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ABSTRACT 

A COMPARATIVE ANALYSIS OF TWO EXPANDING URBAN CHARTER SCHOOL 

ORGANIZATIONS 

James Richard Konrad, Jr.  

Doctor of Education 

Temple University 2014 

Doctoral Advisory Chair: Dr. Joan P. Shapiro 

 

Charter school expansion is on the forefront of educational reform.  There is currently 

little research on what issues charter school organizations face when they expand, how specific 

organizational structures are implemented during a charter school expansion process, and which 

structures provide a favorable outcome of the expansion. 

The overall goal of this study was an in-depth analysis of two expanding charter schools.  

This qualitative two-site case study examined several select issues that charter schools face 

during expansion, with the goal of identifying differences in approach, and evaluating outcomes 

of the expansion in the light of these differences.  Two urban charter school organizations within 

the same city were chosen for this case study.  The following are the four specific research 

questions addressed:  

1) What issues did the selected charter school organizations face when they were 

expanding?  

2) What type of organizational system did the charter schools have and how did that 

system facilitate their expansion? 

3) How was information communicated during the Charter School Organizations' 

expansion? 
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 4) How did the selected charter school organizations handle heightened turbulence 

during the expansion period? 

The primary sources were: 1) data obtained through interviews with three school 

administrators within each organization; and, 2) data collected via questionnaires in order to 

determine administrator’s approaches to decision making, strategic plans, and communication 

flow within each organization.  The data were analyzed and the research reflects an in-depth 

analysis of the varying level of turbulence experienced by each charter school organization 

including factors and decisions that impacted each organization's expansion process. 

The findings indicate that there are a variety of internal factors and external obstacles that 

charter school organizations must consider and ultimately overcome before and during a charter 

school organizational expansion.  The results of these findings suggest that each organization 

experienced varying levels of turbulence when expanding due to a multitude of factors including 

relationships with stakeholders, community support, school performance, as well as the 

availability of resources including students, facilities, finances, and staff.  Ironically, the levels of 

turbulence experienced by each charter school organization were quite different given the variety 

of factors that impacted each charter school organization's expansion.  Additionally, there were 

only a few areas in which each charter school organization experienced similar levels of 

turbulence to one another.   

These findings indicate that while at times each charter school organization may have 

faced different levels of turbulence, given a variety of internal and external factors, it did not 

appear that these varying levels of turbulence prevented either charter school organization from 

expanding.  Furthermore, the degree of turbulence experienced by different individuals within  
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each charter school organization, based upon their positionality, was influenced by a 

multitude of factors that are both controllable and uncontrollable.  These factors that impact the 

level of turbulence experienced by each organization include the organizational structure, 

stakeholder involvement, and the flow of communication.   

The benefit of this study is to better understand the variety of factors both internal and 

external that influence and contribute to a charter school expansion and to better understand the 

varying degrees of turbulence experienced by all stakeholders involved in a charter school while 

the organization is expanding.  The results of this study provide insight regarding varying factors 

charter school organizations should consider when expanding and how decisions are made and 

communicated to all stakeholders while simultaneously considering the impact these decisions 

have on all individuals.  
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CHAPTER 1 

INTRODUCTION OF THE STUDY 

Charter schools were created under the ideas of choice, opportunity, and responsibility 

for results.  They were a way to potentially fill the achievement gap in many urban areas by 

allowing low income families to choose schools that may have better and safer facilities and 

newer technology, as opposed to restricting students to go to their district school based on 

geographic boundaries.  The accepted belief is that by introducing school choice into the public 

schools, parents and students could choose the most appropriate educational setting that would 

have the greatest impact on their child.  In theory, this in turn would improve school quality 

because schools would be essentially competing for students.  Charter schools paved a way to 

create opportunity for students and they allowed access to educational opportunities that often 

did not exist in many public high schools.  According to Hanushek (2007), “Charter schools have 

become a very popular instrument for reforming public schools, because they expand choices, 

facilitate local innovation, and provide incentives for the regular public schools while remaining 

under public control” (p. 26).  

