivist paradigm enabled 

the researcher to utilize open-ended questions to explore a complexity of views and 

understand how cultural and historical norms have been formed (Creswell & Poth, 2018).  

As this study sought to examine the practices and responsibilities of the Chief Mission 

Officer as it relates to sustaining charism in religious order-sponsored Catholic secondary 

schools, open-ended questioning best allowed the researcher to inductively develop a 

theory or “pattern of meaning” from the data collected (Creswell & Poth, 2018, p. 24).  

The researcher used audio recording technology during the 45 to 60-minute semi-

structured interviews for Tier Three data collection.  The research participants were 

notified in writing before the interview (see Appendix B) and were given a hard copy 

notification of the permission to record and the participant’s Bill of Rights (see Appendix 

C and Appendix D) at the time of the interview.   

 The researcher employed the services of Rev.com® software to transcribe the 

audio recordings collected during the Tier Three interviews.  The transcription of the 

audio recordings occurred immediately following the conclusion of each on-site 

interview.  In addition to aiding the researcher in organizing the data, the use of 

Rev.com® also allowed the research data to undergo member checking.  Clark (2015) 

utilized a method of sending a copy of the transcripts to each interview participant.  The 

use of member checking allowed the participant to not only fact check, but also gave the 

participant the opportunity to withdraw from the research, edit his/her remarks, or 

approve the transcript unedited.  Once the on-site interviews were completed, the audio 
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recordings were transcribed, and the transcripts underwent member checking, the Tier 

Three data followed the earlier patterns of coding and theming. 

The Researcher’s Role 

 The Chief Mission Officer’s position in secondary education appears to be a 

relatively new position.  The faith formation needs and responsibility for maintaining the 

charism of a school community, previously reserved as the shared responsibility of the 

president and principal have now been delegated to a new role in the form of a vice 

president’s position.  With his entire professional career spent working in religious order-

sponsored Catholic secondary schools, the researcher has personally experienced and 

witnessed charism sustainability efforts by religious, laity, and committee models.  

 When the researcher considered exploring charism sustainability in a secondary 

school setting the researcher believed that he needed to hear from experts in charism 

transmission.  Though one of the researcher’s dissertation committee members, Dr. 

Timothy Cook, is one of the foremost experts on the topic of charism transmission in 

Catholic education, it was one of Cook’s writing that helped guide the researcher’s 

pursuit of a qualitative multi-site case study approach.  In his book Charism and Culture: 

Cultivating Catholic Identity in Catholic Schools, Cook (2015) explained that each school 

has its own charismatic identity. Initially, the researcher had considered examining a 

single school community to ascertain how a school identifies their charism.  After 

exploring this idea and reflecting on Cook’s explanation of charism as a unique identity, 

the researcher determined the merits of that original research idea to be too narrowly 

defined. Instead, the researcher sought a level of generalizability from his research 

findings in an attempt to assist the greater population of Catholic secondary education.  
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Creswell and Poth (2018) explained that through a multi-site qualitative case study, 

researchers do have the ability to generalize their findings.  By examining the practices of 

charism sustainability at three schools, each with their own charismatic identity, and each 

with their own unique efforts for addressing the charismatic needs of their school 

community, the researcher accomplished his own goals of becoming an expert in charism 

sustainability and transmission.   

Summary 

 Seeking to create a framework of evidence-based recommendations for Catholic 

secondary school leaders composed of best practices for enhancing the sustainability of 

charism transmission in religious order-sponsored Catholic secondary schools, this 

qualitative multi-site research study focused on the position of Chief Mission Officer, 

rather than the person in the position.  This Dissertation in Practice examined the charism 

sustainability practices of three Chief Mission Officers at three Catholic secondary 

schools sponsored by three different religious orders.  The researcher adopted a three-

tiered data collection procedure to complete this qualitative research study.  Tier One 

examined the Chief Mission Officer’s job descriptions, while the open-ended survey 

responses of presidents, principals and Chief Mission Officers provided further baseline 

data in Tier Two.  In the final tier, Tier Three, the researcher utilized semi-structured 

interviews with the Chief Mission Officers, presidents and principals at the three selected 

schools as the final data collection tool.  Using an interpretive framework within a multi-

site case study approach, the research gained a greater understanding of the practices and 

responsibilities of the position of Chief Mission Officer in sustaining a school’s mission 
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and charism.   The data collected was analyzed, and the study results and emergent 

themes will be explained further in chapter four. 
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CHAPTER FOUR: FINDINGS 

Introduction 

Over the past twenty-five years, most of the Catholic schools founded and 

sponsored by religious orders in the United States have changed from having a majority 

of religious brothers, sisters, and priests among the faculty and staff, to the present day in 

which lay teachers and administrators are the norm.  As religious order-founded Catholic 

secondary schools shifted to lay leadership and agreements of sponsorship, the president 

and principal were typically identified as the torchbearers of a school’s charism.  Dygert 

(1998) concluded the president and principal share the responsibility for maintaining the 

identity of the founding religious order and fostering the school’s spiritual capital.  

Several more recent studies sought to examine the relationship between founding 

religious orders and the charism operating within their sponsored institutions.  One of the 

most pervasive themes to emerge from these recent studies has shown to be the need for 

religious order-sponsored schools to give more attention to future efforts of charism 

sustainability (Clark, 2015; Fisher, 2003; Fussell, 2016; Rentner 2010).   

Seeking to find a way to give more focused attention toward meeting the faith 

formation needs of their school communities, an increasing trend in Catholic secondary-

education has found religious order-sponsored schools creating and hiring an executive 

leader as the school’s Chief Mission Officer (CMO).  While the creation of this position 

reflects Catholic education’s commitment to maintaining charism, the Chief Mission 

Officer’s position in Catholic secondary-education has yet to be studied.  Because some 

religious order-sponsored secondary schools have charged the Chief Mission Officer with 

the responsibility for promoting the school’s unique charism, the present examination of 
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the Chief Mission Officer's position was deemed a necessary step toward guiding 

Catholic school leaders toward establishing a stronger culture of charism transmission 

and sustainability. 

Given the importance of addressing the faith-formation and charism sustainability 

needs in Catholic secondary-education, a central research question guided the present 

study - what practices and responsibilities influence a Chief Mission Officer’s ability to 

sustain charism in a religious order-sponsored Catholic secondary school? From this 

central question emerged additional sub-questions:  

What informal functions of the position does the Chief Mission Officer perceive 

as contributing toward sustaining the religious order’s mission and charism within 

the school?   

What formal functions of the position does the Chief Mission Officer perceive as 

contributing toward sustaining the religious order’s mission and charism within 

the school?   

How does this position work in conjunction with the president and principal to 

share responsibility for maintaining mission and charism?  

How, if in any way, does the position vary among schools sponsored by different 

religious orders?   

Purpose of the Study 

The purpose of this qualitative, multi-site case study was to examine the practices 

and responsibilities of the position of Chief Mission Officer at three religious order-

sponsored Catholic secondary schools.  As Catholic schools prepare for the future, 
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identifying areas of best practice can assist the Chief Mission Officer’s efforts in 

sustaining the mission and charism of their sponsoring religious community. 

Aim of the Study 

Focusing on the position of Chief Mission Officer, rather than the person in the 

position, the aim of this Dissertation in Practice was to create a framework of evidence-

based recommendations for Catholic secondary school leaders composed of best practices 

for enhancing the sustainability of charism transmission in religious order-sponsored 

Catholic secondary schools through the Chief Mission Officer’s position.   

Summary and Presentation of the Findings 

Seeking to gain a greater understanding of the complexity of sustaining charism in 

religious order-sponsored secondary schools, this dissertation in practice sampled three 

Catholic secondary schools, each of which was founded and is sponsored by a different 

religious order.  Of the three schools selected, one school represented a religious order of 

priests (Jesuit), another school represented a religious order of brothers (Congregation of 

Holy Cross), and the final school represented a religious order of sisters (Congregation of 

St. Joseph).  This qualitative multiple-site case study adopted a three-tiered data 

collection strategy.  Tier One utilized a document analysis that informed Tier Two.  Tier 

Two collected data as open-ended surveys.  The data collected from Tier Two informed 

the Tier Three in-person interviews with the president, principal, and Chief Mission 

Officer at each of the three institutions.  Each tier of data collection informed the data 

collection of its proceeding tier.  In the presentation of the data, references to comments 

from school documents and research participants are bracketed and can be found in the 

audit trail (see Appendix H).  This chapter presents the results obtained from the 
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document analysis of three CMO job descriptions, eleven open-ended online surveys, and 

an analysis of the twelve interviews with educational leaders.  The themes that emerged 

are presented along with examples of evidence for each theme.  This chapter is divided 

into five sub-headings:    

● Tier One Findings	

● Tier Two Findings	

● Tier Three Findings	

● Analysis and Synthesis of Findings	

● Chapter 4 Summary	

Tier One Findings 

Tier One was a document analysis of the job descriptions for the Chief Mission 

Officer at each school.  Earlier studies and explanations of charism transmission focused 

on determining effectiveness by measuring the presence of charism in a school 

community (Brandao, 1993; Brien & Hack, 2011; Cook & Simonds, 2011; McNicholas, 

1990).  Each of these explorations of transmission effectiveness utilized appropriate 

documentation to establish a definition from which a questionnaire or interview protocol 

was developed.  For this study, the researcher used the three Chief Mission Officers’ job 

descriptions as the foundational documentation to establish appropriate definitions and 

inform the Tier Two survey. 

Congregation of St. Joseph Job Description 

 The job description for the Chief Mission Officer employed at the Congregation 

of St. Joseph (CSJ) secondary school included in this study reports to the president under 

the job title of Vice President of Mission.  The job description for this Chief Mission 
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Officer’s position had four components: position overview, essential skills, primary 

duties and responsibilities, and the requirements of any person applying for the position.  

With twelve distinct primary duties and responsibilities, the Vice President of Mission is 

expected to promote the values and charism of the Congregation of St. Joseph and 

integrate them into all aspects of the high school [1].  Serving as the liaison to the 

school’s President and Board of Directors, the Vice President of Mission serves on the 

School Leadership Team and oversees outreach to all persons connected with the school 

community: students, faculty, staff, parents, families, alumni, and the neighboring 

community.  

Congregation of Holy Cross Job Description 

The job description for the Chief Mission Officer employed at the Congregation 

of Holy Cross secondary school included in this study reports to the president under the 

job title of Vice of Mission Effectiveness.  The job description for this Chief Mission 

Officer’s position had two components: nature and scope of the job, and job functions 

and responsibilities.  With twenty-nine distinct job functions and responsibilities, the 

Vice President of Mission Effectiveness works collaboratively with the president, 

principal and other members of the school’s Executive Team to further the school’s 

strategic faith formation objectives [2].  Responsible for infusing all aspects of the 

Catholic Church, Congregation of Holy Cross, and the school’s mission statements 

throughout all aspects of the school community, this Chief Mission Officer oversees the 

faith formation of the students, faculty, staff, parents, families, alumni, administration, 

and Board of Trustees. 
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Jesuit Job Description 

The job description for the Chief Mission Officer employed at the Jesuit 

secondary school included in this study reports to the president under the job title of Vice 

& Chief Mission Officer.  The job description for this Chief Mission Officer’s position 

had three components: purpose, essential job functions, and the required qualifications of 

any person applying for the position.  With twenty-one distinct essential job functions, 

the Vice President & Chief Mission Officer serves as the advisor to the president and the 

Board of Directors on all matters involved with preserving and enhancing the Ignatian 

and Jesuit identity of the school [3].  This Chief Mission Officer is responsible for 

ensuring the school’s mission statement is actively ingrained into the culture of the 

school by designing and overseeing the implementation of spiritual formation 

opportunities for faculty, staff, board members, parents, and alumni.   

Tier One Data   

The following categories, outlined alphabetically in Table 1, emerged from the 

document analysis of three Chief Mission Officers’ job descriptions.  

Table 1 

 Tier One Categories and Codes 

 Category             Responsibilities        Job Descriptions  
    Coded   Coded 

            n = 62     n = 3 
 Advisor/Liaison            18                  3                .																
    CSJ           3        1 
    Holy Cross                          7                   1 
    Jesuit                                   8                   1 

Assessment and Evaluation           9        3                .															 
    CSJ           1        1 
    Holy Cross          3        1 
    Jesuit           5        1 
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Table 1 (continued) 

 Tier One Categories and Codes 

 
Collaboration             10       3                .															 

    CSJ           2        1 
    Holy Cross          5        1 
    Jesuit           3        1 

Formation             19       3                .															 
    CSJ           4        1 
    Holy Cross          12       1 
    Jesuit           3        1 

Outreach             6        3                .															 
    CSJ           2        1 
    Holy Cross          2        1 
    Jesuit           2        1 

From the combined sixty-two roles and responsibilities required of the three Chief 

Mission Officers as outlined by their job descriptions, the following categories emerged 

from the Tier One data: (a) the CMO acting as an advisor/liaison; (b) the responsibilities 

of assessment and evaluation; (c) working collaboratively with school stakeholders; (d) 

developing and executing formation programs for the school community; and (e) 

fostering outreach to both school and community members. 

Category A: Advisor/Liaison 

 The terms advisor or liaison were either explicitly used or intrinsically implied 

throughout the three Chief Mission Officer’s job descriptions.  Charged to: “act as a 

liaison to the Alumni Office to incorporate the mission and values of the Congregation of 

Holy Cross [4]” demonstrates one explicit function of the Holy Cross CMO, while 

ensuring “the accessibility of the President’s office to internal and external stakeholders 

[5]” demonstrates an implied function of acting as advisor/liaison for the Jesuit CMO.  

Whether explicit or implied, three sub-functions emerged as essential job responsibilities 
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of a Chief Mission Officer fulfilling the role of Advisor/Liaison: curriculum and 

instruction; sponsoring order/province; and strategic initiatives and planning.  

Curriculum and Instruction. “Assist administration and department leaders in 

integrating CSJ Mission in activities, projects, curriculum and lesson plans [6]” and “co-

chair meetings with Department Chairs to communicate the mission and values of the 

Congregation of Holy Cross throughout the school’s curriculum [7]” is the first sub-

function shared by the Chief Mission Officers of both the CSJ and Holy Cross sponsored 

schools.  Acting as an advisor, the Chief Mission Officer is responsible for charism 

integration related to curriculum and instruction. 

Sponsoring Order/Province. Maintaining a relationship to the sponsoring 

order/province is a chief responsibility of the Holy Cross and Jesuit CMOs.  The Holy 

Cross CMO is charged to be the “liaison to the Congregation of Holy Cross, the Holy 

Cross Institute, and the Diocese of Cleveland [8],” while the Jesuit CMO is similarly 

responsible for maintaining “a quality relationship between the Provincial’s Office and 

Secondary Education Assistant” [9].  By acting as a liaison between the school and 

sponsoring order/province, the CMO can also serve as an advisor to the president and 

principal on matters of formation, resource allocation, and collaboration opportunities 

within the sponsoring order/province.   

 Strategic Initiatives and Planning. The Chief Mission Officers at each of the 

three schools share the essential job function of acting as an advisor to the president and a 

liaison to the Board of Directors in matters of carrying out strategic initiatives and 

planning.  The CSJ Chief Mission Officer not only participates in leadership and Board 

of Director meetings but is responsible for also “bringing the lens of the CSJ charism to 
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bear on all planning and decision-making” [10].  Working “closely” with the “President 

and Cabinet,” the Holy Cross CMO also works to “incorporate mission and values of the 

Congregation of Holy Cross” on “strategic objectives” [11].  Similarly, the Jesuit CMO 

not only serves as liaison to the “Apostolic Objectives Committee,” and the “Governance 

Committee,” but the Chief Mission Officer also “advises the President” and “assists 

Executive Committee” regarding “strategic and operational issues” [12].  

Category B: Assessment and Evaluation 

 A school community can gain systematic insight into their curriculum, programs 

and identity as a school through processes of assessment and evaluation.  For instance, 

the Holy Cross CMO is responsible for evaluating the “instructional programs of the 

school” to ensure curriculum alignment with the “school’s Holy Cross mission” [13].  

The Jesuit CMO, however, utilizes “formal and informal meetings” with “internal and 

external” stakeholder to “assess” the school’s “mission effectiveness” [14].  What a 

school chooses to evaluate and how they decide to evaluate are often unique to the 

school.  However, an examination of the three job descriptions each identified ‘mission 

assessment’ as a responsibility, characteristic of all three Chief Mission Officer’s 

position.  

 Mission Assessment.  Though the timelines vary for each of the three schools, 

each Chief Mission Officer is responsible for a ‘mission effectiveness’ evaluation as 

required by their school sponsorship agreement with their founding religious order.  The 

CSJ Chief Mission Officer is responsible for developing a process of “annual” 

assessment to “evaluate mission effectiveness,” present “commendations,” and make 

“recommendations” for enhancing the mission and charism of the school community 
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[15].  The Holy Cross CMO coordinates a “biennial Sponsorship Visit” and is responsible 

for “gathering information and reports” demonstrating growth in areas of 

recommendation from the previous Sponsorship Visit [16].  Ensuring all operations of the 

school “emanate from the Spiritual Exercises,” the Jesuit CMO oversees “the conduct of 

the Province’s Ignatian Identity evaluation” every five years [17].  Whether annually, 

biennially, or every five years, the Chief Mission Officers share the responsibility to 

conduct a mission effectiveness evaluation, make recommendations from the review, and 

demonstrate growth between assessments.   

Category C: Collaboration 

 Advising school decision-makers, acting as a trusted liaison, conducting 

assessments and evaluations, coordinating formation initiatives and extending efforts of 

outreach to outside members of school and community requires collaboration among the 

administration, faculty, and staff.  From the category of collaboration, three sub-functions 

emerged as essential job responsibilities of a Chief Mission Officer: collaboration with 

Campus Ministry; collaboration with other network schools; and collaboration for hiring.    

 Collaboration with Campus Ministry. Coordinating efforts for providing retreats, 

liturgies, prayer services and service programs for students, faculty and staff, is a primary 

duty for the CSJ and the Holy Cross Chief Mission Officers.  The CSJ Chief Mission 

Officer collaborates with “CORE (Christian Outreach & Religious Education) Ministry 

Department [18]” while the Holy Cross CMO collaborates with “the Director of Campus 

Ministry and the Director of Student Life and Leadership” [19].  By collaborating with 

CORE Ministry and Campus Ministry and Student Life Directors, the CSJ and the Holy 
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Cross Chief Mission Officers can ensure the school’s charism and identity are integrated 

throughout the schools liturgical, retreat and service programs.    

 Collaboration with Other Network Schools. Fostering relationships with sister-

schools within the sponsoring network is another way in which at least the CSJ and Jesuit 

Chief Mission Officers are responsible for collaborating within their position.  

Collaboration occurs for the CSJ CMO through “maintaining relationships” with the two 

other CSJ secondary-schools and sharing “CSJ programs and practices” [20].  Likewise, 

the Jesuit CMO collaborates with the “Jesuit Schools Network and Provincial office” to 

work cooperatively with “other Jesuit institutions to facilitate and improve formation 

programming” [21].  Collaboration between CSJ or Jesuit CMO with other network 

schools allows for sharing of “best practices” [22] and “standards of mission 

effectiveness” [23].  

 Collaboration for Hiring.  Another area of collaboration that emerged from the 

document analysis of the three Chief Mission Officers’ job descriptions dealt with 

recruiting, hiring and retaining employees.  Collaborating with the president, principal, 

and department chairs, the Holy Cross CMO is an “essential team member” for hiring 

and retaining the “best faculty and staff members, consistent with the mission of a Holy 

Cross high school” [24].  Similarly, the Jesuit CMO “collaborates with the Human 

Resources Manager” to “interview applicants” to ensure the applicant is “open to spiritual 

growth” and “willing to promote Ignatian mission” within their position [25].  Assisting 

with the hiring of new employees ensures the new employee is a “mission-driven 

educator” [26].  
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Category D: Formation 

 As the faith formation leader of the school, the roles and responsibilities of the 

Chief Mission Officer are rooted in the mission and charism of the founding order.  With 

nineteen different roles and responsibilities related to ‘formation’ nearly one-third of the 

combined functions and responsibilities of the three Chief Mission Officers are related to 

efforts of formation.  More specifically 25% of the CSJ Chief Mission Officer’s job 

description, 41% of the Holy Cross Chief Mission Officer’s job description, and 14% of 

the Jesuit Chief Mission Officer’s job description are responsible for their school’s faith 

formation.  Two sub-functions emerged as essential job responsibilities shared by all 

three of the Chief Mission Officers’ job descriptions examined in the present study: 

onboarding and in-services; and mission enrichment opportunities.  

 Onboarding and In-Services. Development and implementation of resources, 

programs, and educational experiences for new and returning employees are one of the 

several ways the job descriptions for the three Chief Mission Officers explain the 

position’s responsibility toward forming employees in the school’s mission and the 

charism of the sponsoring order. Providing orientation to “all new administration, faculty, 

staff, and board members,” [27] coordinating “new employee mission days,” [28] and 

developing and implementing “new faculty and staff formation programs and 

opportunities” [29] demonstrate the Chief Mission Officer’s role in onboarding new 

employees in the mission and charism of the school.  Continued formation in the form of 

educational in-services for the entire faculty and staff occur throughout the year in each 

of the three schools.  For all faculty and staff working in the CSJ-sponsored school, 

mission in-services occur “once a semester” [30].  In-service sessions centered on the 
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school’s mission and identity occur “quarterly” in both the Holy Cross-sponsored school 

and the Jesuit-sponsored school [31,32].  

 Mission Enrichment Opportunities. Referred to as “Spiritual Life Enrichment” in 

the CSJ Chief Mission Officer’s job description, mission enrichment opportunities are 

described within this sub-function as extracurricular formation opportunities outside 

mandatory mission-centered in-services [33].  “Provide opportunities for enrichment of 

the spiritual life,” [34] “coordinate spiritual venues providing opportunities for spiritual 

growth,” [35] and “coordinate spiritual formation through prayer, spiritual direction, and 

an annual retreat” [36] are some of the ways the Chief Mission Officer’s provide mission 

enrichment opportunities for their school’s administration, faculty, staff, parents, alumni 

and board members.  The Holy Cross CMO also coordinates an “annual Coaches Retreat 

with the Athletics Department” as well as coordinating faculty and staff attendance at 

“the Holy Cross Institute Convocation” and the annual “NCEA Convention” [37].  The 

Jesuit CMO provides spiritual guidance for “adults making the Spiritual Exercises” as a 

part of their formation efforts [38].  

Category E: Outreach 

 Care for community members, mission sites, geographic community and religious 

life are functions attributed to the three Chief Mission Officers allowing the school’s 

mission and charism to expand beyond the walls of the school and extend to others. The 

CSJ Chief Mission Officer and Holy Cross Chief Mission Officers are both responsible 

for “fostering” [39] and “expanding” [40] the school’s relationship with its surrounding 

neighborhood.  Pastoral support was a sub-function of the category ‘outreach’ that was 
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determined to be a function shared by each of the three Chief Mission Officers’ job 

descriptions. 

 Pastoral Support. In times of “illness, death, hardship, etc.,” the CSJ Chief 

Mission Officer will “provide pastoral support for the school community members as 

needed” [41].  Similarly, the Holy Cross Chief Mission Officer provides “mentorship and 

guidance” to “members of the school community” needing “spiritual guidance” [42].  

Finally, the Jesuit Chief Mission Officer directs the “Discernment Program” for “faculty, 

staff, parents, and alumni” seeking “vocational guidance” [43]. Whether in hardship, 

mentorship, or discernment, each Chief Mission Officer also offers pastoral support to 

their school community.   

Tier One Summary 

 The researcher implemented the Tier One document analysis to gather baseline 

information about the Chief Mission Officer’s role at a CSJ-sponsored, Holy Cross-

sponsored and Jesuit-sponsored secondary schools.  In addition to establishing a baseline, 

the data collected in Tier One assisted the researcher in creating future questions and 

protocols related to the present study.  While each job description outlined the Chief 

Mission Officer as responsible for infusing the charism of the founding-religious order, 

the ways in which the CMO positions promulgate the schools’ charisms varied.   

Though each job description outlined school-specific roles and responsibilities, 

the following five categories of job functions emerged in each of the three CMO’s job 

descriptions: (a) advisor/liaison; (b) assessment and evaluation; (c) collaboration; (d) 

formation and (e) outreach.  In addition to the five categories that emerged from the data 

analysis of the three CMO job descriptions, ten sub-functions also emerged as the explicit 
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ways in which one or more of the Chief Mission Officers were charged with carrying out 

the responsibilities of the position.  Table 2, summarizes the document analysis of three 

Chief Mission Officers’ job descriptions. In addition to identifying which Chief Mission 

Officer job descriptions identified responsibility related to the ten sub-functions of the 

five principal categories, Table 2 also identifies the total amount (in %) of references to 

the five principal categories for each Chief Mission Officer from their job descriptions.  

Table 2 

 Tier One Categories and Sub-Functions 

Category CSJ 
Job Description 

Holy Cross 
Job Description 

Jesuit 
Job Description Sub-Function 

Advisor/Liaison  25% 24% 38% 
Curriculum and Instruction X X  
Sponsoring Order/Province  X X 

Strategic Initiatives & Planning X X X 
Assessment and Evaluation 8% 10% 24% 

Mission Assessment X X X 
Collaboration 17% 18% 14% 

Campus Ministry X X  
Network Schools X  X 

For Hiring  X X 
Formation 33% 41% 14% 

Onboarding/In-Services X X X 
Mission Enrichment X X X 

Outreach 17% 7% 10% 
Pastoral Care X X X 

‘X’ indicates job description focused on Category Sub-Function 
% are approximate based upon the number of responsibilities for each job description 

The job descriptions for the three Chief Mission Officers do not identify the 

amount of time each CMO dedicates to their specific roles and responsibilities, nor do the 

job descriptions identify prioritization.  That said, the percentage breakdowns of the 

individual positions allowed the researcher to initially infer how each school sought to 

prioritize the CMO’s responsibilities based upon their job descriptions.  While both the 
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CSJ and Holy Cross job descriptions seemingly prioritized ‘formation,’ the Jesuit CMO 

job description seemingly prioritized ‘advisor/liaison’ above the other four categories.  

Regardless of how the schools individually prioritized the responsibility of their 

respective CMO, the collective analysis of the breakdown of the three job descriptions, 

shown in Table 3, acknowledge each of the five identified categories as collective 

responsibilities of the Chief Mission Officers. 

Table 3 

 Tier One Collective Prioritization of CMO Job Responsibilities 

Category Responsibilities Coded 
n = 62 

CSJ, Holy Cross, and Jesuit 
Collective % 

Advisor/Liaison 18 29% 
Assessment/Evaluation 9 15% 
Collaboration 10 16% 
Formation 19 31% 
Outreach 6 9% 
% are approximate based upon the total responsibilities for the job descriptions 

With varying degrees of prioritization of the five identified categories individually 

for the Chief Mission Officers, Table 2, and collectively for the Chief Mission Officers, 

Table 3, the researcher developed questions rooted in the five categories for the Tier Two 

data collection and analysis outlined in the following section.  

 Tier Two Findings 

The Tier Two survey served as an additional source of baseline data related to the 

tasks and responsibilities as assigned to the Chief Mission Officer.  This baseline data 

was collected via an electronic survey utilizing the internet survey tool SurveyMonkey®. 

The researcher created an electronic survey which was emailed to the president, principal 

and Chief Mission Officer employed at the Congregation of St. Joseph, Holy Cross, and 

Jesuit sponsored secondary schools selected for participation within this study (see 
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Appendix E).  The president, principal, and Chief Mission Officer were selected because 

they were identified as educational leaders whose experience with religious charism and 

mission in a Catholic school setting could share valuable insight on what Catholic 

education can do to be prepared to safeguard the identity of the Catholic schools as the 

presence of religious priests, brothers and sisters working with Catholic secondary 

schools continues to decline.   

Serving as a continuation of the Tier One document analysis, the Tier Two 

SurveyMonkey® employed an open-ended question survey format developed from the 

five categories of: (a) advisor/liaison; (b) assessment and evaluation; (c) collaboration; 

(d) formation and (e) outreach.  Eight (8) of the nine (9) research participants completed 

the survey.  This brief survey consisted of six questions:  

1. What are the successes you perceive at your school related to education and 

formation of your school community in mission and charism? 

2. What are the challenges you perceive at your school related to education and 

formation of your school community in mission and charism? 

3. What structures does your school have in place to promote assessment of the 

strategic objectives as they relate to charism, religious mission, and the Catholic 

identity of the school? 

4. What are future processes and actions you advise your school must take to 

improve formation in the charism? 

5. Can you recall a specific example of a collaborative effort between the Vice 

President for Mission and the president and/or principal related to promoting 

mission and charism for the school community?   
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6. What resources, formation, and other assistance would help you personally lead 

for mission and charism more effectively? 

 The results of this Tier Two data collection further validated the data compiled 

from Tier One related to hiring, onboarding, formation initiatives, and assessment.  

Additionally, the data collected form Tier Two assisted the researcher in the development 

of seven semi-structured interview questions for the Tier Three in-person interview 

protocols. In the presentation of the Tier Two data, references to comments from survey 

participants are bracketed and can be found in the audit trail (see Appendix H). 

1. Successes Forming Community Members 

The first question of the online survey asked the respondents what they believed 

to be the successes in their schools related to educating and forming ‘school members’ 

for mission and charism.  As shown in Table 4, the respondents referenced successes 

related to employees twelve times, while referring successes related to students seven 

times.  The CSJ school leaders mostly referred to employee successes, while the Jesuit 

school leaders referred exclusively to successes as they related to employees.  

Additionally, the Holy Cross school leaders referred exclusively to successes as they 

related to students.  

Table 4 

 Tier Two SurveyMonkey® Question #1 Survey Responses 

1. What	are	the	successes	you	perceive	at	your	school	related	to	education	
and	formation	of	your	school	community	in	mission	and	charism? 

 
 

References to Employee  
Formation 

References to Student 
Formation 

Responses Coded  

n = 8 

 
12 

 
7 
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Table 4 (continued) 

 Tier Two SurveyMonkey® Question #1 Survey Responses 

 
CSJ Responses 

n = 2 

 
4 

 
1 

Holy Cross Responses 

n = 3 

 
0 

 
6 

Jesuit Responses 

n = 3 

 
8 

 
0 

CSJ President did not submit a response. 
 

From the eight answers submitted, the research participants reported eighteen successes 

related to education and forming school members for mission and charism.  The 

following five codes emerged between the two categories ‘employees’ and ‘students’: a – 

employee hiring; b – employee onboarding; c – employee ongoing formation; d – 

students as servant leaders and e – student mission vocabulary.  

 A – Employee Hiring.  The President, CMO, and Principal employed at the 

Jesuit-sponsored secondary school and the CMO at the CSJ-sponsored secondary school 

each reported employee hiring as a success in the formation and education of the school’s 

mission and charism.  The Jesuit President stated the mission of the school has been 

better served “since the school began hiring faculty and staff for mission” [44].  Jesuit 

Principal and CSJ CMO both commented the hiring of new employees had become a 

“priority” [45,46].  A new process of hiring has allowed for “clearly articulating our 

mission and expectations to new hires” according to the Jesuit CMO [47].  

 B – Employee Onboarding.  Integrating new employees into a school community 

and familiarizing the employee with the people, processes, traditions and mission of the 

school requires more than just an orientation session.  The CSJ CMO offered the 
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components that make onboarding a success as “a retreat, reflection, values development, 

and a commissioning ceremony” [48].  The Jesuit CMO also detailed the success of 

onboarding at his school stating: 

 The onboarding is a three-day retreat that introduces new employees to the basics 

of Ignatian Spirituality and our school culture.  It has also proved to be a very 

welcoming bonding experience that fosters deep friendships [49].  

 C – Employee Ongoing Formation.  Similar to the process of onboarding, survey 

respondents explained the need for continued formation experiences beyond an 

employee’s initial onboarding.  “For Board, faculty, and staff” the CSJ CMO replied, 

“ongoing formation based on CSJ values and strategic goals and initiatives occur 

throughout the school year” [50].  The Jesuit President explained the Vice President for 

Mission is responsible for carrying out all ongoing formation programs for faculty and 

staff and detailed: 

The program is a five-year structured formation course in faith and Ignatian 

Spirituality for employees in the first five years of employment at the school [51].  

 Referred to as the “Faculty/Staff Formation Program,” the Jesuit CMO explained 

the program “enhances collegiality” and finds most participating employees making “the 

full Spiritual Exercises of St. Ignatius” [52].  In addition to the five-year formation 

program for all employees, the Jesuit Principal identified ongoing professional 

development for faculty “an explicit requirement that includes a spiritual component” 

[53].  The Jesuit Principal also commented the ongoing professional development of 

faculty to be funded by the school and allowing for personal release time “at the 

discretion of the Vice President of Mission” [54]. 
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 D – Students as Servant Leaders.  Rooted in the mission statements of the CSJ-

sponsored school and the Holy Cross-sponsored school surveyed in this study, some 

respondents identified ‘servant leadership’ [55,56] as a measure of their success in 

education and forming charism.  For the CSJ Principal, students developing as servant 

leaders is a product of the school environment. 

With a vibrant, dynamic, and pervasive culture of service, which is rooted in 

justice and empathy, our success in mission can be seen in our students becoming 

servant leaders [57].   

 The Holy Cross President echoed the CSJ Principal’s response, stating “we will 

be successful if we develop servant leaders for the world” [58].  One way the Holy Cross 

School fosters this success is through the “Holy Cross Servant Leadership Retreat” which 

the Holy Cross Principal explained is a voluntary student program [59].  The Holy Cross 

CMO also referenced the Holy Cross Servant Leadership Retreat and identified the 

retreat as: 

giving students an opportunity to learn ways to incorporate the mission and values 

of the Congregation of Holy Cross in their daily lives [60]. 

 E – Student Mission Vocabulary.  The educational leaders surveyed from the 

Holy Cross-sponsored school perceived success in education and formation of their 

school’s students because of “sharing a common vocabulary” [61].  Using the school’s 

core values as a foundation, the Holy Cross President answered the school is “beginning 

to define the characteristics of a Holy Cross Student” [62].  Additionally, the Holy Cross 

Principal believed “embracing a Holy Cross vocabulary” by the school’s students has 

“strengthened” the school’s mission” [63].  The Holy Cross CMO explained, “common 
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language” related to mission and charism as an “integrated approach” is one of the 

school’s “greatest successes” [64]. 

2. Challenges Forming Community Members 

 While the first survey question sought to gather successes, the second question of 

the online survey sought to ascertain information concerning the challenges the 

respondents perceived in educating and forming ‘school members’ for mission and 

charism.  As shown in Table 5, the respondents referenced challenges related to either 

employees or students and families.  

Table 5 

 Tier Two SurveyMonkey® Question #2 Survey Responses 

2. What	are	the	challenges	you	perceive	at	your	school	related	to	education	and	
formation	of	your	school	community	in	mission	and	charism? 

 
 

Employee  
Challenges 

Student  
Challenges 

Responses Coded 
n = 8 

5 4 

CSJ Responses 
n = 2 

1 1 

Holy Cross Responses 
n = 3 

1 2 

Jesuit Responses 
n = 3 

3 1 

CSJ President did not submit a response. 

From the eight answers submitted, the research participants reported nine 

challenges related to education and forming school members for mission and charism.  

Although the nine challenges are split between the two categories of employees and 

students and families, one code emerged as the major challenged to education and 

formation in mission and charism for both groups: cultural buy-in.  
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 Employees: Cultural Buy-In.  Identified as a strength in response to question one, 

the Jesuit President explained hiring for mission to also be a challenge for the school. 

In the hiring process, we are clear with applicants what would be expected of 

them regarding formation in faith and Ignatian Spirituality.  While many say they 

are open to such formation, we do not always find this to be a case when a 

candidate becomes an employee [65].  

 The Jesuit and Holy Cross CMOs agreed, gaining buy-in from new hires was not 

the only challenge related to organizational buy-in.  The Jesuit CMO explained the school 

does not yet have “effective ways of engaging senior faculty and staff” [66].  The Holy 

Cross CMO identified a similar challenge of formation in the charism. 

I would say the biggest challenge is and has been getting buy-in from ALL the 

faculty and staff members.  A sizeable majority of faculty and staff members 

believe in the mission and are willing to find their way to be a part of it, but there 

are still some who see their job in a very specific and subject-oriented way.  

E.g.,[sic] I teach math, or I coach golf, and the ‘mission’ is for the Vice President 

and Campus Ministry Departments [67].  

 CSJ CMO explained the need to place “emphasis on fit” when hiring to be able to 

“sustain a mission-driven faculty” [68]. 

 Students and Families: Cultural Buy-In.  For students and their families, some 

respondents explained school choice and diversity might be responsible for the 

challenges of gaining cultural buy-in.  CSJ Principal explained that as the academic 

reputation of the school has grown, the school has:  
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attracted many families who choose the school for reasons less directly related to 

our Catholic mission [69].   

 The Holy Cross Principal also noted the school now has “more students who are 

not active in their parish” [70].  The Holy Cross President used the term “consumer 

Catholics” to explain the challenges of gaining buy-in from students and their families 

[71].   

Today’s parents I call ‘consumer Catholics.’  Some will come because you show 

excellence, strong academics, strong college placement, and strong 

extracurriculars, not the faith component.  The challenge is to be true to our 

mission at all times yet be open to all who buy into our mission, no matter what 

their individual backgrounds [72].    

 Additionally, the Jesuit Principal explained students of “different faith 

backgrounds” and “variance of where students are in their spiritual journeys” complicate 

formation programming [73]. 

3. Assessing Strategic Objectives  

 From the combined sixty-two roles and responsibilities required of the three Chief 

Mission Officers’ job descriptions as outlined in Tier One, nearly 15% of those roles 

involved assessment and evaluation.  Therefore, the third survey question asked the 

research participants to identify the structures and processes in place at the school used to 

assess strategic objectives related to mission and charism.  As shown in Table 6, the 

responses from seven research participants reported sixteen processes of assessing 

mission and charism driven strategic objectives. The following four categories of 
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assessment emerged as codes from the research participant’s responses: a) employee 

assessment; b) school assessment; c) strategic planning and d) student programming.  

Table 6 

 Tier Two SurveyMonkey® Question #3 Survey Responses 

3. What	structures	does	your	school	have	in	place	to	promote	assessment	of	the	
strategic	objectives	as	they	relate	to	charism,	religious	mission,	and	the	Catholic	

identity	of	the	school? 
 
 

Employee  
Assessment 

School 
 Assessment 

Strategic 
Planning 

Student 
Programming 

Responses Coded 

n = 7 

 
4 

 
4 

 
4 

 
4 

CSJ Responses 

n = 2 

 
0 

 
2 

 
1 

 
2 

Holy Cross 

Responses 

n = 3 

 
2 

 
1 

 
1 

 
2 

Jesuit Responses 

n = 3 

 
2 

 
1 

 
2 

 
0 

CSJ President and Holy Cross Principal did not submit a response. 
A – Employee Assessment.  Faculty and staff “goal setting,” [74] reporting 

“accomplishments,” [75] “reflecting on the core values,” [76] and “formal meetings with 

the Principal and Vice President for Mission” [77] are the ways in which the Holy Cross 

President, the Holy Cross CMO, the Jesuit President, and the Jesuit CMO identified 

structures of employee assessment related to mission and charism.  Identified by the 

Jesuit President as a year evaluation process, the Jesuit CMO further explained the 

employee evaluation process. 

All employee performance assessments contain references and expectations 

regarding personal growth according to the five values of Jesuit education: Open 
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to Growth; Intellectually Competent; Loving; Religious; and Committed to Doing 

Justice.  Goals are set every year by the employee and his/her department chair or 

supervisor [78].  

 The Holy Cross President also identified “reflection” through the process of “self-

evaluation” to be “an essential component of promoting personal growth and 

development” for school faculty and staff [79].  Holy Cross CMO briefly mentioned 

“integration of mission into their lesson planning” to also be a means by which faculty is 

evaluated by the CMO and Principal [80].   

 B – School Assessment.  As a school sponsored by a religious order, sponsorship 

agreements often require a school-wide assessment of mission.  While the Jesuit 

President and Holy Cross President mentioned assessments by their sponsoring orders, 

the CSJ CMO and CSJ Principal identified a school-wide assessment with an outside 

consultant.  The Holy Cross President described the school assessment as a “visit” 

occurring “every two years” to assess the school’s progress of “living” the Holy Cross 

Mission [81].  Jesuit President referred to the school assessment as an “audit” occurring 

“every five to six years” that is “coordinated by the Vice President for Mission” [82].  

The Jesuit President explained that 

These Ignatian Identity Visits focus on how our institution lives out our Catholic 

and Jesuit Identity.  Focus of the audit is placed on theological formation, Campus 

Ministry, service, and spiritual formation [83]. 

 Though not conducted by the Congregation of St. Joseph, the CSJ Principal stated 

the school had recently contracted an outside consultant “Managing for Mission” [84].  In 

a similar way to the Ignatian Identity Visit employed at the Jesuit School, the CSJ 
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Principal explained the “Vice President for Mission” is responsible for “coordinating the 

Mission Assessment” [85].  The CSJ CMO explained the mission assessment included 

“faculty, staff, Board, alumni, and parents” and the results of the study “developed new 

mission initiatives for the school” [86].  Each school utilizes some sort of mission 

assessment for their school community. 

 C – Strategic Planning.  Like the previous category ‘school assessment,’ at least 

one educational leader from each school in the study referenced the importance of 

strategic planning.  The CSJ CMO stated the “mission initiatives” for the school became 

a “focus of the school’s new strategic plan” [87].  The Holy Cross CMO referenced 

objectives related to mission, charism, and identity as needing to be a “prioritized” [88].  