Charter school expansion is currently on the forefront of educational reform.  It has been 

20 years since the first charter school was created in the United States.  There has been rapid 

growth in the creation and expansion of charter schools since their inception.  Currently, there 

are more than 5,600 established charter schools educating over 2 million students (McMullen, 

2012, para. 2 and 6).  There is no denying that “The emergence and spread of charter schools in 

the United States was one of the most significant developments in public education in the 1990s” 

(Hassel, 1999, p. 1).  The rapid growth of charter schools has been presumably been based upon 

principles of choice rather than boundaries.  Particularly in urban cities it appears that charter 
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schools have gained substantial support as a way to improve children’s education.  In light of 

charter schools’ success rates, many communities, political partnerships, and charter school 

organizations have begun to pursue ways to replicate these organizational structures on larger 

scales by increasing their organizational capacity through organizational expansion.  The 

emergence and growth of charter schools has been “One of the most important developments in 

public education over the last decade” (Bothe, 2004, p. 501).   

Charter schools that can provide evidence of improving educational quality through 

measureable data are oftentimes frontrunners for charter school organizational expansion due to 

the overwhelming support of communities driven to replicate these successes.  Yet, charter 

school organizations must be very strategic when considering expansion options.  “As might be 

expected, some of the charter operators identified by charter supporters to have the strongest 

records in student achievement are focusing their expansion in cities or states that have policies 

viewed as friendly to charter schools” (Zehr, 2011, para. 5).  It is clear that communities and 

charter school organizations must consider a multitude of internal and external factors prior to 

expanding and increasing the number of schools within an organization.   

Currently, some charter school organizations in various cities across the nation are 

beginning to expand.  As these charter school organizations expand, they must focus their 

attention on organizational reconfiguration, sound strategic plans, and ways to involve current 

and potential stakeholders to ensure success.  To date, there is little research detailing how 

organizational structures are implemented during a charter school expansion process.  

Furthermore, there is little research on what issues charter school organizations face when they 

expand.   
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This case study addressed the various issues that two charter school organizations faced 

when expanding.  In order to maintain the anonymity of the participating schools, one school 

will be identified by the pseudonym of “Charter School Organization A” and respectively the 

other will be identified by the pseudonym of “Charter School Organization B”.  The two urban 

charter school organizations are both located in the Mid-Atlantic Region of the United States, 

have school sites within the same city, and are situated within an urban environment.  The 

charter schools both serve students in grades nine through twelve.  The school organizations are 

both currently expanding by opening additional schools due to a proven track record of 

promoting academic success.  Both charter school organizations have similar demographics. 

Over 85% of the student populations within each organization serve African-American  students 

and over 80% of all students within each organization are receiving free and reduced lunch.  The 

mission and vision of both charter school organizations are grounded in high student 

achievement, firm expectations, and preparing students to attend college.  Statistically, students 

who attend these charter schools school should have scored higher levels of proficiency on the 

Pennsylvania System of School Assessment (hereinafter “PSSA”) exams when compared to their 

local public school and both boast higher than average graduation rates.  However, each charter 

school’s average Scholastic Assessment Test (hereinafter “SAT”) scores are below the state’s 

average score.   

The primary source of data was through semi-structured interviews with three school 

administrators within each organization.  Specifically, within each charter school organization 

two principals were interviewed and one CEO or Regional Director was interviewed.  

Additionally, data were collected by questionnaires regarding administrator’s approaches to 

decision making, strategic plans, and communication flow within each organization.  These data 
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were analyzed to provide for triangulation and comparison of organizational shifts during the 

school expansions within each of the two selected charter school organizations. 

Statement of the Problem 

Charter schools are expanding at a rapid rate.  Currently, there are more than 5,600 

established charter schools educating over 2 million students (McMullen, 2012, para. 2 and 6).  