The Jesuit CMO also explained the need for strategic planning prioritization. 

Strategic plans always contain key result areas that focus on mission, Catholicity, 

and Jesuit components.  These components are prioritized and measured at the 

same level as all other goals [89]. 

 In addition to prioritizing mission and charism in the strategic planning process, 

the Holy Cross President stated the “VP reports annually to the Board on the school’s 

Holy Crossness” [90].  

 D – Student Programming.  In addition to the faculty’s curriculum review 

conducted by the Holy Cross Principal and Holy Cross CMO, the Holy Cross CMO 

identified “implementing charism” into the school’s service learning program as allowing 

for “regular assessment and check-in with all students” [91].  Additionally, the Holy 

Cross President explained: “student surveys” are conducted each year to “try to assess 

students’ progress along the charisms” [92].  Finally, the CSJ Principal mentioned a 
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“capstone process for graduating seniors” the school is currently developing based on the 

schools “Character of a Graduate Statement” [93].  

4. Future Actions to Improve Formation 

 Creating strategic objectives from school-wide assessments and evaluations 

requires one to develop goals and set future directions to improve enculturation.  The 

fourth question of the online survey asked survey participants to explain what they saw as 

future actions needed to enhance charism formation in the school.  As shown in Table 7, 

the respondents referenced future actions related to employee formation eight times, 

while referencing future actions pertaining to student formation three times.  

 From the eight answers submitted, research respondents reported eleven future 

directions necessary for improving the formation of the charism for the school.  A 

formalized approach to lay vocational formation for employees and comprehensive 

programming for students emerged as the two future directions needed in the CSJ, Holy 

Cross, and Jesuit secondary school surveyed in this study. 

Table 7 

 Tier Two SurveyMonkey® Question #4 Survey Responses 

4. What	are	future	processes	and	actions	you	advise	your	school	must	take	
to	improve	formation	in	the	charism? 

 
 

Future Employee  
Formation 

Future Student  
Formation 

Responses Coded 

n = 8 

 
8 

 
3 

CSJ Responses 

n = 2 

 
2 

 
0 

Holy Cross Responses 

n = 3 

 
3 

 
2 
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Table 7 (continued) 

 Tier Two SurveyMonkey® Question #4 Survey Responses 

Jesuit Responses 

n = 3 

 
3 

 
1 

CSJ President did not submit a response. 

 Employees: Lay Vocational Formation.  In response to the successes and 

challenges surrounding formation efforts, the Jesuit President identified “hiring for 

mission” as both a success and a challenge [94].  Looking forward to future actions 

needed to improve formation of charism, the Jesuit President again responded regarding 

the hiring process.  

 Our school must remain committed to hiring for mission and forming for  

mission.  To do any less is to risk the weakening of our charism and the 

‘secularization’ of our brand [95]. 

 The Jesuit CMO also mentioned a commitment to the “process of hiring for 

mission” because of “declining religious vocations” and calls for the “focus on lay 

formation” “necessary” [96].  Holy Cross President offered the same sentiment, stating:  

We all face a lack of religious – we have gone from a high of 45 brothers to 3 

brothers currently [97].   

In the rapid decline of religious vocations, the CSJ Principal is “looking to the VP 

of Mission to increase lay leadership and formation programming” [98].  The CSJ CMO, 

however, believe a “more formalized formation process” is necessary to increase 

participation and form in the charism [99]. 

 Students: Comprehensive Programming.  In addition to future lay vocational 

programming for school employees, study participants believed additional programming 
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is necessary for students.  The Holy Cross CMO would like to develop a “comprehensive 

plan” for using the “athletic program to form students in the charism” [100].  Likewise, 

the Jesuit CMO would like to develop a “comprehensive model” for “broadening the 

diversity” of the student population through the “Admissions Office” [101].  Charism 

programming that extends beyond “Campus Ministry, service requirements, and the 

Religious Studies Curriculum” is how the Holy Cross President envisions future 

comprehensive programming for forming students in the charism [102].  

5. Collaborative Efforts Between CMO and President/Principal 

 Collaborative efforts between the Chief Mission Officer and the president and/or 

principal accounted for ten of the sixty-two roles and responsibilities required of the 

Chief Mission Officers’ job descriptions as outlined in Tier One.  The data generated 

from the responses submitted by the research participants, as outlined in Table 8, presents 

collaboration as an essential component to the success of the CMO’s position. 

Table 8 

 Tier Two SurveyMonkey® Question #5 Survey Responses 
5. Can	you	recall	a	specific	example	of	a	collaborative	effort	between	the	
Vice	President	for	Mission	and	the	President	and/or	Principal	related	to	

promoting	mission	and	charism	for	the	school	community? 
School President 

Responses 
n = 2 

Collaboration with Chief Mission Officer occurs ‘daily,’ 
‘ongoing,’ and ‘inherently.’ 

Chief Mission 
Officer Responses 

n = 3 

‘All’ ‘student initiatives,’ ‘academic planning,’ and 
employee ‘formation initiatives’ occur through 
collaboration with President and/or Principal. 

 
School Principal 

Responses 
n = 3 

Collaboration with Chief Mission Officer occurs 
“regularly” during ‘observation,’ ‘evaluations,’ and 

‘hiring’ of employees. 
CSJ President did not submit a response. 
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 For the first time in the examination of the data, the researcher discovered all the 

responses aligned with the position responding to the question.  The two presidents, three 

Chief Mission Officers, and three principals responded in kind regarding collaborative 

efforts related to promoting mission and charism. 

 President’s Collaboration with CMO.   Serving as the “special assistant” [103] or 

“right-hand” [104] of the president, both the Holy Cross President and the Jesuit 

President responded that collaboration is part of the structure of the CMO position.  The 

Jesuit President stated collaboration occurs “on a daily basis and is inherent in our 

school’s administrative structure” [105].  Similarly, the Holy Cross President remarked 

that collaboration is “daily” and “ongoing” as the school works to “more closely align 

every-day decision making with mission and charism” [106].   

 CMO’s Collaboration with President and/or Principal.  The CSJ, Holy Cross, 

and Jesuit CMOs each stated collaboration with their president and principal is 

responsible for efforts and initiatives related to the promotion of charism for faculty, 

staff, and students.  The CSJ CMO recalled “academic planning” with the principal and 

completing the “Managing for Mission” assessment with the president as efforts that 

required “necessary collaboration” with the president and principal [107].  The Holy 

Cross CMO expressed “formation programs” and “student initiatives” could “not occur 

without the collaboration with my President and Principal” [108].  Finally, the Jesuit 

CMO expressed the “success of onboarding and the ongoing formation process” was a 

result of “modeling and collaboration of the President, Principal, and other 

administrators” [109].  
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 Principal’s Collaboration with CMO.  Collaboration between the Chief Mission 

Officer and the principal appears to occur similarly to the collaboration between the 

president and the CMO.  The CSJ Principal explained because of the collaboration 

between the principal and the CMO both the “hiring process” and the “observation of 

employees” now encompasses an emphasis on “how the employee/applicant models our 

mission” [110].  Because of classroom “observations” and employee “evaluations,” the 

Holy Cross Principal stated collaboration occurs “regularly” during the school year [111].  

Describing how collaboration was critical to the school’s employee assessments, the 

Jesuit Principal stated, 

The creation of a new model for faculty observation and evaluation was created 

by a joint effort of the VP and Principal to include components of Ignatian 

spirituality and the Graduate Outcomes [112].  

6. Resources Needed to Lead for Mission 

 The final survey question asked the survey participants to identify what resources 

and formation would assist them in leading for mission and charism more effectively in 

the schools.  From the eight answers submitted the research participants identified three 

categories of resources: a – sponsoring order resources; b –student programming 

resources; and c –faculty programming resources.   

Table 9 

 Tier Two SurveyMonkey® Question #6 Survey Responses 
6. What	resources,	formation,	and	other	assistance	would	help	you	

personally	lead	for	mission	and	charism	more	effectively? 
CSJ Responses 

n = 2 
Access to resources from the sponsoring order to reinforce 

the Congregation of St. Joseph mission and charism. 
Holy Cross 
Responses 

n = 3 

Access to student surveys, student programming, funding 
for more students to reinforce the Holy Cross mission and 

charism.  
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Table 9 (continued) 

 Tier Two SurveyMonkey® Question #6 Survey Responses 

Jesuit Responses 
n = 3 

Access to outside professional development opportunities 
to meet the time constraints of faculty and staff reinforce 

the Ignatian mission and charism. 
CSJ President did not submit a response. 

Outlined in Table 9, the researcher discovered each category of need coincided 

with one of the religious secondary schools included in this study.  The surveyed 

employees of the CSJ-sponsored school sought more resources from the Congregation of 

St. Joseph, the surveyed employees of the Holy Cross-sponsored school sought more 

resources related to student programming, and the surveyed employees of the Jesuit-

sponsored school sought more faculty programming resources.  

CSJ: Sponsoring Order Resources.  As the number of religious continues to 

decline, fewer religious are present in the schools to communicate the charism.  The CSJ 

CMO remarked, “I work best with others” when describing the desire to “work more 

closely” with “associate/sisters who know the charism” [113].  Whether the programming 

related to students or faculty formation, the CSJ Principal sought “access” and 

development” from the sponsoring order [114].  

Continued access to formation programs established by our sponsoring order.  

Continued development of lay initiated leadership conferences/networking 

opportunities among sister schools in our sponsoring order [115].  

Holy Cross: Student Programming Resources. While the Holy Cross President 

expressed a desire for more “student surveys” to ascertain where students are “relative to 

mission,” the president also noted a need for “more funding” [116].  The Holy Cross 

principal shared the president’s desire for more funding and explained more funding 

means more students, “who wouldn’t want the opportunity to touch more lives” [117]?  
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With the students already at the school, the Holy Cross CMO detailed the need for a 

“national student program” to assist in the development of “Holy Cross Servant Leaders” 

[118].  

Jesuit: Faculty Programming Resources. The Jesuit President identified the 

“Jesuit Schools Network” as a resource for leading mission and charism effectively for 

Jesuit school educators [119].  The Jesuit President stated the school needed to “better 

utilize” the “colloquia, symposia, and Ignatian leadership seminars” available through the 

Jesuit Schools Network [120].  Agreeing with the Jesuit President, the Jesuit Principal 

expressed the need for formative programming in charism and mission “outside the 

school programs” [121].  Because of the “super-busy routines” of faculty and staff, the 

Jesuit CMO expressed the need for more “informal” programming centered around 

“reflection and spiritual conversation” [122]. 

Tier Two Summary 

 Serving as an additional source of baseline data related to the tasks and 

responsibilities as assigned to the Chief Mission Officer, the researcher utilized an 

electronic survey emailed to the president, principal, and Chief Mission Officer employed 

at the Congregation of St. Joseph, Holy Cross, and Jesuit sponsored secondary schools 

selected for participation in the present study.  Though the CSJ President did not respond 

to the electronic survey, the other eight research participants did complete the six-

question open-ended survey developed from the Tier One data. 

 The data gathered in Tier Two began to more closely align to the study’s central 

research question: What practices and responsibilities influence a Chief Mission Officer’s 

ability to sustain charism in a religious order-sponsored Catholic secondary school?  
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While collaboration, as identified in question five, was unanimously explained to be 

essential to the success of the Chief Mission Officer’s position and cultivation of charism, 

participant responses to questions 1, 2, 3, 4 and 6, offered a variation of responses which 

served as a continuation of Tier One’s examination of prioritization. 

The first Tier Two question sought to understand the successes perceived at the 

school related formation of school members.  Respondents identified employee hiring, 

employee onboarding, employee ongoing formation, students as servant leaders, and 

student mission vocabulary as five areas of success.  Areas of challenge that were 

perceived in question two were identified as gaining cultural buy-in from both employees 

and students.  Employee assessment, school assessment, strategic planning, and student 

programming were recognized as structures and processes in place to promote assessment 

related to charism in response to question three.  The educational leaders responding to 

question four advised developing either a lay vocational program or a more 

comprehensive student program to improve charism formation in the schools.  And, the 

research participants from each school responded in kind seeking additional resources 

from their sponsoring order, for student programming, or for faculty programming.   

 As mentioned previously, the researcher determined the participant responses to 

questions 1, 2, 3, 4, and 6 explained how the three schools prioritized the efforts of 

sustaining charism for their Chief Mission Officer.  The researcher compiled specific Tier 

Two data in Table 10, which identifies which group the respondents referenced related 

the surveyed question.  
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Table 10 

 Tier Two Prioritization of Charism Sustainability Efforts 

 CSJ References 
in Responses 

Holy Cross 
References in 

Responses 

Jesuit References 
in Responses 

Q 1. Successes    
Employee 4 0 8 

Student  1 6 0 
Other 0 0 0 

Q 2. Challenges    
Employee 1 1 3 

Student 1 2 1 
Other 0 0 0 

Q 3. Assessment    
Employee 0 2 2 

Student  2 2 0 
Other 3 2 3 

Q 4. Improve    
Employee 2 3 3 

Student 0 2 1 
Other 0 0 0 

Q 6. Resources    
Employee 9 0 3 

Student 4 3 0 
Other 5 0 0 

Total    
Employee 7 44% 6 26% 18 78% 

Student 4 25% 15 65% 2 9% 
Other 5 31% 2 9% 3 13% 

Using the totals compiled in Table 10, the researcher was able to begin to identify 

where the schools were prioritizing their formation efforts.  While the responses from the 

Holy Cross-sponsored school leaders identified a prioritization toward student formation 

efforts, and the responses of the Jesuit-sponsored school leaders identified a prioritization 

of employee formation efforts, the responses from the CSJ-sponsored school leaders 

identified a more balanced approach of formation efforts encompassing employees, 

students and other stakeholders inclusive of the sponsoring order and board members.  
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Because the Table 10 data refers to the individual school’s prioritization, the researcher 

compiled the collective data in Table 11.  

Table 11 

 Tier Two Collective References in Responses 

 Collective References in 
Responses 

n = 62 
Employees n = 31 50% 
Students n = 21 34% 
Other n = 10 16% 

 Though the amount of focus directed at employees, students and others varies, 

taken collectively, efforts of sustaining charism in the three schools selected in the 

present study are generally directed at school employees 50% of the time.  While a sub-

question of the present study sought to understand how, if in any way, the Chief Mission 

Officer’s position varied among schools sponsored by different religious orders, the 

central research question and aim of the research sought to create a framework of 

evidence-based recommendations and best practices for sustaining the transmission of 

charism in religious order-sponsored Catholic secondary schools.  With this goal, the 

researcher used the five categories and nine sub-functions compiled in Tier One and 

combined the Tier Two survey responses related to employee hiring, employee 

onboarding, employee ongoing formation, students as servant leaders, student mission 

vocabulary, cultural buy-in, employee assessment, school assessment, strategic planning, 

student programming and lay vocational programing to develop seven semi-structured 

interview questions for the Tier Three in-person interview protocols.  
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Tier Three Findings 

The researcher used the baseline data collected in Tier One and Tier Two in the 

development of the Tier Three interview questions.  Though the researcher would ask the 

same type of questions in the nine-question semi-structured interview protocols, two 

unique interview protocols were created.  The first interview protocol (see Appendix F) 

was used in the interviews with the school presidents and principals, while the second 

interview protocol (see Appendix G) was used in the interviews with the three Chief 

Mission Officers. As the positions responsible for meeting the faith formation needs and 

maintaining the charism of their school community (Dygert, 1998; Fussell, 2016), the 

president, principal, and Chief Mission Officer at each site provided critical information 

needed by the researcher to inform a framework of best practice for Catholic secondary 

education. 

Serving as a continuation of the Tier One document analysis and the Tier Two 

open-ended question survey, the researcher coordinated a site visit to each school 

selected for inclusion in the present study.  Nine (9) semi-structured interviews with the 

presidents, principals, and Chief Mission Officers surveyed in Tier Two were conducted.  

The following seven interview questions were developed to support the present study’s 

central question:  

1. Tell me a little bit about yourself and how you arrived at your current 

position. 

2. Where did the Chief Mission Officer position come from?   

3. Do you think the VP status is essential for the Chief Mission Officer’s 

position? 
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4. What would you say is the main responsibility of the Chief Mission Officer at 

your school? How do you see the CMO carrying out this responsibility? 

5. How does your school direct efforts of formation and education in the mission 

and charism? 

6. How are mission and charism evaluated at the school?  

7. Is there a succession plan in place for the Vice President of Mission? What 

would you look for in a successor? 

 In addition to these seven primary questions, the researcher took liberties with follow-up 

questions for clarification as necessary.  The results of the Tier Three data collection 

combined components of both the Tier One and Tier Two data collection processes and 

confirmed the creation of a Chief Mission Officer’s position rooted in the decline of 

vowed-religious present in the school and a transition to lay leadership.  Assessment of 

mission and charism was also shown to be essential to the efforts of mission and charism 

sustainability for the three schools selected for inclusion in the present study.  This data 

aligns closely with the research conducted by Cook (2015) regarding the cultivation of 

charism as a component of a school’s culture.  In the presentation of the data, references 

to interview participants’ comments are bracketed and can be found in the audit trail 

(Appendix H) 

1. Research Participants Position and Experience 

Though the three schools selected for inclusion in the present study represent 

three different founding religious congregations, the research participants from the 

selected schools also varied in that participants included both religious and lay leaders.  

The data generated from the interviews with the research participants, as outlined in 
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Table 12, identifies the following positional demographics: years in current position, total 

years employed at present school, alumni of the school, a vowed member of a religious 

order and previous position held. 

Table 12 

 Tier Three In-Person Interviews Question #1 

 
1. Tell me a little bit about yourself and how you arrived at your current position. 

 
 Years in 

Current 
Position 

Total Years 
Employed at 

Present 
School 

Alumna 
of 

School 
Yes/No 

Vowed 
Religious 
Yes/No 

 
Previous Position 

CSJ CMO 
 

6 
Years 

6 
Years 

NO YES Archdiocese of 
Chicago 

CSJ 
President 

 

12 
Years 

19 
Years 

YES NO Senior Vice President 

Business Sector – 
28Yrs. 

CSJ 
Principal 

 

5 
Years 

5 
Years 

NO NO Assistant Principal at 
Another Catholic 

School 

Holy Cross 
CMO 

7 
Years 

9 
Years 

YES NO Theology Teacher at 
Current School 

Holy Cross 
President 

8 
Years 

13 
Years 

NO NO President at Another 
Catholic High School 

Holy Cross 
Principal 

1 
Year 

1 
Year 

NO NO Administration Public 
School System – 30 

Yrs. 

Jesuit CMO 8 
Years 

8 
Years 

YES NO Volunteer with 
Catholic Charities & 

Lawyer 

Jesuit 
President 

3 
Years 

10 
Years 

YES YES Director of Formation 
for Province 

Jesuit 
Principal 

6 
Years 

10 
Years 

YES NO English Teacher at 
Current School 
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The first question of the in-person interviews allowed the researcher to get to 

know each of the research participants better and understand their work history.  While 

each of the interview participants detailed their varying lengths of service at their current 

school, the data from Table 12 also identified a potential timeline for the create of the 

CMO position.  From the data interview responses, the researcher learned the Jesuit 

CMO position was already in place before the current Jesuit President taking his position.  

The Jesuit President stated that his predecessor, even as a Jesuit Priest, believed “mission 

wasn’t his strength” when he created the full-time Chief Mission Officer position [123].  

With 30 years of administrative experiences in the public education system, the Holy 

Cross Principal explained that his first year at the current school was also his “first year 

in private religious education” [124].  It is because of the Holy Cross Principal’s 

inexperience with private religious education that he desired to “work more closely with 

the Chief Mission Officer to carry out expressions of Catholic and Holy Cross teaching” 

[125].  Finally, the CSJ CMO shared that she recently celebrated her golden jubilee and 

that she doesn’t belong to the particular congregation of the school’s founding, but that 

expressing the charism as the school’s CMO is doable because as a Sister of St. Joseph, 

“we all have our same beginnings, in south-central France” [126]. 

2. Rationale for a Chief Mission Officer  

 The researcher moved to ask each of the study participants about their knowledge 

regarding the creation of the school’s CMO position.  Though at least one respondent 

from each institution identified the declining number of religious as a motivation, 

responses indicated additional motives for the creation of the CMO position for each 

institution.  Table 13 serves as a summary of the research participants responses.  
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Table 13 

 Tier Three In-Person Interviews Question #2 

 
2. Where did the Chief Mission Officer position come from? 

 
CSJ Leaders’ 

Responses 
Decline of Religious, Inspired by Jesuit University CMO, 

Intentional, Not Just Lip-Service, Evolving 
Holy Cross  

Leaders’ Responses 
Transition to Lay Leadership, Intentional, Sustain Holy Cross 

Charism for Future, Not Fully Formed 
Jesuit Leaders’ 

Responses 
Born from two part-time jobs, More Effective Promulgation, 

Requested by Province, Evolved Based on President’s Comfort 

As identified in Table 13 three motivations emerged for the creation and continuation of 

the Chief Mission Officer position for the CSJ, Holy Cross, and Jesuit schools 

participating in the current study.  The need to be intentional in the face of declining 

religious presence in the schools, an identification as necessary for sustaining charism, 

and the idea the position is continuously evolving, were stated as the primary reasons the 

CMO position was created and continues to be utilized.  

Declining Vowed Religious Present in the Schools.  The CSJ President, Holy Cross 

President, and Jesuit Principal each identified a declining number of religious and a 

transition to lay leadership as the catalyst for creating the Chief Mission Officer position.  

Before serving the CSJ school as the President in her current role, the CSJ President was 

serving on the board of a local Jesuit University.  While on the board she became 

acquainted with the Vice President of Mission at the Jesuit University and was inspired to 

create the position when the Jesuit University CMO explained to the CSJ President the 

need to be “intentional” with carrying out the mission and charism of a school.  

 Well, there are fewer sisters.  So, having people that represent and carry on that 

 charism is vitally important.  When I was here as a student, it was all sisters and 
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 few lay people.  We didn’t talk about mission or charism.  Today is an inverse, 

 and to maintain something like this, it needs to be very intentional [127]. 

 The Jesuit Principal shared a similar sentiment as the CSJ President, explaining 

that when he was a student, there were more Jesuits at the school, but now as the numbers 

have declined, the school has needed to “formally establish” a way to “promulgate the 

mission” more effectively [128].  The Holy Cross President also identified the declining 

presence of vowed-religious in the school as a need for the creation of the CMO position. 

The Holy Cross President stated he was conscious of the fact that he was the first lay 

President of the school and that the purpose of the CMO position was meant to be 

“intentional about being Holy Cross and tied back to the teachings of Moreau,” the 

Congregation’s founder [129].   

Necessary for Sustaining Charism.  In addition to being a conscious and intentional 

way for the three institutions to sustain the school’s charism in the wake of the vowed-

religious decline in the schools and a transition to leadership, the CSJ CMO, Jesuit CMO, 

Holy Cross CMO, and Holy Cross President also explained the position as necessary.  

During the interview process for the Vice President of Mission position, the CSJ CMO 

recalled being asked by a faculty member “Why do we need this position” [130]?  

Though she gave the faculty member a response then, now, six years later, the CSJ CMO 

stated the position as necessary because it shows the school’s charism is “not just lip 

service” [131].  The Jesuit CMO explained the CMO position as necessary because the 

Province was asking the president at the time “where was the VP for Mission” [132].  

The Holy Cross CMO thought the school’s President should “be making all decisions 

with the mission in mind” but that at the same time the President has many people to 



MANAGING CHARISM TRANSMISSION 86 
	

answer to so it’s “good to have someone in the position to bounce questions of mission 

off of” [133].  The Holy Cross President added the position is necessary because he 

believed the position helps “guarantee 20 years from now” people would be able to walk 

into a Holy Cross high school “not just a Catholic high school” [134].  

Evolving Nature of CMO Position.  Each Chief Mission Officer explained how their 

position has evolved since the time they began at the school.  The CSJ CMO detailed 

how her job description was not only “tailored” to her previous experiences but was also 

kept “very loose” and open by the design of the board [135].  From spending “the first 

couple years just listening,” to establishing yearly faculty retreats, joining the school’s 

“leadership team,” and “participating in the hiring process,” the CSJ CMO explained the 

Chief Mission Officer position has taken on more responsibilities and evolved during her 

time in the position [136].  Similarly, the Holy Cross CMO explained the President had 

told him the CMO position “wasn’t a fully formed position” at the time of his hiring 

[137].  Additionally, the Holy Cross CMO explained the position has “evolved,” is not 

“fully-formed,” and “varies from year to year” [138].  The Holy Cross CMO told the 

researcher the focus of his position started with the Theology Department, moved to the 

school’s service learning program, and recently began focusing on professional 

development and mission for the faculty [139].  The Jesuit CMO shared a different origin 

story, explaining how the position used to be two part-time positions, an advisor to the 

president and a Mission Officer.  Now, a single full-time position, the Jesuit CMO 

explained he used to do more with mission promulgation under the former president, but 

now because the new president is more comfortable with mission and charism, acts more 

as an advisor on legal issues and supervises the faculty formation program [140].   
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3. CMO’s Vice President Title  

  The researcher utilized a purposeful sampling technique of criterion-based 

selection to inform site selection for the present study (LeCompte & Preissle, 1993).  One 

of the selected criteria the researcher chose to include was the school needed to have a 

single-fulltime Vice President responsible for mission serving as the school’s Chief 

Mission Officer.  After the research respondents explained the origins of the CMO 

position for their school in question two, the researcher asked whether the Chief Mission 

Officer position needed to be a Vice President’s position.  While only one interviewee 

would answer ‘no,’ as outlined in Table 14, some research participants answered ‘yes’ 

while others introduced the researcher to the ‘yes/no’ response. 

Table 14 

 Tier Three In-Person Interviews Question 3 

 
3. Do you think the VP status is essential for the Chief Mission Officer’s 

position? 
 

YES NO YES/NO 
CSJ President 
CSJ Principal 

Holy Cross CMO 
Holy Cross President 
Holy Cross Principal 

 
 

Jesuit Principal 

 
CSJ CMO 

Jesuit CMO 
Jesuit President 

The five interview participants who responded ‘yes’ the VP status is essential for the 

Chief Mission Officer’s position believed the executive status added “importance” and 

gave the position a “voice at the table” [141].  The Jesuit Principal, who responded ‘no’ 

believed the position could have more “touch-points” and remain just as effective at the 

director level [142].  The CSJ CMO, Jesuit CMO, and Jesuit President responded 

‘yes/no’ and justified their answers using similar language to their colleagues who 
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responded either ‘yes’ or ‘no.’  Additionally, the CSJ CMO and Jesuit CMO discussed 

the physical location of the Chief Mission Officer’s office as associated with the 

executive positions effectiveness. 

A Voice at the Table.  Both the president and principal at the CSJ-sponsored school and 

all three research participants from the Holy Cross-sponsored school stated the Chief 

Mission Officer should carry the executive title of Vice President.  The CSJ President 

explained that while other Vice Presidents at the school have a department reporting to 

them, the CSJ Chief Mission Officer does not have a department reporting to the position.  

That said, the CSJ President stated the Vice President title provides “recognition that is 

critically important” [143].  Similarly, the CSJ Principal also explained the VP status as 

important because it gives the position “a voice at the table” [144].  The Holy Cross 

CMO also identified having a “seat at the table” as the reason for the Vice President title 

[145].  The Holy Cross President and Principal both answered ‘yes’ because it says to the 

community “this is important to us” [146] and the school doesn’t just “educate minds; we 

try to change hearts” [147].  

More Touch-Points.  The Jesuit Principal wanted to clarify with the researcher the 

reason he believed the Chief Mission Officer’s title did not need to be a Vice President 

was not to take anything away from the efficacy of the position.  Instead, the Jesuit 

Principal believed the position could be a director’s position. 

 I think that it could also be very effectively done at a director’s level where that 

 person is consistently interacting with all aspects of the school community and 

 therefore promulgating the mission in that way [148]. 
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 The Jesuit Principal explained the Chief Mission Officer at the director’s level 

could interact directly with kids, directly with teachers, and “not be belabored with 

making executive decisions” [149].  Additionally, the Jesuit Principal hoped the current 

CMO position would eventually “evolve to a director level to create more touch points” 

[150]. 

Office Placement.  The CSJ CMO explained one benefit to the VP title is a “voice at the 

table” and the ability to be at “board meetings” [151].  Similarly, the Jesuit CMO 

identified getting a “voice at the board level” as one of the reasons why the VP status is 

necessary [152].  The Jesuit President admitted the VP title does give the position 

“importance” but that in other schools it’s a director’s position [153].  

 The CSJ CMO added school structure should be considered and that perhaps her 

VP title works for the position because of where her office is located. 

 When I first got here, they showed me where my office was going to be, but all 

 the administrative offices are on the first floor. I was feeling like ‘hmm, I don’t 

 know about that.’ But it’s been great because people come in and talk and don’t 

 feel like anyone’s watching them or seem them [154]. 

 The Jesuit CMO also believed his office placement is a critical characteristic 

defining his title.  The Jesuit CMO stated it is difficult to be pastoral with people and 

share in their faith journey “because I’m 10 feet from the President’s office” [155]. 

4. Main Responsibility of the Chief Mission Officer  

 Two sub-questions that emerged from this study’s central question sought to 

uncover what formal and informal functions of the Chief Mission Officer position are 

perceived as contributing toward sustaining the religious order’s mission and charism 
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within the school.  In response to earlier interview questions, research participants 

mentioned the position and the responsibilities accompanying the position as ‘evolving’ 

[156].  While the formal and informal functions may have changed over time, the 

foundational responsibilities have remained constant.  Each school has prescribed a 

specific responsibility to their Chief Mission Officer, summarized in Table 15, and 

explained how the position carries out aspects of the prescribed responsibility. 

Table 15 

 Tier Three In-Person Interviews Question 4 

 
4. What would you say is the main responsibility of the Chief Mission Officer at your 

school? How do you see the CMO carrying out this responsibility? 
 
 Main Responsibility of  

Chief Mission Officer 
How Main Responsibility is 

Carried Out 
CSJ School 

Leader Responses 
Visible Representation of Mission 

and Charism, 
Ensure School Charism for Future

● Support/Advise School 
Leadership Team 
● Hiring for Mission 

Holy Cross 
School Leader 

Responses 

Set the Tone and Model Holy 
Cross, 

Infuse Holy Cross into School 

● Liaison to Board 
● Hiring for Mission 

Jesuit School 
Leader Responses 

Shape and Mold School Culture, 
Understand Priorities and Values 

of School 

● Liaison to Board 
● Hiring for Mission 

In an earlier response, the Holy Cross President explained the CMO position is necessary 

because he believed the position would help “guarantee 20 years from now” people 

would be able to walk into a Holy Cross high school “not just a Catholic high school” 

[157].  When asked what the main responsibility for the CSJ CMO was, the CSJ 

President stated the CSJ CMO was to be a “visible representation of mission and 

charism” and through collaborative efforts and initiatives, ensure “10 years from now, 20 

years from now, 30 years from now, the school is still a Congregation of St. Joseph 
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School [158].  The Holy Cross Principal explained the CMO’s main responsibility is to 

“set the tone” and “model” for students and faculty of the school [159].  The Holy Cross 

President added the CMO is “loosely charged with making sure we infuse Holy Cross 

into everything at the school” [160].  Finally, after eight years in the position, the Jesuit 

CMO explained his main responsibility as “shaping, molding the culture” of the school 

and to “read, study, and have conversations about what our priorities and values are” 

[161].  While the way in which the educational leaders at each school described the Chief 

Mission Officers’ main responsibilities differs, the following three ways in which the 

Chief Mission Officer’s carry out their main responsibilities emerged from the interview 

responses: a) support/advise the school leadership team; b) act as a liaison to the Board; 

and c)- hiring for mission.  

 A – Support/Advise the School Leadership Team.  “Experience, knowledge, 

and passion” for the CSJ mission are “necessary” attributes for a CSJ CMO according to 

the CSJ Principal [162].  The CSJ Principal explained these attributes as important in 

order to provide the “wisdom and direct support to the senior leadership of the school” 

[163].  The CSJ President, also explained the “identifying and using common language” 

and essential for the CSJ CMO to keep the CSJ leadership team “always focused on 

mission” [164].  

 B – Act as a Liaison to the Board.  Though the Jesuit CMO is excused when the 

Board goes into executive session, the Jesuit President explained the Chief Mission 

Officer is a senior staff member present at board meetings and “technically the liaison 

between the administration and the board” [165].  As the liaison, the Jesuit CMO 

explained his responsibility is to ensure the Board “follows Ignatian spirituality and the 
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charism of the Jesuits” in discussions and decision making [166].  Similarly, the Holy 

Cross CMO reports to the Board twice a year, a mid-year and end of year report.  The 

Holy Cross CMO added the sponsorship agreement requires a board report, 

 The end of the year report is what I’d say is internal and external.  That report 

 ultimately does go to the brothers of Holy Cross and the members on the Board 

 Review. This structure is based on a Sponsorship Agreement we have with the 

 Congregation [167].  

 Using an analogy, the Holy Cross President explained the president’s position is 

the CEO, the principal’s position is the COO, and the Chief Mission Officer is the “faith 

equivalent of the COO, acting as keeper of the Holy Cross Mission for the Board” [168]. 

 C – Hiring for Mission.  Interview participants at each of the three schools 

included in the present study identified “hiring for mission” as the way in which the 

Chief Mission Officer carried out the main responsibility of their positions [169].  The 

CSJ CMO explained that her position is in on all hiring interviews, and that is “very 

important the applicant’s relationship with God is primary” [170].  The CSJ CMO uses 

“specific questions that are mission questions” to assist in the hiring process [171].  The 

Jesuit CMO believed the “primary” way in which he has “improved” the schools 

“Ignatian strengths” is through the hiring process [172].  The Jesuit CMO stated he often 

tells the faculty they must be willing to share their personal faith experience with the 

students and that openness to mission supersedes teaching ability.   

 You could be the greatest math teacher in the world, but if you can’t also master,  

 or at least know the art of spiritual conversation and be willing to be vulnerable 

 with these students and share your journey, then you are no good to me [173]. 
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 The Holy Cross President shared a similar sentiment as the Jesuit CMO 

explaining new hires “must be mission-driven” to “buy-in” to the school community 

[174].  The Jesuit Principal echoed the Jesuit CMO’s and Holy Cross President’s 

willingness to forgo academic expertise for a willingness to participate in a faith journey 

and explained: “prioritizing for mission gets right back to what we do for the students” 

[175].  Likewise, the Holy Cross Principal explained the process of hiring for mission has 

also afforded the employees an “opportunity to voice their beliefs as a faculty and staff” 

which the faculty then “take back into the classrooms” and spread through the school 

community [176].   

5. Direction of Formation and Education Efforts  

 The fifth question asked of the interview participants inquired about the formation 

and educational efforts in mission and charism for the school.  Specifically, the 

researcher focused on how the school directs these efforts.  From the interview responses, 

the researcher identified two areas of formation direction: adult stakeholders; and both 

adult and student stakeholders.  While the CSJ and Jesuit schools focused formation and 

educational efforts on the adult stakeholders (employees and Board members), the Holy 

Cross school focused formation and educational efforts on both adult (employees and 

Board members) and student stakeholders.   

Adult Stakeholders.  When asked why students would attend the Jesuit High School in 

the present study, the Jesuit Principal explained the following: 

 Kids come here knowing that they can get a great education anywhere but they’re 

 coming here for one reason and one reason only, which should be for faith 

 development [177]. 
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 It is because students are coming to the school for faith development the Jesuit 

Principal explained the adult community of the school must be formed in the charism of 

the school.  

 Students only have a four-year snapshot of our school.  The students are expected 

 to live the charism once they learn it.  The adults are the ones expected to keep the 

 charism of the school alive for the next snapshot of students [178]. 

 The CSJ CMO offered an explanation that paralleled the explanation of the Jesuit 

Principal, pointing out the CSJ CMO job description “does not connect me with students” 

but rather with the adults because “the kids come and go, if the adults get it, then it will 

get down into the school” [179].  The CSJ CMO explained formation to the adults would 

“trickle down” to the students [180].  

 The Jesuit President also explained the school’s CMO does not have interaction 

with the students, but instead “the formation program is for the adults” [181].  Likewise, 

the Jesuit CMO detailed his “focus is on Board and faculty formation” through a “5-year 

formation program” [182].  Since starting the 5-year formation program seven years ago, 

the Jesuit CMO identified increased buy-in and explained he recently overheard the board 

chair state “the most important thing for a Board person is formation” [183].  The CSJ 

CMO hoped to bring a “more formal lay formation program” [184] to the school as a 

result of a recent mission assessment but did identify “employee onboarding, employee 

in-services, and employee retreats” as adult formation tools currently in practice [185].   

Both Adult and Student Stakeholders.  The Holy Cross CMO identified a component 

of evolution for his position as the creation of a department of mission.  “Student life and 

leadership, co-curricular activities, service and outreach, and Campus Ministry’ [186] not 
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only were identified by the Holy Cross CMO as management responsibilities, but the 

Holy Cross President explained the evolution as “necessary in order to infuse the charism 

into every part of the student experience” [187].  The Holy Cross Principal responded to 

the question saying, “formation that occurs for faculty occurs for students and vice-versa” 

[188].   

 The adults have the opportunity to connect with Holy Cross colleagues at the 

 annual Holy Cross Convocation in Austin, Texas, so the students get the same 

 type of experience at the annual Holy Cross Student Leadership Conference in 

 South Bend, Indiana [189]. 

 In addition to coordinating the annual conferences, the Holy Cross CMO also 

identified “employee onboarding, faculty in-services, student mission days, and 

individual retreats for students, faculty, and board members” as initiatives employed for 

the formation of the entire school community [190].  

6. Mission and Charism Assessment  

 Cook (2015) identified assessment of a school’s charism and culture as a 

necessary means for demonstrating the authenticity of the school’s character and faith-

based mission.  Because assessment is an essential component for Catholic schools for 

articulating authenticity, the researcher inquired about the process of evaluating mission 

and charism in each school.  From the interview responses, three categories of 

assessment, outlined in Table 16, emerged from the data: a – school-wide assessments; b 

– student outcomes; and c – faculty/staff assessments.  
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Table 16 

 Tier Three In-Person Interviews Question 6 

 
6. How are mission and charism evaluated at the school?  

 
Category 1: School-Wide Assessments 
Recommendations and Future Projects 

Category 2: Student Outcomes 
Profile of a Graduate 

Category 3: Faculty/Staff Assessment 
Curriculum and Employee Evaluation 

A – School-Wide Assessments.  The CSJ CMO explained that because her position was 

the only one of its kind within the Congregation, “the Sisters wanted to pilot a program of 

evaluating mission” [191].  The CSJ President added that because the school had never 

conducted a mission assessment before and because “the Congregation did not have a 

format for a school-wide assessment of mission and charism” the school brought in an 

external mission assessment “not affiliated with the Sisters of Saint Joseph” [192].  The 

CSJ President also stated the mission audit was coordinated by the CSJ CMO but in 

collaboration with “the administrative leadership team and Board” as necessary [193].  

Likewise, the Holy Cross and Jesuit CMOs and Presidents described a similar process of 

school-wide mission assessment but explained their sponsoring-Congregation was 

responsible for conducting the assessments.  The Holy Cross President stated the 

Sponsorship Visit occurred every two-years but proposed the visit should be every five 

years. 

 I think every two years is a little much.  Being conscious of the recommendations 

 made and our own strategic planning, I say every five years would allow us to 

 demonstrate impactful change [194]. 
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 When the Sponsorship Visit team does come every two-years to the Holy Cross 

school, the Holy Cross CMO explained the processes is something the CMO position is 

tasked with coordinating [195].  The Jesuit model of Sponsorship visit occurs every six 

years according to the Jesuit President and involves a pre-assessment, site visit, and 

recommendations. 

 We do a self-study and submit that to the visiting committee members.  Then the 

 visiting committee members prepare their visit and their interview questions 

 based on the self-study.  Over two and a half days, the visiting committee is here 

 interviewing parents, faculty, staff, students, and board members with a focus on 

 how mission is lived in the school [196].   

 The Jesuit CMO described his role in the Sponsorship Visit process as an 

“orchestrator” coordinating the visit with the Province and “charging the Apostolic 

Objectives Committee of the Board” with completing the self-assessment [197].  The 

Jesuit President explained the Jesuit CMO used to be solely in charge of the self-study, 

but a recommendation made from a previous Sponsorship Visit detailed the need to get 

the Board involved. Accordingly, the process has since transitioned to the Board 

Committee under the supervision of the Jesuit CMO [198].  

 Several times throughout the interviews; respondents mentioned future programs 

and initiatives they hoped to begin or re-evaluate as a result of the completed school-wide 

mission assessments.  In addition to wanting to create a “more formalized formation 

program for faculty and staff” [199] the CSJ CMO also hoped to team with the 

Congregation “on a formation for Board members’ [200].  The Holy Cross CMO has 

been “re-evaluating the faculty orientation program” [201] as a result of the previous 
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Sponsorship Visit and, like the CSJ CMO, is hoping the Congregation will develop an 

“external Holy Cross Professional Development Leadership Training” [202].  

Additionally, the Holy Cross CMO explained a recommendation from the school’s most 

recent Sponsorship Visit was to develop a Holy Cross approach to athletics to accompany 

the school’s robust and successful athletic program [203].  The Apostolic Objectives 

Committee, which now handles the Sponsorship Visit at the Jesuit school in the study, 

was a product of a mission audit recommendation [204].  Finally, the Jesuit CMO 

currently assesses the effectiveness of the 5-Year Formation Program by “how many 

people make the full Spiritual Exercises retreat” but is currently “researching program 

assessment” as a result of the school’s last Sponsorship Visit [205]. 