This increase in charter schools and the support of President Barack Obama, and the Secretary of 

Education, Arne Duncan, suggests that charter schools will continue to increase over the next 

several years.  Both individuals are creating new opportunities for charter schools to continue to 

expand in the United States.  Their “Race to the Top” initiative, a $4.3 billion United States 

Department of Education program, was created to encourage states to promote educational 

reform designed to increase student achievement.  Some states imposed restrictions on the 

number of charter schools allowed, yet the “Obama administration, made the removal of these 

restrictions a high priority in Race to the Top, and rewarded states that allowed charters to 

operate freely” (Maranto & McShane, 2012, p. 95).  As a result, charter schools have taken 

action and have begun to open and expand across the United States.   

Currently, many charter schools have been opening and promoting themselves as a way 

to increase student achievement, yet some of these new schools are not successful.  Due to the 

high demands of accountability many charter schools do not make Adequate Yearly Progress 

(hereinafter “AYP”); thus, their charter allowing the existence of the charter school can be 

revoked by the state.  “By 2004, approximately 300 charter schools had closed, representing less 

than 9% of all the charter schools that had opened up to that time” (Vanourek, 2005, p. 20).  

Furthermore, a 2006 report by the Center for Educational Reform (CER) reveals that 
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approximately 65 percent of schools closed for reasons that were either due to “mismanagement” 

or “financial” (Center for Education Reform, 2006). 

 To curtail this increasing trend, some charter schools are trying to determine how to be 

victorious both financially and organizationally by replicating their successful organizational 

structure as they expand the number of schools within their organization.  However, it is evident 

that some charter school organizations are more effective at achieving the goal of expanding than 

others.   

To date, there are mixed reviews about charter school performance especially when 

compared to public schools.  In many urban cities in the United States, charter schools thrive; yet 

one major concern is the segregation that tends to occur in these areas based on charter school 

enrollment.  All in all, many charter schools do place the students at the center of their decision 

making and there is evidence of improving educational opportunities for young people.  Yet, this 

evidence does not come without reservations. 

There is a need to understand how and why charter school organizations make certain 

decisions as they expand to multiple schools.  These decisions have a larger impact on the 

ultimate goal, which is to increase academic performance in all students involved and to 

ultimately close the achievement gap so that young citizens can compete in the global economy.  

Educators, politicians, community members, parents, and students need to understand what 

makes some charter school organizations effective when expanding especially during this time of 

heightened turbulence.  

Currently, there is a lack of research in this area, and this study will help to fill the gap in 

knowledge that exists.  Previous research has focused on charter school accountability especially 

due to the increase in the number of charter schools in various states and communities.  There is 
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also research on charter school achievement, policy, and politics, but there is little research 

detailing organizational structures and shifts that occur within charter school organizations as 

they expand.  This research will delve into what decisions different charter school organizations 

make based on internal and external factors as school organizations continue to grow. 

Purpose of the Study 

The purpose of this study was to analyze two expanding charter schools and investigate 

problems and possibilities.  The investigation concentrated on Charter School Organization And 

the similarities and differences between the two schools examined.  The results highlight 

problems and winning solutions that occurred during this unique time in the organization’s 

history.  The study examined administrator’s approaches to decision making, strategic plans, and 

communication flow within each organization during the expansion process.  

Research Questions 

The overall goal of this study was an in-depth analysis of two expanding charter schools.  

The following are the four specific research questions addressed:  

R1:  What issues did the selected charter school organizations face when they were 

expanding?   

R2:  What type of organizational system did the charter schools have and how did that 

system facilitate their expansion? 

R3:   How was information communicated during the charter school organizations' 

expansion? 

R4:  How did the selected charter school organizations handle heightened turbulence 

during the expansion period? 
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Definitions 

The following terms warrant clarification or notation in order to contextualize the issues 

and/or concepts of this study: 

1. Charter School Expansion.  A  term used to describe a charter school organization 

expanding from one school to multiple schools. This may also occur when an 

organization adds new grade levels to the existing school.   

2. Charter School Organization.  Charter schools belong to a larger organizational body.  

For example, a charter school organization may operate both a middle school and a high 

school under the same charter with the same name. 