B – Student Outcomes.  The Holy Cross President stated the school has done “some 

surveys with students” [206] which the Holy Cross CMO explained has allowed the 

school to “better-tailor student programs in Holy Cross mission” [207].  Though only the 

Holy Cross research participants detailed education and formation directed toward 

students in response to Tier Three interview question five, school leaders from all three 

schools explained the profile of a graduate, as a means of assessing the schools’ lived 

charism.  The CSJ CMO stated the school spent two years to develop their graduate 

profile [208]. 

 We spent two years with the Board, parents, associates, alumni, faculty, and staff 

 developing what we called, the charism (of the school).  We can gauge how 

 students live unifying love through the Profile of a Graduate [209].  

 The Holy Cross Principal explained the school recently developed seven 

characteristics of a graduate of their Holy Cross school.  The Holy Cross Principal added 
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the profile is incomplete because the seven characteristics “are not yet connected to the 

school’s core values” [210].  The Holy Cross CMO would like to see “intentional shared 

language and deeper connections to Holy Cross” [211] for the seven characteristics so the 

“students can see the obvious connections” [212] to Holy Cross.  The Jesuit School in the 

study also promulgates “the Graduate at Graduation” for the entire school community 

[213].  The Jesuit Principal identified the school’s “soft curriculum” as when the faculty 

“apply each component of the Grad at Graduation and intentionally apply them to 

concepts in their content area” [214].   

 So, an easy way to sum it up is, our teachers don’t say they teach physics. They 

 say I teach seniors how to prepare themselves to go out to the world formed in 

 Jesuit values [215].  

C – Faculty/Staff Assessment.  Another way interview respondents reported the 

evaluation of mission and charism at the school was through employee performance 

evaluations and curriculum reviews.  In collaboration with the Chief Mission Officer, the 

CSJ Principal explained all evaluation meetings start with the following question: “How 

have you contributed to strengthening the charism at (the school) [216]?”  The CSJ 

Principal added contributing to charism is everyone’s job and that even the Academic 

Planning Team has begun the process of deciphering “what does charism look like in a 

measurable sense in an academic context [217]?”  The Jesuit President and Jesuit 

Principal explained the student Graduate at Graduation frames employee evaluations 

[218].  The Jesuit President detailed how the graduate profile holds faculty and staff to 

standards of mission. 
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 Assessments of job performance occur for everyone, including me, according to a 

 form that has been lined out, that is all based on the five attributes of the Graduate 

 at Graduation [219]. 

 The Jesuit Principal also stated, if the school is going to hold every student to the 

standard of the Graduate at Graduation, “then the school ought to hold employees to the 

same standard, or higher” [220].  

7. Succession Planning for Charism  

 Mason (2015) studied succession planning in independent schools and found not 

only a link between planning for succession and the long-term health of a school, but 

Mason also determined the process of succession planning can increase continuity while 

minimizing disruptions caused by a transition.  Because the three schools participating in 

the present study deemed the Chief Mission Officer’s position to be a Vice President’s 

position, the researcher inquired whether the schools had a succession plan for the Chief 

Mission Officer position and what they would look for in a successor. 

 Each of the three institutions either has a succession plan in place or have begun 

the process of creating a succession plan for the Chief Mission Officer position.  Prior to 

the external mission audit, the CSJ school in the study did not have a succession plan in 

place for the CSJ CMO.  However, a recommendation made from that mission audit 

charged the school to “plan for when (name of CMO redacted) isn’t going to be there 

anymore” [221].  For the CSJ school, the recommendation was not taken lightly.  The 

identification of internal faculty and other external successors have already been decided.  

The CSJ President explained the school has an emergency option, and a ‘two-to-three 

years away’ option. 
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 We have a mix of sisters and lay on it.  Under the lay, we’re kind of two to three 

 years to ready because they haven’t been through formation yet, the couple we’ve 

 identified from the current staff that we think have the potential. We’re working 

 to get them foundational formation [222]. 

 The Holy Cross CMO explained the school has a succession plan for the President 

and Board Chair but have just started to explore succession planning options for the 

CMO position [223].  When asked why the school has begun the process of creating a 

succession plan for the CMO position, the Holy Cross President stated that recent 

administrative turnover helped him to realize “it is tough if you don’t have a plan because 

then you are scrambling [224].  The Holy Cross President has encouraged all cabinet 

members to create a succession program and has made the evaluation of each succession 

plan a component of his administrative evaluations [225].   

 The Jesuit CMO, who explained is nearing retirement, stated his goal since he 

began the position has been to leave behind systems and structures that can survive 

beyond his retirement [226].  Both the Jesuit CMO and Jesuit President explained a 

succession plan does exist, but it is unlikely the position will remain the same after the 

current CMO retires [227].  Given the evolving nature of the position, the Jesuit President 

is considering a change to a Director of Mission rather than the current Vice President of 

Mission [228].  The Jesuit CMO explained the finding someone to fit the current job 

description would be difficult because the position was specifically molded for the 

current CMO [229].  Whether a Vice President of Mission or Director of Mission, the 

Jesuit President explained the CMO successor can be lay or vowed-religious and does not 

need to be an alumna of the school, rather: 
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 Someone deeply formed by the Spiritual Exercises and not just in theory, I mean 

 in experience.  Someone who hungers for the Exercises and continues to mine his 

 experiences for all they’re worth.  Someone who is on fire when he sees other 

 faculty and staff members being profoundly affected by formation [230]. 

 The Holy Cross President described it could help to be an alumna as the successor 

to the CMO, but it is not essential [231].  Instead, the Holy Cross President identified “a 

desire for a deeper understanding” of the school’s mission as most important [232].  The 

CSJ President thought it helpful to have a sister in the role of CMO but, like the Holy 

Cross President, also believed the position did not have to be an alumna of the school and 

could be succeeded by a layperson [233].  

Tier Three Summary 

 The interview participants represented a diverse background of lay and vowed-

religious working in the schools, each with a varying number of years employed at the 

school and in Catholic education.  Though interview respondents explained the Chief 

Mission Officer position at each school has evolved from the position’s initial 

conception, the CMO position’s origins are rooted in a transition to lay leadership as a 

result of the decline in the vowed-religious present in the schools.  Each of the schools 

selected for inclusion in the present study employed a Vice President of Mission as the 

school’s Chief Mission Officer.  Four interview respondents believed the Chief Mission 

Officer could be more accessible to the school stakeholders in a director-level position 

and would “not be belabored with making executive decisions” [234].  However, eight 

interview participants did explain the executive status accompanying the Vice President 

for Mission’s title does provide the schools’ mission and charism “a seat at the table” 
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[235].  The location of the Chief Mission Officers’ offices at each institution also 

contributed to the accessibility of the Vice President’s position. 

 Primary responsibilities for the three Chief Mission Officers varied.  Focus on the 

employee population occurred with the belief that formation and education in mission 

and charism would “trickle down” to students [236].  Whether formation efforts were 

directed at employees or students, school leaders from each school detailed the 

importance of the Chief Mission Officer’s involvement in the hiring for mission process.  

School-wide assessments provided each institution with future directions for mission and 

charism sustainability based off recommendations from site-visit audits.  The three 

schools are also utilizing the profile of a graduate to evaluate student understanding of 

mission and charism, which aligns with Cook’s (2015) research conceptualizing identity 

with student outcomes rather than school inputs.  Finally, each school demonstrated a 

commitment to charism and mission sustainability through the creation of a succession 

plan for the Chief Mission Officer’s position.  

Analysis and Synthesis of Findings 

 Using an interpretivist framework, the researcher gained a greater understanding 

of the Chief Mission Officer’s responsibility in sustaining the mission and charism in a 

religious order-sponsored secondary school.  The researcher employed a three-tiered 

method of data collection inclusive of analyzing three CMO job descriptions, gathering 

baseline data through online surveys regarding the perceptions of the Chief Mission 

Officer’s position from colleague educators, and semi-structured in-person interviews 

with the president, principal, and Chief Mission Officer at three selectively sampled 

religious order-sponsored secondary schools.  Guided by the study’s central question, the 
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researcher sought to better understand what practices and responsibilities influence a 

Chief Mission Officer’s ability to sustain charism in a religious order-sponsored Catholic 

secondary school.   Four sub-questions from this central research question were 

developed to further assist the researcher in creating a framework of evidence-based 

recommendations of best practice for Catholic school leaders seeking to enhance the 

sustainability of charism transmission through a Chief Mission Officer position.   

Analysis of Sub-Question 1: Informal Functions of CMO Position 

 The first research sub-question in the present study had to do with the informal 

functions perceived as contributing toward the sustainability efforts of a Chief Mission 

Officer’s position with regard to the sustainability of mission and charism within a 

school.  Research participants in the present study offered their perceptions about the 

informal ways in which the CMO position either succeeds or is challenged concerning 

charism sustainability in a religious order-sponsored secondary school.  While participant 

perceptions differed, some common themes materialized. 

 The mission and charism advisor of the school.  In each tier of data collection, 

the Chief Mission Officer was described as an advisor to either the President, Principal, 

or Board on all things related to mission and charism.  The CSJ President and Principal 

explained the CSJ CMO advises Department Chairs on curriculum questions and is a 

member of the school leadership team so the focus can always remain on mission and 

charism [237].  The Holy Cross CMO advises Department Chairs when necessary on 

curriculum matters, but also advises the president and board on focusing strategic 

initiatives around the school’s mission and charism [238].  The Jesuit CMO, as a former 

lawyer, is tapped by the president and board to advise when legal issues arise and have 
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transitioned some efforts of charism sustainability to a board committee, which the Jesuit 

CMO advises when necessary [239].  As the expert on mission and charism in the school, 

one informal role the Chief Mission Officer’s position is to offer advisement on all things 

mission-related and to keep mission and charism the focus of decision making for school 

stakeholders.  

 Cultivating buy-in.  Common themes that emerged in response to question two 

identified formal ways in which the Chief Mission Officer can foster buy-in, but although 

formal formation exists, an informal function of the Chief Mission Officer’s position is to 

cultivate buy-in for the mission and charism of the school.  Gaining buy-in for new 

employees and senior faculty and staff alike were reported as presenting a challenge for 

all three Chief Mission Officers.  New faculty have to balance the stressors of a new 

school environment with curricular instruction and can find it difficult to place 

importance on mission and charism [240].  For veteran faculty and staff, some believe the 

mission and charism are the responsibility of the CMO position, the Religion 

Department, and Campus Ministry [241].  However, all nine interview respondents 

explained mission and charism to be the responsibility of everyone in the school.  

Gaining buy-in from the student population was also seen as a challenge.  The CSJ 

President, Holy Cross President, and Jesuit Principal each explained students are 

choosing to attend the school, not because of the faith aspect, but rather academics and 

extracurriculars [242].  Employees focusing only on their content area or specific role and 

students choosing academics and athletics over faith formation demonstrate the need for 

an informal responsibility of the Chief Mission Officer to be charged with fostering buy-

in for all school employees and students.  
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 Modeling and promulgating mission and charism language.  As the school 

expert on mission and charism, another informal way in which a Chief Mission Officer 

sustains mission and charism, is by acting as a role model and promulgating common 

language.  The CSJ and Holy Cross school leaders identified vocabulary relating to 

mission and charism as a primary success of the CMO position which they believed had 

strengthened their schools [243].  The more students, faculty, and staff hear the worlds 

related to mission and charism, the more the school community will also speak those 

words.  However, speaking the words is not enough.  The CSJ President, Holy Cross 

President, and Jesuit President each explained the CMO position acts as a role model for 

living the mission and charism [244].  By talking the talk, and then walking the walk, the 

Chief Mission Officer position demonstrates to a school community that mission and 

charism are more than just words.  Rather, the CMO position models mission and 

charism as values that can be lived.  

Analysis of Sub-Question 2: Formal Functions of CMO Position  

 Similar to the first research sub-question, the second research sub-question in the 

present study inquired about the formal functions perceived as contributing toward the 

sustainability efforts of the Chief Mission Officer’s position regarding the sustainability 

of mission and charism within a school.  Research participants in the present study 

offered their perceptions about the formal ways the CMO position is responsible for 

efforts of charism sustainability in a religious order-sponsored secondary school.  While 

participant perceptions differed between schools, some common themes materialized: 

	 Having a seat at the table.  A purposeful sampling technique of criterion-based 

selection was used by the researcher to inform the site selection within this present study 
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(LeCompte & Preissle, 1993).  One of the criteria the researcher chose to include in the 

present study was the Chief Mission Officer serving the school as a fulltime Vice 

President responsible for mission.  When the researcher inquired in Tier Three about 

whether or not the Chief Mission Officer needed to have the executive status as a Vice 

President, five interviewees responded ‘yes,’ three respondents answered, ‘yes but with 

reservations,’ and one interview respondents answered ‘no.’  The reason why the five 

respondents adamantly believed the CMO position needed to carry the Vice President’s 

title and why three other interview respondents were on the fence was that they believed 

the VP title gave the Chief Mission Officer ‘a seat at the table.’  Attending board 

meetings, being a member of the school leadership team, and having involvement in 

strategic planning discussions are all examples given by the educational leaders 

interviewed in this study as ways in which the CMO as Vice President has a seat at the 

table.  Though other interview respondents believed the Vice President’s title to be a 

detriment to the position from the standpoints of pastoral support and accessibility to 

students, faculty, and staff [245], the Vice President’s title was seen as giving the position 

recognition of importance [246].  As a Vice President for Mission, having a seat at the 

table is a formal function of the Chief Mission Officer’s position.   

 Report/Liaison to Board and Sponsoring Order.  The Jesuit President 

explained the Chief Mission Officer is technically a liaison between the administration 

and the Board [247].  Additionally, the Holy Cross and Jesuit Sponsorship Agreements 

require a Board report annually in-between Sponsorship visits [248].  As a liaison to the 

Board and the Sponsoring Order, the Chief Mission Officer is responsible for 

communicating the ways in which the students, faculty, and staff are living the mission 
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and charism to the Governing Board.  By acting as a liaison between the school and 

Sponsoring Order/Province, the Chief Mission Officer can communicate all matters of 

formation, resource allocation, and collaboration.  Annual reporting on how the mission 

and charism are lived within the school and communication with the Sponsoring Order 

regarding assessment and the terms of the Sponsorship Agreement are ways in which the 

Chief Mission Officer is formally responsible as a liaison. 

 Employee Onboarding and Mission Enrichment Opportunities.  With 

nineteen different roles and responsibilities related to formation among the three Chief 

Mission Officers’ job descriptions, nearly one-third of the combined functions and 

responsibilities are related to efforts of formation.  Specifically, two formal functions 

emerged as formation responsibilities shared by all three of the Chief Mission Officers 

examined in the present study: onboarding and mission enrichment opportunities.  

Providing orientation to all new administration, faculty, staff, and board members, 

coordinating new employee mission days, and developing and implementing new faculty 

and staff formation programs and opportunities demonstrate the Chief Mission Officer’s 

responsibility for onboarding new employees in the mission and charism of the school 

[249].  Additionally, the Chief Mission Officer provides formation by providing 

opportunities for enrichment of the spiritual growth through prayer, retreats, and spiritual 

direction [250].  Both the CSJ CMO and the Jesuit CMO explained onboarding to be a 

strength of the school’s formation efforts [251].  And, while only the Jesuit CMO 

currently oversees a five-year structured formation program for employees in faith and 

Ignatian Spirituality [252], the CSJ CMO and Holy Cross CMO were hoping to develop a 

more formalized formation program for faculty, staff, and Board members as well [253].  
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Charged with the formation of the school’s employees onboarding and mission 

enrichment opportunities were explained as formal responsibilities of the Chief Mission 

Officer’s position.  

 Hiring for Mission.  In each tier of data collection, the Chief Mission Officer was 

detailed as essential to the recruiting, hiring, and retaining of school employees.  Working 

in conjunction with the school’s hiring process, the CMO assists in the hiring of new 

employees open to spiritual growth as mission-driven educators [254].  The Jesuit 

President explained the school’s mission had been better served since the Chief Mission 

Officer became involved in the hiring process [255].  Moreover, interview participants at 

each of the three schools included in the present study identified “hiring for mission” as 

the way in which the Chief Mission Officer carried out the main responsibility of their 

positions [256].  Several interview respondents even detailed their willingness to forgo 

the academic expertise of an applicant if the applicant demonstrated an openness to 

prioritize mission and faith development [257].  For each of the three schools surveyed in 

the present study, assisting in the recruiting, hiring, and retaining of school employees for 

mission and charism has been deemed an essential role of the Chief Mission Officer’s 

position. 

Analysis of Sub-Question 3: Working in Conjunction with President and Principal 

 As a product of Dygert’s (1998) research study, in which Dygert concluded the 

responsibility for meeting the faith formation needs and maintaining the charism of a 

school community was the shared responsibility of both the president and principal, the 

researcher inquired in the third research sub-question about the ways in which the Chief 

Mission Officer position works in conjunction with the president and principal position.  
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Although varying types of collaboration were reported, the researcher found 

collaboration is essential to the success of the Chief Mission Officer’s position.  

 Advising school decision-makers, acting as a trusted liaison, conducting 

assessments and evaluations, coordinating formation initiatives, hiring for mission, and 

extending efforts of outreach to outside members of school and community requires 

collaboration between the Chief Mission Officer and the administration, faculty, staff, 

Board, and Sponsoring Order/Province.  From the combined sixty-two roles and 

responsibilities required of the three Chief Mission Officers as outlined by their job 

descriptions, ten roles and responsibilities related specifically to collaboration [258].   

 The Holy Cross and Jesuit Presidents explained collaboration with the Chief 

Mission Officer occurs on a daily basis and is inherent to the structure of the position in 

order to more closely align every-day decision making with mission and charism [259].  

School-wide mission assessments also require collaboration between the Chief Mission 

Officer and the principal, board, and Sponsoring Order [260].  Finally, it was expressed 

that success related to onboarding and ongoing formation for employees was a result of 

collaborative efforts between the CMO and the president and principal [261].  

  Although the three school’s selected for inclusion in the present study created the 

Chief Mission Officer’s position to provide intentional support for sustaining mission and 

charism in the three schools, the researcher found collaboration to be essential for the 

CMO position.  Accordingly, using Dygert's (1998) research as a foundation, the 

researcher determined the faith formation need and sustainability efforts of charism to be 

the shared responsibility of the President, Principal, AND the Chief Mission Officer. 
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Analysis of Sub-Question 4: Differences in CMO Positions 

 Finally, the fourth research sub-question sought to understand how, if in any way 

the Chief Mission Officer position varied among schools sponsored by different religious 

orders.  The goal of the researcher was not to compare the three Chief Mission Officer 

positions nor to evaluate the position in any way.  The reason the researcher created 

developed this fourth sub-question was to uncover if, in any way, the Sponsoring 

Religious Orders might have influenced the position’s job responsibilities.  The data 

collected within this study did not identify ways in which the Sponsoring Order was 

involved in the position.  That stated, as much as the three positions are similar in their 

informal and formal responsibilities, the CMO position did, in fact, vary among the three 

schools.   

 In Tier One, sixty-two combined roles and responsibilities among the three Chief 

Mission Officer job descriptions assisted the researcher in generalizing about the CMO’s 

responsibilities.  However, looking further into the data as outlined in Table 17, the top 

three areas of responsibility varied among the positions.  

Table 17 

 CMO Prioritization According to Corresponding Job Description 

 Top Three Areas of Prioritization for Chief Mission Officer’s Position 
According to their Corresponding Job Description 

CSJ CMO Advisor/Liaison 
(38%) 

Formation (33%) Collaboration (17%) 

Holy Cross 
CMO 

Formation (45%) Advisor/Liaison (24%) Collaboration (14%) 

Jesuit CMO Advisor/Liaison 
(38%) 

Assessment/Evaluation 
(24%) 

Formation (14%) 

It would make sense that the top three areas of prioritization varied because the CMO 

position was created for different reasons and charged with different responsibilities.  
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Although each position was identified as a way to be intentional in the wake of the 

decline of religious presence in the schools, other factors also contributed to the 

position’s creation in each of the schools. The CSJ President had to convince the Board 

the CMO position was necessary for the school after being inspired to create the position 

from a colleague at a Jesuit University [262].  As the first lay-President, the Holy Cross 

President believed he needed to be intentional about maintaining the Holy Cross charism 

and therefore sought to create the CMO position [263].  And, the Jesuit CMO position 

was created from two part-time positions because the President at the time did not feel he 

could expertly communicate the mission of the school [264].  Because the inception of 

each position varied, so too did the way in which the position came to direct efforts of 

formation and education.  Currently, the CSJ CMO and Jesuit CMO direct efforts of 

formation and education toward the adult community of the school, while the Holy Cross 

CMO directs efforts of formation and education at both the adult and student population 

of the school.  The researcher learned the CMO positions have evolved from their initial 

conception due to changes that have occurred over time and mission assessments 

identifying areas of need.  Though areas of similarity exist among the three Chief 

Mission Officer positions examined within the present study, each CMO position is 

unique and was created to meet the specific needs of their schools. 

Chapter 4: Findings Summary 

 Seeking to create a framework of evidence-based recommendations for Catholic 

secondary school leaders composed of best practices for enhancing the sustainability of 

charism transmission in religious order-sponsored Catholic secondary schools, the 

researcher examined the charism sustainability practices of three Chief Mission Officers 
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at a Congregation of Saint Joseph, Congregation of Holy Cross, and Jesuit-sponsored 

secondary schools representing a diversity of religious orders.  The researcher adopted a 

three-tiered data collection procedure to collect qualitative data in the present study.   

 In Tier One, the researcher examined the job descriptions of the three full-time 

Chief Mission Officers employed at the schools included in the present study.  From the 

sixty-two school-specific roles and responsibilities analyzed in Tier One from the three 

CMO job descriptions, the following five categories of job functions emerged in each of 

the schools’ job descriptions: advisor/liaison; assessment and evaluation; collaboration; 

formation; and outreach.    

 From the five emergent categories, the researcher developed an online survey of 

open-ended survey questions used in Tier Two.  The survey was administered via email 

to the presidents, principals, and Chief Mission Officers at each of the three schools 

selected for the present study.  Survey respondents identified employee hiring, employee 

onboarding, ongoing employee formation, students as servant leaders, student mission 

vocabulary and collaboration as areas of success; gaining cultural buy-in from both 

employees and students were identified as challenges of education and formation in 

mission and charism for the schools.  Additionally, while respondents recognized 

structures and processes in place to promote assessment related to charism transmission, 

several respondents advised developing either a lay vocational program or a more 

comprehensive student program to improve charism formation in the schools.   

 In the final tier, Tier Three, the researcher visited each school and conducted 

individual semi-structured interviews with the Chief Mission Officer, president, and 

principal at each school.  From the data collected from the interviews, the researcher was 
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able to gain clearer insight about the Chief Mission Officer position and the practices and 

responsibilities that influence a CMO’s ability to sustain charism through both informal 

and formal functions in conjunction with the president and principal.   

 An examination of comments from the twelve interview participants revealed that 

there is no single model for a Chief Mission Officer’s position.  Rather, the CMO 

position is as unique to the school as the school’s mission and charism.  The four sub-

questions allowed the researcher to identify the practices and responsibilities that 

influence a Chief Mission Officer’s ability to sustain charism in a religious order-

sponsored Catholic secondary school.  In addition to being an intentional way for the 

three institutions in the present study to sustain the school’s charism in the wake of the 

decline of vowed-religious in the schools, the Chief Mission Officer’s position was 

determined an essential collaborator in maintaining the faith formation needs and 

sustainability efforts of charism with the President and Principal.  Rooted in 

collaboration, assessment, and meeting the specific needs of the school, an evidence-

based framework is introduced in chapter five to assist Chief Mission Officers’ efforts in 

sustaining mission and charism within their religious order-sponsored Catholic secondary 

schools. 
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FIVE: CONCLUSIONS AND RECOMMENDATIONS 

Introduction 

 Wenglinsky (2007) explained the advantages associated with the “Catholic school 

effect” are more prominent in Catholic schools under the sponsorship of a religious order 

because of unique charism associated with the religious order present within the school.  

However, according to the Annual Statistical Report for Catholic Schools in the United 

States (McDonald, 2017), Catholic secondary schools continue to experience drastically 

declining numbers of vowed religious men and women within the American Catholic 

Church.  Because the number of vowed religious men and women have declined in the 

Church, the presence of religious men and women in the Catholic schools has also 

decreased.  As religious order-founded Catholic secondary schools shifted to lay 

leadership and agreements of sponsorship in the decline of religious men and women 

present in the schools, the president and principal were identified as the torchbearer 

responsible for sustaining a school’s unique charism.   

 Although Dygert (1998) concluded the president and principal in religious order-

sponsored secondary schools share the responsibility for maintaining the charism of the 

founding religious order, Fussell (2016) determined the president and principal should 

seek to provide an intentional approach to meet the faith formation needs of the school 

community.  An increasing trend in Catholic secondary-education has found religious 

order-sponsored schools creating and hiring an executive leader as the school’s Chief 

Mission Officer (CMO).  While the creation of this position is a reflection of Catholic 

education’s commitment to maintaining charism, the researcher believed the present 

study to be the first of its kind to examine the Chief Mission Officer’s position in 
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Catholic secondary education.  Chapter five summarizes this study by first restating the 

purpose, aim, and research questions, and then highlighting the qualitative research 

procedures implemented which lead to the researcher's proposed solution.  This chapter 

concludes with recommendations for further action and future research considerations. 

Purpose of the Study 

The purpose of this qualitative, multi-site case study is to examine the practices 

and responsibilities of the position of Chief Mission Officer at three religious order-

sponsored Catholic secondary schools.  As Catholic schools prepare for the future, 

identifying areas of best practice will assist the Chief Mission Officer’s efforts in 

sustaining the mission and charism of their sponsoring religious community. 

Aim of the Study 

Focusing on the position of Chief Mission Officer, rather than the person in the 

position, the aim of this Dissertation in Practice is to create a framework of evidence-

based recommendations for Catholic secondary school leaders composed of best practices 

for enhancing the sustainability of charism transmission in religious order-sponsored 

Catholic secondary schools. 

Research Questions 

 The following central question guided this study: What practices and 

responsibilities influence a Chief Mission Officer’s ability to sustain charism in a 

religious order-sponsored Catholic secondary school?  From this central question 

emerged additional sub-questions: What informal functions of the position does the Chief 

Mission Officer perceive as contributing toward sustaining the religious order’s mission 

and charism within the school?  What formal functions of the position does the Chief 
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Mission Officer perceive as contributing toward sustaining the religious order’s mission 

and charism within the school?  How does this position work in conjunction with the 

President and Principal to share responsibility for maintaining mission and charism?  

How, if in any way, does the position vary among schools sponsored by different 

religious orders?  Answers to these questions will help guide Catholic school leaders to 

establish a stronger culture of sustaining mission and charism within the schools. 

Summary of Study 

Seeking to gain a greater understanding of the complexity of sustaining charism in 

religious order-sponsored secondary schools, this research utilized a qualitative, multi-

site case study.  With three Catholic secondary schools as the primary research sites, this 

qualitative study collected data from the President, Principal, and Chief Mission Officer 

from each school.  The research adopted a three-tiered collection strategy to gather data 

through the following measures: a document analysis of each of the schools’ Chief 

Mission Officer’s job descriptions; an open-ended question survey; and in-person semi-

structured interviews.  The open-ended surveys were emailed to all-nine research 

participants but only eight research participants completed the survey.  The researcher 

was able to sit with all nine research participants for the in-person semi-structured 

interviews.  By conducting a thorough evaluation of the charism sustainability practices 

at each of the three sites and from the nine research participants, the researcher was able 

to identify similarities and resonant themes that have contributed to the school’s ability to 

foster formation in charism through the CMO position.    

 From this data collection five primary job functions emerged for the Chief 

Mission Officer’s position: (a) advising/liaison; (b) assessment and evaluation; (c) 
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collaboration; (d) formation;  and (e) outreach.  The data also identified how differences 

in organizational structures and processes at each of the schools required different 

approaches to formation in the charism.  Additionally, the data collected allowed the 

researcher to gain a clearer insight into the Chief Mission Officer position and the 

practices and responsibilities that influence a CMO’s ability to sustain charism through 

both informal and formal functions in conjunction with the president, the principal, and in 

some cases, the school’s Board of Directors.   

 This research exploration did not seek to evaluate the effectiveness of the three 

CMO positions included within the present study.  In comparing the various ways in 

which the three examined CMO’s conduct their position, the researcher has concluded 

that there is no single ‘best’ example of a Chief Mission Officer’s position that would 

work in every school.  Rather, the CMO position is as unique to the school as the 

school’s mission and charism are.  With that said, the Chief Mission Officer’s position 

was determined to be an essential component of a religious-sponsored Catholic secondary 

school’s efforts to maintain the faith formation needs and sustain the charism of the 

school community.  Rooted in both collaboration and assessment, the following sections 

offer an evidence-based framework to assist schools in creating a Chief Mission Officer’s 

position.  

Proposed Solution 

 In the present study, the Tier One document analysis of the CMO job 

descriptions, the Tier Two survey results, and the Tier Three interview comments were 

subjected to an extensive examination and codification process, from which themes and 

patterns of meaning became apparent to the researcher.  The researcher examined each of 
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the themes, the relationships between the themes, and how the themes contributed to the 

Chief Mission Officer’s ability to form the members of the community and sustain the 

charism of the school.  This analysis led to a framework for schools seeking to create a 

Chief Mission Officer’s position noted in Figure 4. 

Framework for the Creation of the Chief Mission Officer Position 

 The goal of this Dissertation in Practice was to uncover evidence-based 

recommendations for Catholic secondary school leaders seeking to enhance the 

sustainability of charism transmission in religious order-sponsored Catholic secondary 

schools.  The examination of the Chief Mission Officer’s positions at three different 

Catholic secondary schools, each sponsored by a different religious order, found the 

researcher concluding the Chief Mission Officer’s position as essential to the 

sustainability of a school’s religious charism.   

In the Chapter 2 literature review, the researcher identified Cook’s (2015) ‘self-

renewing’ framework for cultivating charism as one way in which Catholic secondary 

schools could address their current needs as they relate to cultivating charism, fostering 

the faith-formation needs of the faculty, and allowing for growth and focus in the future.  

Cook’s framework proposed a cycle of renewing charism which has no beginning nor an 

end (see Figure 3).  Through this process of continual discernment, Catholic schools can 

recognize the ways in which to direct efforts of sustaining charism to meet their own 

unique needs for the identity of their school community. 



MANAGING CHARISM TRANSMISSION 120 
	

 
Figure 3. Framework for Cultivating Charism. (Printed with permission)  

 As the themes and patterns of meaning emerged from the data collection and 

analysis, the researcher became aware of similarities between this present study’s data 

findings and Cook’s (2015) framework for cultivating charism.  Because the similarities 

between the data findings occurred organically as a result of the present study, the 

researcher reached out to Dr. Cook and received permission to reinterpret Cook’s original 

framework through the lenses of the Chief Mission Officer’s position.   In Cook’s 

framework, the cycle of charism cultivation has no beginning nor end.  The framework 

created from this present study does however have a beginning, and cycles through five 

phases.  As a result of the five-phase cycle, the researcher then determined that Cook’s 

(2015) original framework should be included at the end of this study’s proposed 

framework.  

 Though the phases used in Cook’s (2015) framework, and the phases used in the 

present study’s framework share some similarities on the surface, Cook’s intended 

purpose for each phase, and this researcher’s intended purpose for each phase vary, as 

outlined in Table 18.  
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Table 18 

 Phase Identification of Present Study Framework and Cook’s (2015) Framework  

Framework for the Creation of the CMO 
Position (Present Study) 

Cycle with a beginning and ending with Cook’s 
(2015) Framework. 

Cook’s (2015) Framework 
(Printed with Permission) 

Cycle of renewing charism which 
has no beginning nor an end. 

 
1. 

Identification 
& 

Discernment 

Natural starting point.  School 
identifies the CMO position as 

an option for the school and 
begins to discern if the 

position would work within 
the school. 

 
 

Identify 

 
Natural starting point.  
The school discerns its 

charism and focus. 

 
 

2.  
Mission Audit 

Mission audit (from 
sponsoring order or outside 
group) identifies school’s 

current ability to live charism, 
inclusive of strengths, areas of 

improvement, and 
recommendations. 

 
 
 

Codify 

School delineates 
charismatic identity 
through core values, 

expectations, and 
symbolism. 

 
3. 

Organizational 
Integration 

School leaders establish the 
CMO position and decide how 

the position fits within the 
organizational structure (title, 

office placement, direct 
reports). 

 
 

Enculturate

School leaders 
promulgate the 

charism and implement 
systematic formation 
for school members 

and students. 
 

4.  
Alignment  
& Focus 

At this stage of the process, 
the President and Principal 

begin to develop the contours 
of the CMO position inclusive 
of the essential job functions. 

 
 

Integrate 

School leaders align 
culture, practice, and 

polices with charism as 
normative way of life 

for the school. 
 

5. 
Enculturation 
& Formation 

The CMO position, now 
established, institutes a multi-

dimensional, systematic 
enculturation and formation 

program for the school 
community. 

 
 

Assess 

Mechanisms for 
assessing desired 
charism-related 

outcomes for school 
members are instituted.

 

 As demonstrated in Table 18, the framework for the creation of the CMO 

position, that was a product of this present study’s research findings, does not contradict 

Cook's (2015) framework for the cultivation of charism in schools. Instead, the 
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framework proposed by the researcher as a result of this study reimagines Cook's original 

phases and gives the phases a prescribed order before then encompassing Cook's original 

framework as outlined in Figure 4.   

 

Figure 4. Framework for the Creation of the Chief Mission Officer Position  

 By completing the first five phases in the order outlined here, the school creates a 

CMO position unique to the charismatic needs of the school.   Once established, the 

CMO then is the position responsible for cultivating charism through the framework 

outlined by Cook.  In the following sections in this chapter, a more in-depth look into 

Proposed Framework  
    (Tagliaferro, 2018) 
 
Cultivating Charism 
    (Cook, 2015) 



MANAGING CHARISM TRANSMISSION 123 
	

each phase will identify how the research data supports the proposed framework.  

Specifically, the following sections explain how existing support structures in the schools 

and impact each of the first five prescribed phases of the framework for the creation of 

the CMO position.   

Support for Solution from Data Collected 

 The researcher learned that for each school examined within the present study, the 

CMO position has been evolving as a result of mission audits, changes in school 

leadership and the creation of formation programs and initiatives.  Though areas of 

similarity were shown to exist among the three Chief Mission Officer positions examined 

within the present study, the researcher believes the CMO position cannot be prescriptive.  

This examination into the Chief Mission Officer’s position demonstrated how the 

position must be individually tailored for each school to meet the school’s specific 

charismatic needs.   Therefore, from the data collected, the proposed framework is 

intended as a research-based guide for institutions discerning the creation of a CMO 

position, rather than a list of must-haves.   It is after the school moves through the five 

stages proposed from this study that the CMO then continues Cook's (2015) framework 

for cultivating charism.  The following five phases emerged as initial considerations for 

this research study's proposed framework: (1) Identification & Discernment; (2) Mission 

Audit; (3) Organizational Integration; (4) Alignment & Focus; (5) Enculturation & 

Formation. 

Identification & Discernment 

 The researcher selected the Identification & Discernment phase as the natural 

starting point for the creation of the Chief Mission Officer position.  School leaders need 
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first to identify a desire and a commitment to place intentional focus on charism and 

formation.  Where the idea is born for a school to begin discerning the validity of such a 

position can vary greatly, as seen in the current study.  The CSJ President created the 

CMO position after being mentored by the Chief Mission Officer at a Jesuit University 

[265].  The Holy Cross President believed that as the school’s first lay President he 

needed position focusing on charism after such an impactful transition from a religious to 

lay [266].  For the Jesuit school in the present study, the Jesuit CMO recalled a 

conversation during his hiring when the then President said that the Jesuit Province was 

asking when the school would hire a CMO [267].  Through this identification process, 

school leaders can recognize the needs of the school related to mission and charism.  

 More than just identifying a need, school leaders must carefully reflect and begin 

to discern two essential considerations.  First, school leaders must discern if the school is 

fully willing to commit the resources necessary to place focus on efforts of charism 

sustainability.  The CSJ CMO, Holy Cross CMO, and Jesuit CMO each identified the 

purpose of their position as an “intentional” way for the school to demonstrate a 

commitment to charism [268].  Secondly, school leaders must reflect on the needs 

identified and discern whether or not a full-time Chief Mission Officer’s position is the 

best way to satisfy the charismatic needs of their school community.  While an increasing 

trend in Catholic secondary education has been to create a CMO position for a school 

community, school leaders still need to appropriately identify need related to charism and 

discern how to best meet those needs in order to create a Chief Mission Officer’s position 

that uniquely fits the school’s mission and charism. 
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Mission Audit 

 Although the research respondents did not mention the mission audit processes as 

part of the initial decision-making process for the creation of their CMO position, each 

respondent did speak to the importance of mission audits and provided details about how 

the evaluation helped to evolve the CMO position.  The researcher learned that the Jesuit 

and Holy Cross Congregations required mission audits as a component of the sponsorship 

agreements.  The CSJ-sponsored school, however, had to seek an external mission 

consulting group to conduct a mission audit.  In addition to assessing how the school is 

reportedly living out the charism, mission committees conducting audits will provide 

focus to particular areas of charism and formation at the request of the school leaders.  

 The CSJ CMO explained the benefit of a mission audit provided school 

stakeholders the opportunity to identify and develop initiatives related to mission and 

charism for the school [269].  The Jesuit President added a benefit to the mission audit 

process was a self-study the school was required to do to identify needs, strengths, and 

weaknesses related to living mission and charism [270].  Not only has the research 

identified mission audits and beneficial for school communities, but as the second phase 

of the proposed framework the self-study component will already be completed in the 

first phase of Identification & Discernment.  Therefore, the researcher believes a school 

looking to create/update their CMO position should do so with the assistance of a mission 

audit.  The mission audit enables a school to understand their strengths, weaknesses, and 

recommendations for improvement.  By requesting the mission audit committee identify 
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ways in which a CMO position could benefit the school community, the CMO position 

can be tailored to address the specific needs of the school better. 

Organizational Integration 

 One of the foundational components of this research study was Dygert’s (1998) 

examination of the President and Principal Model in schools from which Dygert 

concluded the formation of the school’s mission and spiritual capital were shared 

responsibilities of both the president and principal.  With the creation of a Chief Mission 

Officer’s position, the organizational structure within the school changes and the shared 

responsibility should shifts to include the CMO position.  Within this research study, the 

collaboration between the CMO and the president and principal was found to be essential 

to the success of cultivating charism in the schools.  At the Organizational Integration 

phase, school leaders have decided to establish the CMO position but must now choose 

how the position will fit within the organizational structure of the school.  

 The CSJ-President, CSJ-Principal, the Holy Cross President, Holy Cross CMO, 

and the Holy Cross Principal each identified that the Chief Mission Officer’s position 

should carry the executive title of Vice President [271].  The CSJ President, Holy Cross 

President, and Holy Cross Principal explained the Vice President title identifies the 

position as critically important [272].  The Holy Cross CMO recognized having a “seat at 

the table” as the reason why the Vice President title is necessary [273].  Research 

respondents were not all in agreement, however. The Jesuit President and Jesuit CMO 

explained that while the VP title does give the CMO position gravitas if the position 

carried the title of Director the position might be more approachable [274].   
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The CSJ CMO and Jesuit CMO also identified that school structure and physical 

office placement should be considered in connection to the position’s title.  The CSJ 

CMO believed more people come in and talk about their faith journey because of how far 

away her office is in relation to the president, while the Jesuit CMO stated it was difficult 

to be pastoral with people and share in their faith journey because of how close his office 

is in relation to the president’s office [275]. 

 At this phase of Organizational Integration, school leaders need to decide how 

they envision the CMO position will integrate within the organizational structure and 

how they hope to align the position, through title and office location, with the perceptions 

of other school members.  

Alignment & Focus 

 Although the ways in which the CMO positions promulgate the schools’ charisms 

varied, the researcher identified five categories as collective responsibilities held by each 

of the Chief Mission Officers.  The following five categories emerged as essential job 

functions of a Chief Mission Officer’s position: (a) the CMO acting as an advisor/liaison; 

(b) the responsibility of conducting assessment and evaluation related to mission and 

charism; (c) working collaboratively with school stakeholders; (d) developing and 

executing formation programs for the school community and (e) fostering outreach to 

both school and community members.  Though the job descriptions varied among the 

three schools, the amount of focus directed at employees, students, and other 

stakeholders, taken collectively, generally focused efforts of charism sustainability 

directed at school employees 50% of the time.  Taken individually, each CMO examined 

in the present study directed charism formation in different ways.   
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 While the CSJ and Jesuit schools focused formation and educational efforts on the 

adult stakeholders (employees and Board members), the Holy Cross school focused 

formation and educational efforts on both adult (employees and Board members) and 

student stakeholders.  The Jesuit Principal explained the formation of the charism is 

directed at the employees of the school because the students only have a short snapshot of 

the school and it is the employees who are expected to keep the charism of the school 

alive beyond the student snapshot [276].  The CSJ CMO offered an explanation that 

paralleled the explanation of the Jesuit Principal, pointing out the CSJ CMO job 

description does not connect her with students but rather with the adults because the kids 

come and go, but if the adults get it, then it will get down into the school and to the 

students [277].   

 The Holy Cross CMO explained that though his position started with focus 

directed at the adult employees of the school, the evolving nature of his position has since 

transitioned to include equal formation directed at the student population.  Through 

student life and leadership, co-curricular activities, service and outreach and Campus 

Ministry, the Holy Cross CMO identified the students should also be formed in the 

charism to make the charism lived in the school by all stakeholders [278].   

 At the Alignment & Focus phase of the proposed framework, the school leaders 

begin to develop the contours of the Chief Mission Officer’s position inclusive of the 

essential job functions.  Alignment of the job functions depends on the formation needs 

identified in earlier phases.  While each CMO explained their job description and focus 

has evolved since they began the position, the school should initially identify focus 

directed at employee, students, or both based on the individual needs of the school.  
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Enculturation & Formation 

 Building upon the four previous phases, the CMO position, now established, 

executes the position as outlined by the school leaders.  Addressing the weaknesses and 

recommendations of the phase two mission audit, the CMO begins to institute a multi-

dimensional, systematic enculturation and formation program for the school community.  

Employee onboarding, mission retreats, board formation programs, internal and external 

professional development related to mission and charism and lay formation programs 

with the sponsoring congregation were some of the multi-dimensional ways in which the 

three CMOs in the present study implemented enculturation and formation programming.  

Like the phases in the framework, there is no prescriptive formula for the ways in which 

the CMO must enculturate and form the school community.  The continual process of 

identification, codification, enculturation, integration, and assessment outlined in Cook’s 

(2015) framework also become components of multi-dimensional enculturation the CMO 

would coordinate in collaboration with the President and Principal to cultivate charism 

within the school.  

Existing Support Structures and Policy Considerations  

 For a school seeking to create a Chief Mission Officer’s position the prospect of 

adding an additional full-time position/department to an already existing organization 

structure can seem challenging.  However, schools do not need to undertake this process 

alone.  For religiously-sponsored secondary schools, other schools within the network of 

sponsorship can provide additional resources and support.  Additionally, some of the 

schools within the network may have already established a CMO position.  If this is the 

case, school leaders can work with their colleague school leaders who have created the 
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CMO position to potentially borrow language, policies, or organizational structure and 

will not feel daunted by having to start from nothing.  

 In addition to other network schools, the sponsoring order may also provide 

structure and support for a school seeking to implement a CMO position.  Each 

sponsoring order, as outlined in their sponsorship agreements, has its own set of 

policies/regulations.  Regardless of the form in which sponsorship occurs, by agreeing to 

sponsor a school, a religious congregation assumes the responsibility for maintaining a 

relationship with the school and to assist in preserving their community’s legacy and 

unique charism (Welch, 1994; Morey & Holtschneider, 2003).  Thus, in an effort to 

successfully create a Chief Mission Officer’s position, school leaders should thoroughly 

review the terms of the sponsorship agreement.  If a school deems it necessary to create a 

Chief Mission Officer’s position, and that school is willing to commit the financial 

resources and structures needed for the position to be successful, then the sponsoring 

order has a responsibility to assist the school in the endeavor.   

Potential Barriers and Obstacles for Proposed Solution 

 In addition to being an intentional way for the three institutions in the present 

study to sustain the school’s charism in the wake of the decline of vowed-religious in the 

schools, the Chief Mission Officer’s position was identified as an essential collaborator in 

maintaining the faith formation needs and sustainability efforts of charism with the 

president and principal.  Therefore, the president and principal must not only be willing 

to work collaboratively with the CMO position, but as the school leaders sharing the 

responsibility for the formation of the school’s mission and spiritual capital, it is essential 

that these two organizational leaders identify the cultivation of charism as a priority.  
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Creating buy-in and a commitment from the Board, the president, the principal, and the 

faculty and staff were explained as necessary components that can hinder or strengthen 

the CMO’s ability to cultivate mission and charism.  When discussing buy-in, the CSJ 

President explained: 

 Make sure people think it’s a good idea. And by that, I mean the board, as well as 

 the staff.  It’s a vital reflection to see how they envision that role (CMO) 

 interacting with the rest of the organization.  Part of gaining support is meeting 

 the expectations of those being asked to buy-in [279]. 

    However, as noted elsewhere in this study, the cultivation of charism and the formation 

of the school community cannot simply be placed at the sole responsibility of the Chief 

Mission Officer.  The Holy Cross CMO explained, “everyone at the school needs to care 

about our mission and charism” [280]. Ultimately, if the school leaders are not mission-

driven and if buy-in does not permeate the faculty, staff, administration, and Board of the 

school, the Chief Mission Officer will not have the support the research participants in 

the present study feel are necessary for the CMO’s ability to cultivate mission and 

charism in the school successfully. 

Financial / Budget Issues Related to Proposed Solution 

 Initially, the financial impact associated with the Chief Mission Officer’s position 

may appear small, however a closer examination into the position and its intended 

purposes demonstrate a clear need for school leaders to allocate appropriate funds.  For 

the three CMO positions examined within this study, the Chief Mission Officer was a 

full-time position that also carried the title of Vice President.  Therefore, in addition to 

health insurance and other full-time benefits, an executive-level salary will also present a 
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financial consideration for the creation of the CMO position.  Setting up a physical office 

with the resources needed for the CMO to carry out the position is another financial 

implication school’s must consider, especially if office space is limited in the school. 

Additionally, the CMOs in the present study explained their schools had allocated an 

annual budget for the CMO related to formation efforts of faculty, staff and Board 

members.  As the CMO continues in the position to assess the needs of the school 

community, additional formation programs and professional development opportunities 

may require additional funding to complete.  The creation of the CMO position was 

shown to be a way for school leaders demonstrate a commitment to mission and charism.  

Similarly, the Board of the school will demonstrate their commitment to the position by 

offering a comparable and commensurate salary while also allocating funding for 

formation programming if necessary. 

Change Theory 

 Cawsey, Deszca, and Ingols (2016) explained that when an organization changes 

to enhance their effectiveness, they “increase their ability to generate value for those they 

serve” (p. 2).  A Catholic secondary school seeking to demonstrate a commitment to 

cultivating charism by creating a Chief Mission Officer’s position is undertaking an 

organizational change that will undoubtedly generate value for those they serve.  From 

Burke’s (2014) examination of change theory, Burke explained that organizations are 

created with an expectation that they will serve their purpose consistently and will stand 

the test of time.  Change theory can assist an organization because it not only addresses 

the causes associated with the challenges of cultivating charism, but change theory can 

also shed light on potential solutions to these challenges.   
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 Mission, strategy and  vision  are terms Burke (2014) used as essential elements 

of change theory.  Burke described mission as the current purpose of an organization; 

strategy as the means of which the mission is implemented and vision as the future and 

desired outcomes (p. 230).  For this dissertation in practice, a religious-sponsored 

secondary school is charged with maintaining the distinctive charism of the school and 

the sponsoring order (mission).  The decline of religious-working in the schools has 

found some schools creating a CMO position to cultivate charism (strategy).  And, the 

CMO assessing the needs of the school community and addressing those needs through a 

regular cultivation cycle helps to ensure sustainability of charism for the future (vision).  

The Chief Mission Officer’s position is a reflection of change theory within an 

organization, caring not only for the present mission but also the future. 

Internal / External Issues Related to Proposed Solution 

 Burke (2014) identified the life-cycle theory to describe why some organizations 

might undergo change using the metaphor of human life.  As a living organism, an 

organization is affected not only by what is ingested or brought into the organization but 

also influenced by the internal and external environment.  This researcher has argued that 

religiously-sponsored Catholic secondary schools can demonstrate a commitment to 

prioritizing the sustainability of charism through a Chief Mission Officer’s position.  The 

researcher also acknowledges, however, that this is not the only priority for Catholic 

schools, nor is it the only challenge.  Some schools struggle with enrollment issues, 

finances, employee turnover and the prospect of closing.  In such cases, these issues may 

take precedence over the creating a position for sustaining charism.  Finding a physical 

office space to meet the demands of the position, allocating enough money to compensate 
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a Vice President or Director, undertaking a mission audit, especially if one is not 

available by the sponsoring order, each represent real challenges a school must consider 

in addition to the time and attention needed for the day-to-day operations of the school 

before undertaking the creation of a CMO position.  These are all necessary 

considerations and cannot be overlooked.  As is evidenced by this research examination 

and by the accompanying literature review, however, the cultivation and sustainability of 

a school’s charism should also be a priority in the decline of religious men and women in 

the schools.  If religious-sponsored Catholic secondary schools are to be sustained and 

thrive into the future, emphasizing the importance of cultivating a lived charism in the 

schools must remain a top priority.  

Implementation of Solution Processes and Considerations 

 The initial steps for creating a Chief Mission Officer’s position can be as simple 

as finding a model used in another school and building a proposal for the president, 

principal  and Board of the school.  Within this study, it became evident that the 

differences demonstrated by each of the Chief Mission Officers’ positions were a result 

of the unique needs of the school and the resources allocated by the school.  Each school 

with a Chief Mission Officer represents a unique model for implementation, and, if 

possible, should be considered by schools seeking to implement such a position. As 

demonstrated earlier in the proposed framework, assessing the needs of the school and 

fostering buy-in for school members are essential steps toward the successful 

implementation of a Chief Mission Officer into a school’s organizational structure.    

Roles and Responsibilities of Key Players in Implementation 
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 Burke (2014) noted that organizations do not live separately from their external 

environment and that this environment has an effect on the organization.  Within a 

Catholic secondary school, a variety of different stakeholders must be considered when 

undertaking the implementation of school-wide initiatives.  Even though no two school 

communities are identical, stakeholder groups that are common among schools share 

specific roles in the implementation process.  When creating and implementing a Chief 

Mission Officer’s position, it is essential that critical decision-makers actively support the 

CMO initiative.  The president and principal of the school, the Board of the school, the 

school’s Chief Financial Officer, and the leaders within the founding religious order that 

serve on the Board and those responsible for the school’s Sponsorship Agreement, are 

stakeholders necessary for the successful implementation of a Chief Mission Officer’s 

position.  These decision-makers can initiate the establishment of a Chief Mission 

Officer’s position, influence its development and provide guidance, resources, and 

leadership during its development.  Additional school members that the decision-makers 

will need to gain buy-in from are the faculty, staff, parents and students. 

Fostering Support for the Proposed Solution 

 The implementation of an organization-wide initiative requires the support and 

buy-in from invested school members.  In the context of a Catholic school community, 

buy-in must come from both the sponsoring congregation and the lay school leaders and 

educators.  It is in the transition from religious to the lay-population to whom the torch of 

charism promulgation has been handed.  The lay leadership in the schools must be 

willing to commit to initiatives of charism sustainability and promulgation fully. 
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 To successfully integrate a Chief Mission Officer’s position in a Catholic 

secondary setting, the Chief Mission Officer must have the support of the leaders and 

stakeholders identified as key players for implementation.  As a reflection on this study’s 

findings, the researcher concludes that the best way to foster support and buy-in for the 

Chief Mission Officer’s position is through a mission audit.  The research participants 

explained the importance of the mission assessments related to the evolution of the CMO 

position.  A mission audit can help school leaders substantiate the CMO initiative and 

foster support and buy-in for the position because the assessment can demonstrate to a 

school community how a charism-focused position can enhance the Catholic school 

effect by addressing the specific faith-formation needs of the school.  

 As noted earlier, the addition of a Chief Mission Officer’s position carries with it 

the financial implications of health insurance and other full-time benefits, an executive-

level salary, funding related to formation programming of faculty, staff and Board 

members.  Accordingly, it will be of particular importance for the Board of the school to 

agree to these additional budgetary requirements.  By agreeing to the financial terms, the 

Board not only demonstrates their commitment to the CMO position but also reflects a 

commitment to the school’s Sponsorship Agreement and the sponsoring religious 

congregation. 

 Rogers (2003) explained the successful adoption of any innovation is its ability to 

demonstrate compatibility with the values, beliefs, and experiences of individuals in the 

organization.  Today, the NCEA reports only 2.6% of the employees working in Catholic 

secondary school are priests or religious brothers and sisters (McDonald, 2017).  As 

agreements of sponsorship increases and the presence of religious men and women in the 
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school decreases, the need for charism-focused initiatives is essential.  Support for the 

creation of the Chief Mission Officer’s position should be relatively easy to obtain since 

the several Catholic schools have implemented the position in addition to the three 

schools in the present study all having experienced positive outcomes and success as a 

result of the position toward cultivating charism. 

Evaluation and Timeline for Implementation and Assessment 

 When the researcher created the proposed framework, it was done with 

consideration for the feasibility of both implementation and assessment.  The creation of 

a Chief Mission Officer’s position is proposed in five phases outlined previously in this 

chapter.  The first five phases are meant to occur in a fixed order, but the timeline for 

implementation is left at the discretion of the school.   

 The timeline for implementing a Chief Mission Officer’s position may be directly 

related to the rhythm and flow of the school’s fiscal calendar.  Because the framework 

calls for a mission assessment early in the process and because the creation of the 

position requires the Board of the school to approve the initiative and dedicate the 

financial resources necessary to the position’s success, the timeline for implementation 

may depend on both fiscal calendar and/or the ability to schedule a mission audit.  

 Before setting a proposal into motion for the new position, the educational leaders 

driving the creation of the CMO position may need to spend significant time with each 

group of stakeholders to gain support for this recommended change.  

 In addition to the assessment that occurs within the first five phases of the 

proposed framework, because the researcher has incorporated Cook’s (2015) framework 

for cultivating charism, assessing the impact of the CMO position after implementation, 
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will occur as a continuous cycle of assessment, identification, codification, enculturation 

and integration.  Additionally, assessment should occur at the discretion of the Chief 

Mission Officer in collaboration with the president and principal of the school.  Finally, 

as it is typical for Sponsorship Agreements to include periodic mission audits, the 

charismatic identity and formation efforts of the school and the Chief Mission Officer 

will undergo assessment, independent of the proposed framework.   

Implications 

 Focusing on the position of Chief Mission Officer, rather than the person in the 

position, this study aimed to create a framework of evidence-based recommendations for 

Catholic secondary school leaders composed of best practices for enhancing the 

sustainability of charism transmission in religious order-sponsored Catholic secondary 

schools.  Because every school is different, and because every school’s charism is unique, 

the researcher did not find it possible to identify one single best example of the Chief 

Mission Officer’s position that could be employed in any setting. Instead, the proposed 

framework is intended to allow a school community to develop the capacity to create a 

charism-focused position that fits the specific needs of any school using the framework.  

Therefore, the researcher found practical implications as a result of this research study as 

well as future research considerations related to the sustainability and cultivation of 

charism in religious-sponsored Catholic secondary schools. 

Practical Implications 

 Roberts (2010) explained social research should consider “who will likely benefit 

from the study, what they will learn from it, and why they will gain that knowledge” (p. 

181).  The most significant benefit from this qualitative research study will be those 
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Catholic secondary schools that have not yet created a Chief Mission Officer’s position 

or that presently have a CMO but are looking for a framework to reexamine the CMO’s 

roles and responsibilities within the organizational structure.   

 Secondly, religious congregations may seek to incorporate this study’s findings 

into their charters and Sponsorship Agreements.  Finally, and above all else, the purpose 

of Catholic education is to provide holistic formation and development for students.  For 

the CSJ school examined in the present study, valuing the wellness of body, mind, and 

spirit are how the charism of the Congregation of St. Joseph develops students into union 

with God and each other.  The Holy Cross school incorporates the charism of the 

Congregation of Holy Cross by focusing development on both the heart and the mind.  

And, the Jesuit school examined in the present study adopted the Ignatian characteristic 

of cura personalis, with care for the whole person.  The merits of this study’s research 

findings may not ever be known to the researcher, except for the fact that the research is 

meant to provide Catholic education an opportunity to continue enculturating students in 

holistic charisms set forth by the founding members of religious communities.  Through 

the Chief Mission Officer’s position, these charisms can be sustained into the future.   

Implications for Future Research 

 The goal of this examination into the Chief Mission Officer’s position sought to 

identify informal and formal strategies and approaches that schools, employing the 

position, use to address the challenge associated with sustaining charism in the wage of 

declining religious men and women working in the schools.  As noted earlier, this 

examination of the Chief Mission Officer’s position in religious-sponsored Catholic 

secondary schools was an area not previously researched.  Accordingly, this dissertation 
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in practice serves not only as a foundation in this area of research but also identified 

opportunities for future research studies related to the cultivation of charism in Catholic 

secondary education.  The researcher identified four future research considerations as a 

result of the present study's data conclusions. 

 Re-examination of Dygert’s (1998) study.  At the time of its initial conception, 

Dygert sought to examine the emerging President/Principal Dual Leadership Model in 

Catholic secondary schools.  Dygert’s goal was to determine how the dual leadership 

model functioned and the perceived advantages and disadvantages associated with the 

model.  Using a survey model comprised of more than 200 research participants, Dygert 

concluded the president and principal in Catholic secondary schools share the 

responsibility for maintaining charism and fostering spiritual capital. Now, 20 years after 

Dygert’s original study, the present study’s examination of the emerging model of the 

Chief Mission Officer’s position begs the question of responsibility and accountability 

for mission, charism and spiritual capital.  A future study would do well to expand the 

scope of Dygert’s original research and include the views of the Chief Mission Officer as 

a position responsible for mission and charism.  

 Congregation-Sponsored lay formation programming.  As the decline of 

religious men and women working in the schools continues, the responsibility to cultivate 

mission and charism shifts to the responsibility of the laity working in the schools.  

Therefore, the researcher believes it pertinent to examine Congregation-sponsored 

formation programs for lay leaders.  The Jesuit-sponsored Seminars in Ignatian 

Leadership, the Christian Brother-sponsored Buttimer Institute of LaSallian Studies, and 

the Congregation of St. Joseph-sponsored Spirits on Fire Program are three examples of 
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religious congregation-sponsored opportunities for educators to grow into a more 

profound understanding of the sponsoring order’s charism and educational pedagogy.  An 

examination into how congregation-sponsored programs develop the spiritual capital of 

lay educators assist in the transmission of charism could produce evidence-based 

strategies and recommendations for other congregations who do not currently have a 

program. 

 Director vs. Vice President.  The researcher utilized a purposeful sampling 

technique of criterion-based selection to inform site selection for the present study 

(LeCompte & Preissle, 1993).  Of the criteria selected, the researcher chose to examine 

the executive position of vice president responsible for mission serving as the school’s 

Chief Mission Officer.  When the researcher inquired in Tier Three about whether or not 

the Chief Mission Officer needed to have the executive status of a vice president, the 

research participants varied in their responses.  While some respondents believed that the 

VP status provided the CMO position a seat at the table, others argued that a Director’s 

title would give the position a better opportunity to provide pastoral support and better 

accessibility to students, faculty, and staff.  A future research study might do well to 

compare the vice president’s position and the Director’s position at like institutions to 

determine if one title better suits the Chief Mission Officer’s position, or if in fact the title 

and status are of little consequence. 

 Mission Audits and Sponsorship Visits.  The present research study identified 

the importance of mission assessments in the maintenance of a school’s mission and 

charism.  The Jesuit and Holy Cross schools examined in the present study are required 

as a component of their Sponsorship Agreements to conduct a sponsorship visit serving 
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as a mission audit every few years.  The CSJ sponsored school, however, sought an 

external mission consulting group to do a mission audit.  In the decline of religious men 

and women working in the schools, religious orders should not be in competition, but 

instead should work collaboratively to enhance the practices and policies for cultivating 

faith-based charism.  A final future study consideration could seek to examine the models 

and methods used by religious congregations and external mission consulting groups to 

assess mission and charism for religious-sponsored Catholic secondary schools.  Such a 

study could produce evidence-based strategies and recommendations for Congregations 

and external consulting groups to build upon their current practices or develop a new 

program. 

Sharing the Research with Catholic Secondary Education 

 When the researcher set out on this Dissertation in Practice journey, it was done 

with the intent to identifying areas of best practice to assist Catholic secondary school 

leaders with enhancing the sustainability of charism transmission in religious order-

sponsored Catholic secondary schools.  As such, the researcher has been giving careful 

consideration throughout this process as to how the research findings will be shared with 

leaders in Catholic secondary education.  At the time of this writing, the researcher has 

identified four ways in which this research study and the proposed framework will be 

shared. 

 First, the nine research participants in the present study each expressed great 

interest in wanting to read the final product and study findings.  Secondly, the research 

will be shared with the Congregation of Saint Joseph, Congregation of Holy Cross and 

Jesuit Congregation as the three religious orders that sponsored the school’s included in 
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the present study.  The researcher inquired with each of the three school presidents who 

explained their willingness to assist the researcher in getting this research study into the 

hands of the sponsoring religious orders and their school provincials who could then 

decide to disseminate any or all of the research findings with their network schools.  

 The research will also be presented at the spring 2020 Holy Cross Institute 

Convocation.  The Holy Cross Institute brings together educational leaders from Holy 

Cross secondary schools, colleges, and universities around the world to stimulate 

dialogue regarding best practices and management in Holy Cross schools.  Of the fifteen 

Holy Cross High Schools in the United States, seven have a Chief Mission Officer’s 

position, but the other eight schools do not currently have the position.  The 

accompanying research and the seven schools presently employing a CMO position 

among the Holy Cross member schools could provide a compelling argument for the 

other eight schools about why this position is essential and can be implemented to meet 

the specific needs of the school. 

 Finally, the researcher will defer to the recommendations and expertise of the 

dissertation committee for alternative directions to disseminate the research findings 

whether that be through Catholic Education Journals, the National Catholic Educational 

Association (NCEA), or other avenues. 

Summary of the Study 

 With declining enrollment in Catholic secondary schools, limited school budgets, 

a decrease in the number of religious men and women in the school, an increase in tuition 

rates, and competition emerging from charter and magnet schools, sustaining the unique 

charism in the schools is essential to enhance the Catholic school effect in religious-
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sponsored Catholic secondary schools.  Religiously-sponsored Catholic secondary 

schools have shifted responsibility to lay educators and school leaders in the decline 

religious men and women working and teaching in the schools. 

This qualitative, multi-site case study examined the practices and responsibilities 

of Chief Mission Officer’s position in religious order-sponsored Catholic secondary 

schools.  As Catholic schools prepare for the future, identifying areas of best practice will 

assist the Chief Mission Officer’s efforts in sustaining the mission and charism of their 

sponsoring religious community. 

 The categories and themes that emerged from the data in the present study, 

assisted the researcher in creating patterns of meaning, and demonstrated the positive 

outcomes associated with the creation of a Chief Mission Officer’s position.  

 The proposed framework seeks to provide a blueprint for religiously-sponsored 

Catholic secondary schools to implement a Chief Mission Officer’s position tailored to 

the specific needs of the school community.  Although this research-based solution was 

based on documents, surveys, and interviews with educational leaders in three different 

schools located within the Diocese of Cleveland, the research methodology used within 

the study sought to be generalizable for any religiously-sponsored Catholic secondary 

school.  The emergence of the Chief Mission Officer’s position is recognition for 

religious and lay educators alike, that meeting the faith formation and charism 

sustainability needs in Catholic high schools has become too much for the president and 

principal to share responsibility for.  The creation of a Chief Mission Officer’s position is 

not meant as a cure-all, but instead, a means to assist leaders in Catholic education to 
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address some of the challenges facing Catholic education in the decline of vowed-

religious.  
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The IRBNet Support Team 

Appendix B 

Participant Invitation 

  

Date  
  
Dear Catholic School Leader,  
  
My name is Tymothy Tagliaferro, and I am a doctoral student in the Ed.D. 
Interdisciplinary Leadership program at Creighton University.  I am currently in the 
dissertation phase of the program and have proposed a research study that will seek to 
gain a greater understanding of the complexity of sustaining charism in religious order-
sponsored secondary schools. My study will utilize a multiple-case study approach and 
will involve interviews with school administrators in religious-order sponsored Catholic 
secondary schools in the Diocese of Cleveland.  
  
I am writing to you to invite you to consider participating in this study.  Your experience 
in Catholic education and your involvement in developing the mission and charism of 
your school will be essential in achieving the goals of my research.  
With your permission, I would like to invite you to participate in my dissertation 
research.  My research study will seek to do a brief document analysis, a short online 
survey, and one interview with each of the research participants. I would anticipate two 
weeks for the research participants to complete the online survey to be sent out in March 
of 2018 and a one-month window from which the research participants could select the 
date and time for a 45 to 60-minute in-person interview to be conducted at your school in 
April/May of 2018.  
 
The names of the participants in my study will be replaced with pseudonyms, as will the 
identity of your school.  Any other identifying information will be redacted.  At the 
permission of each research participant, recorded interviews would be transcribed 
verbatim. All paper files will be secured in a locked cabinet, and all electronic files will 
be password protected and encrypted.   
  
If you are interested in being involved in this study, please let me know if there are a day 
and time that we could discuss how we can partner together with the common goal of 
enhancing the sustainability of charism transmission in religious order-sponsored 
Catholic secondary schools.  If you have any questions, please feel free to contact me at 
tymothytagliaferro@creighton.edu.  
 
Thank you for your time and your consideration, 
 
Tymothy T, Tagliaferro 
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Appendix C 
Informed Consent Form 

 
Title: Managing Charism Transmission in Catholic Secondary Education: A Multi-Site Case 
Study Examining the Role of Chief Mission Officer at Religious Order Sponsored Schools in 
the U.S. 
Purpose: The purpose of this qualitative, multi-site case study is to examine the practices 
and responsibilities of the position of Chief Mission Officer at three religious order-
sponsored Catholic secondary schools.  As Catholic schools prepare for the future, 
identifying areas of best practice will assist the Chief Mission Officer’s efforts in sustaining 
the mission and charism of their sponsoring religious community. 
It is anticipated that the results of this study will assist in the creation a framework of 
evidence-based recommendations for Catholic secondary school leaders composed of best 
practices for enhancing the sustainability of charism transmission in religious order-
sponsored Catholic secondary schools.   
Time: The interview will be conducted in-person and will take 45 to 60 minutes. With your 
permission of each research participant, recorded interviews would be transcribed verbatim. 
Risks: There are no known risks or discomforts associates with this study. 
Benefits: The proposed research study will assist efforts of charism sustainability by 
focusing on the role of a school’s Chief Mission Officer, rather than the school’s President or 
Principal.  Identifying areas of strength and hindrance currently associated with the Chief 
Mission Officer’s position will assist in the development of a framework of evidence-based 
recommendations.  From these recommendations, Catholic secondary school leaders will be 
able to apply principles of identified best practice and enhance their schools’ efforts of 
sustaining charism. Confidentiality: Your name, and the names of the other participants in 
my study will be replaced with pseudonyms, as will the identity of your school.  Any other 
identifying information will be redacted.  All paper files will be secured in a locked cabinet, 
and all electronic files will be password protected and encrypted.   
Compensation: You will not receive any monetary compensation for participating in this 
project. 
Opportunity to ask questions: You may ask questions concerning this research and have 
those questions answered before agreeing to participate in this study. Or, you may call the 
researcher - Tymothy T. Tagliaferro at (216) 218-0235 to discuss your questions or concerns 
following the interview. If you have any questions about your rights as a participant in this 
study that have not been answered by the investigator, you may contact the Institutional 
Review Board at Creighton University. 
Freedom to withdraw: You are free to decide not to participate in this study or to withdraw 
at any time without adversely affecting your relationship with the researcher or with the 
institution. Your decision will not result in any loss of benefits to which you are otherwise 
entitled. 
Consent: Your electronic signature below after having read and understood the information 
presented above will indicate your consent to participate in this study and for the interview to 
be taped (audio). Please photocopy this document for your records and return the signed 
original to the investigator. 
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Name (printed): __________________________________________ 
Signature: _______________________________________________ 
Date: __________________ 
 
 

Appendix D 

Bill of Rights for Research Participants 

As a participant in a research study, you have the right: 

1. To have enough time to decide whether or not to be in the research study, and to make 

that decision without any pressure from the people who are conducting the research. 

2. To refuse to be in the study at all, or to stop participating at any time after you begin 

the study. 

3. To be told what the study is trying to find out, what will happen to you, and what you 

will be asked to do if you are in the study. 

4. To be told about the reasonably foreseeable risks of being in the study. 

5. To be told about the possible benefits of being in the study. 

6. To be told whether there are any costs associated with being in the study and whether 

you will be compensated for participating in the study. 

7. To be told who will have access to information collected about you and how your 

confidentiality will be protected. 

8. To be told whom to contact with questions about the research, about research-related 

injury, and about your rights as a research subject. 

9. If the study involves treatment or therapy: 

a. To be told about the other non-research treatment choices you have. 

b. To be told where treatment is available should you have a research-related  

injury, and who will pay for research-related treatment. 



MANAGING CHARISM TRANSMISSION 159 
	

 
 

 

Appendix E 

Online Survey Questionnaire 

Title: Managing Charism Transmission in Catholic Secondary Education: A Multi-Site 
Case Study Examining the Role of Chief Mission Officer at Religious Order Sponsored 
Schools in the U.S. 
 
Thank you for taking time to answer a few short questions about your experiences with 
mission and charism within your religious order-sponsored Catholic secondary school 
setting.  You were selected because you have been identified as an educational leader 
whose experience with religious charism and mission in a Catholic school setting could 
share valuable insight on what Catholic education can do to be prepared to safeguard the 
identity of the Catholic schools as the presence of religious priests, brothers, and sisters 
working with Catholic secondary schools continues to decline.  Your comments will help 
to address the main question of this research, which is: what practices and responsibilities 
influence a Chief Mission Officer’s ability to sustain charism in a religious order-
sponsored Catholic secondary school? 
 
Your participation in this survey is completely voluntary.  You may end the survey at any 
time or choose not to answer any or all of the survey questions.  From this survey a 
transcript will be generated for your detailed review.  The survey data and the transcript 
will be held in strict confidence and only be accessible by the researcher.  Your name will 
be replaced by a pseudonym, and any identifying information that you provide will be 
redacted from the transcript and any other proceeding research documents.  
Name: ________________________________________  
School: ___________________________  
Position: ____________________________  
 

1. What are the successes you perceive at your school related to education and 
formation of your school community in mission and charism? 

2. What are the challenges you perceive at your school related to education and 
formation of your school community in mission and charism? 

3. What structures does your school have in place to promote assessment of the 
strategic objectives as they relate to charism, religious mission, and the Catholic 
identity of the school? 

4. What are future processes and actions you advise your school must take to 
improve formation in the charism? 

5. Can you recall a specific example of a collaborative effort between the Vice 
President for Mission and the President and/or Principal related to promoting 
mission and charism for the school community?   

What resources, formation, and other assistance would help you personally lead for 
mission and charism more effectively? 
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Appendix F 

President and Principal Interview Protocol 

Title: Managing Charism Transmission in Catholic Secondary Education: A Multi-Site 
Case Study Examining the Role of Chief Mission Officer at Religious Order Sponsored 
Schools in the U.S. 
 
Thank you for speaking to me today about your experiences with enhancing the 
sustainability of charism transmission in your religious order-sponsored Catholic 
secondary school setting.  You were selected because you have been identified as an 
educational leader whose experience with religious charism and mission in a Catholic 
school setting could share valuable insight on what Catholic education can do to be 
prepared to safeguard the identity of the Catholic schools as the presence of religious 
priests, brothers, and sisters working with Catholic secondary schools continues to 
decline.  Your comments will help to address the main question of this research, which is: 
what practices and responsibilities influence a Chief Mission Officer’s ability to sustain 
charism in a religious order-sponsored Catholic secondary school? 
 
Your participation in this interview is completely voluntary.  You may end the interview 
at any time.  The interview will be recorded, and a transcript will be generated for your 
detailed review.  Both the recording and transcript will be held in strict confidence and 
only be accessible by the interviewer.  Your name will be replaced by a pseudonym, and 
any identifying information that you provide will be redacted from the transcript and any 
other proceeding research documents.  
 
Name: ________________________________________ Date: ___________________  
School: ___________________________ Position: ____________________________  
 
Semi-Structured Interview Questions:  

● Tell me a little bit about yourself and how you arrived at your current position.	
● Where did the Chief Mission Officer position come from?  	
● Do you think the VP status is essential for the Chief Mission Officer’s position?	
● What would you say is the main responsibility of the Chief Mission Officer at 

your school? How do you see the CMO carrying out this responsibility?	
● How does your school direct efforts of formation and education in the mission 

and charism?	
● How are mission and charism evaluated at the school? 	
● Is there a succession plan in place for the Vice President of Mission? What would 

you look for in a successor?	
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Thank you for your assistance in participating in this research study.  I will be in touch 
with you to review my summary of your transcript to ensure that I understand your 
answers correctly. 
 
 
 

Appendix G 

Chief Mission Officer Interview Protocol 

Title: Managing Charism Transmission in Catholic Secondary Education: A Multi-Site 
Case Study Examining the Role of Chief Mission Officer at Religious Order Sponsored 
Schools in the U.S. 
 
Thank you for speaking to me today about your experiences with enhancing the 
sustainability of charism transmission in your religious order-sponsored Catholic 
secondary school setting.  You were selected because you have been identified as an 
educational leader whose experience with religious charism and mission in a Catholic 
school setting could share valuable insight on what Catholic education can do to be 
prepared to safeguard the identity of the Catholic schools as the presence of religious 
priests, brothers, and sisters working with Catholic secondary schools continues to 
decline.  Your comments will help to address the main question of this research, which is: 
what practices and responsibilities influence a Chief Mission Officer’s ability to sustain 
charism in a religious order-sponsored Catholic secondary school? 
 
Your participation in this interview is completely voluntary.  You may end the interview 
at any time.  The interview will be recorded, and a transcript will be generated for your 
detailed review.  Both the recording and transcript will be held in strict confidence and 
only be accessible by the interviewer.  Your name will be replaced by a pseudonym, and 
any identifying information that you provide will be redacted from the transcript and any 
other proceeding research documents.  
 
Name: ________________________________________ Date: ___________________  
School: ___________________________ Position: ____________________________  
 
Semi-Structured Interview Questions:  

● Tell me a little bit about yourself and how you arrived at your current position.	
● Where did the Chief Mission Officer position come from?  	
● Do you think the VP status is essential for the Chief Mission Officer’s position?	
● What would you say is your main responsibility as Chief Mission Officer? How 

do you carry out this responsibility?	
● How does your school direct efforts of formation and education in the mission 

and charism?	
● How are mission and charism evaluated at the school? 	
● Is there a succession plan in place for your position as Vice President of Mission? 

What would you look for in a successor?	
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Thank you for your assistance in participating in this research study.  I will be in touch 
with you to review my summary of your transcript to ensure that I understand your 
answers correctly. 
 
 
 

Appendix H: Audit Trail 

Ref. No. Source Location 

1 Job Description CSJ School CMO Job Description 
2 Job Description Holy Cross School CMO Job Description 
3 Job Description Jesuit School CMO Job Description 
4 Job Description Holy Cross School CMO Job Description 
5 Job Description Jesuit School CMO Job Description 
6 Job Description CSJ School CMO Job Description 
7 Job Description Holy Cross School CMO Job Description 
8 Job Description Holy Cross School CMO Job Description 
9 Job Description Jesuit School CMO Job Description 
10 Job Description CSJ School CMO Job Description 
11 Job Description Holy Cross School CMO Job Description 
12 Job Description Jesuit School CMO Job Description 
13 Job Description Holy Cross School CMO Job Description 
14 Job Description Jesuit School CMO Job Description 
15 Job Description CSJ School CMO Job Description 
16 Job Description Holy Cross School CMO Job Description 
17 Job Description Jesuit School CMO Job Description 
18 Job Description CSJ School CMO Job Description 
19 Job Description Holy Cross School CMO Job Description 
20 Job Description CSJ School CMO Job Description 
21 Job Description Jesuit School CMO Job Description 
22 Job Description CSJ School CMO Job Description 
23 Job Description Jesuit School CMO Job Description 
24 Job Description Holy Cross School CMO Job Description 
25 Job Description Jesuit School CMO Job Description 
26 Job Description Holy Cross School CMO Job Description 
27 Job Description CSJ School CMO Job Description 
28 Job Description Holy Cross School CMO Job Description 
29 Job Description Jesuit School CMO Job Description 
30 Job Description CSJ School CMO Job Description 
31 Job Description Holy Cross School CMO Job Description 
32 Job Description Jesuit School CMO Job Description 
33 Job Description CSJ School CMO Job Description 
34 Job Description CSJ School CMO Job Description 
35 Job Description Holy Cross School CMO Job Description 
36 Job Description Jesuit School CMO Job Description 
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37 Job Description Holy Cross School CMO Job Description 
38 Job Description Jesuit School CMO Job Description 
39 Job Description CSJ School CMO Job Description 
40 Job Description Holy Cross School CMO Job Description 
41 Job Description CSJ School CMO Job Description 
42 Job Description Holy Cross School CMO Job Description 
43 Job Description Jesuit School CMO Job Description 
44 Jesuit President SurveyMonkey® Questionnaire  
45 Jesuit Principal SurveyMonkey® Questionnaire 
46 CSJ CMO SurveyMonkey® Questionnaire 
47 Jesuit CMO SurveyMonkey® Questionnaire 
48 CSJ CMO SurveyMonkey® Questionnaire 
49 Jesuit CMO SurveyMonkey® Questionnaire 
50 CSJ CMO SurveyMonkey® Questionnaire 
51 Jesuit President SurveyMonkey® Questionnaire 
52 Jesuit CMO SurveyMonkey® Questionnaire 
53 Jesuit Principal SurveyMonkey® Questionnaire 
54 Jesuit Principal SurveyMonkey® Questionnaire 
55 CSJ Principal SurveyMonkey® Questionnaire 
56 Holy Cross CMO SurveyMonkey® Questionnaire 
57 CSJ Principal SurveyMonkey® Questionnaire 
58 Holy Cross President SurveyMonkey® Questionnaire 
59 Holy Cross Principal SurveyMonkey® Questionnaire 
60 Holy Cross CMO SurveyMonkey® Questionnaire 
61 Holy Cross Principal SurveyMonkey® Questionnaire 
62 Holy Cross President SurveyMonkey® Questionnaire 
63 Holy Cross Principal SurveyMonkey® Questionnaire 
64 Holy Cross CMO SurveyMonkey® Questionnaire 
65 Jesuit President SurveyMonkey® Questionnaire 
66 Jesuit CMO SurveyMonkey® Questionnaire 
67 Holy Cross CMO SurveyMonkey® Questionnaire 
68 CSJ CMO SurveyMonkey® Questionnaire 
69 CSJ Principal SurveyMonkey® Questionnaire 
70 Holy Cross Principal SurveyMonkey® Questionnaire 
71 Holy Cross President SurveyMonkey® Questionnaire 
72 Holy Cross President SurveyMonkey® Questionnaire 
73 Jesuit Principal SurveyMonkey® Questionnaire 
74 Holy Cross President SurveyMonkey® Questionnaire 
75 Holy Cross CMO SurveyMonkey® Questionnaire 
76 Jesuit President SurveyMonkey® Questionnaire 
77 Jesuit CMO SurveyMonkey® Questionnaire 
78 Jesuit CMO SurveyMonkey® Questionnaire 
79 Holy Cross President SurveyMonkey® Questionnaire 
80 Holy Cross CMO SurveyMonkey® Questionnaire 
81 Holy Cross President SurveyMonkey® Questionnaire 
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82 Jesuit President SurveyMonkey® Questionnaire 
83 Jesuit President SurveyMonkey® Questionnaire 
84 CSJ Principal SurveyMonkey® Questionnaire 
85 CSJ Principal SurveyMonkey® Questionnaire 
86 CSJ CMO SurveyMonkey® Questionnaire 
87 CSJ CMO SurveyMonkey® Questionnaire 
88 Holy Cross CMO SurveyMonkey® Questionnaire 
89 Jesuit CMO SurveyMonkey® Questionnaire 
90 Holy Cross President SurveyMonkey® Questionnaire 
91 Holy Cross CMO SurveyMonkey® Questionnaire 
92 Holy Cross President SurveyMonkey® Questionnaire 
93 CSJ Principal SurveyMonkey® Questionnaire 
94 Jesuit President SurveyMonkey® Questionnaire 
95 Jesuit President SurveyMonkey® Questionnaire 
96 Jesuit CMO SurveyMonkey® Questionnaire 
97 Holy Cross President SurveyMonkey® Questionnaire 
98 CSJ Principal SurveyMonkey® Questionnaire 
99 CSJ CMO SurveyMonkey® Questionnaire 
100 Holy Cross CMO SurveyMonkey® Questionnaire 
101 Jesuit CMO SurveyMonkey® Questionnaire 
102 Holy Cross President SurveyMonkey® Questionnaire 
103 Holy Cross President SurveyMonkey® Questionnaire 
104 Jesuit President SurveyMonkey® Questionnaire 
105 Jesuit President SurveyMonkey® Questionnaire 
106 Holy Cross President SurveyMonkey® Questionnaire 
107 CSJ CMO SurveyMonkey® Questionnaire 
108 Holy Cross CMO SurveyMonkey® Questionnaire 
109 Jesuit CMO SurveyMonkey® Questionnaire 
110 CSJ Principal SurveyMonkey® Questionnaire 
111 Holy Cross Principal SurveyMonkey® Questionnaire 
112 Jesuit Principal SurveyMonkey® Questionnaire 
113 CSJ CMO SurveyMonkey® Questionnaire 
114 CSJ Principal SurveyMonkey® Questionnaire 
115 CSJ Principal SurveyMonkey® Questionnaire 
116 Holy Cross President SurveyMonkey® Questionnaire 
117 Holy Cross Principal SurveyMonkey® Questionnaire 
118 Holy Cross CMO SurveyMonkey® Questionnaire 
119 Jesuit President SurveyMonkey® Questionnaire 
120 Jesuit President SurveyMonkey® Questionnaire 
121 Jesuit Principal SurveyMonkey® Questionnaire 
122 Jesuit CMO SurveyMonkey® Questionnaire 
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