3. Charter Schools.  A specific definition of charters schools can be difficult to define 

because each of the states that have passed charter school laws defines charter schools 

differently.  In general, charter schools are public schools, created by a group of 

individuals, that operate within the greater public school system and which are often 

regulated by a state’s Department of Education.  These schools receive public funding 

usually based on a per student basis.  Additionally, since these schools receive public 

funding, they are required to abide by many of the state’s accountability measures 

including partaking in public school state exams as a measure of accountability.  In 

essence, they offer an alternative education to typical local schools defined by district 

boundaries.  Charter schools vary and often offer educational programming that is 

different from local public schools.  Furthermore, since charters are granted by each 

state’s department of education, the school’s charter typically last between three and five 

years at which time states will evaluate the charter school’s performance relating to 

academic success usually based on state standards as well as other fiscal and operational 



8 

 

measures of success to determine if the charter will be renewed for a longer period of 

time.   

4. Chief Academic Officer (hereinafter “CAO”).  Similar to the role of the CEO, the CAO 

within some charter school organizations may hold a similar role to an assistant 

Superintendent.  The primary role for many CAO’s is to focus on the instructional and 

curricular responsibilities within a charter school. 

5. Chief Executive Officer (hereinafter “CEO”).  Many charter schools are run like 

businesses with the CEO is similar to the Superintendent.  The CEO can also hold the 

role of a principal in some charter schools. 

6. Educational Management Organizations (hereinafter “EMO”).  Private firms that are 

contracted to help charter school organizations with budgetary issues and organizational 

strategies. 

7. Organizational Structure.  Structures used to help describe the dynamics and interactions 

within a school.  These structures can vary given unique characteristics embodied by a 

school which often depend on what the school is trying to accomplish.  For example, a 

traditional school model places the principal at the top of a structure, where he/she 

oversees all other staff.  Information usually flows from the top down and responsibilities 

are delegated in the same fashion.  Another example of an organizational structure is a 

shared leadership model.  In this model, a group of individuals may make decisions 

collectively so each member can provide input that affects school decisions.  

Communication and decisions come from all members and cohesion of messaging 

information is critical to its success. 
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Since charter schools are unique, the structures by which information and 

responsibilities are delegated may vary.  Due to this variability, some schools may 

embody their own unique characteristics impacting the specific organization’s structure. 

8. Pennsylvania System of School Assessment (hereinafter “PSSA”).  Annual standards -

based, criterion-referenced assessment used to measure a student's attainment of the state 

academic standards.  This assessment is given annually to all public school students in 

Pennsylvania in grades three through eight and in grade eleven.  Students who take this 

assessment fall into one of the following four levels of achievement in the areas of math, 

reading, writing, and science: advanced, proficient, basic, below basic. 

9. Qualitative Research: Qualitative research encompasses, "any kind of research that 

produces findings not arrived at by means of statistical procedures or other means of 

quantification" (Strauss & Corbin, 1990, p. 17).  It must be understood that, “Design in 

qualitative research is an ongoing process that involves talking back and forth between 

the different components of the design, assessing the implications of goals, theories, 

research questions, methods, and validity threats for one another” (Maxwell, 2005, p. 3).   

Delimitations and Limitations of the study 

The type of qualitative study conducted in this matter was necessary to allow for me to 

gain an insightful in-depth understanding of a limited number of charter school organizations and 

explore the underlying issues that charter school organizations are confronted with when 

expanding.  The process of structured interviews and questionnaires was important in order to 

shed light on each of the selected schools, particularly their organizational structures, strategic 

plans, and other variables that may impact their expansion.  The literature review of relevant 

findings indicates that little research both qualitatively and quantitatively has been conducted in 
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the area covered by this study.  However, the use of a primarily qualitative method that is 

grounded in theory can generate an explanatory theory regarding the expansion of charter school 

organization.  While qualitative studies are not “generalizable in the statistical sense, their 

findings may be transferable” (Marshall & Rossman, 1999, p. 43).  The “generalizability of 

qualitative studies is usually based not on the explicit sampling of some defined population to 

which the results can be extended, but on the development of a theory that can be extended to 

other cases”  (Maxwell, 2005, p. 116).  

As with any study, there were specific limitations to this study, including, but not limited 

to: 1) the sample used in this study was limited to two charter school organizations that were 

expanding into multiple schools; 2) geographically, the charter school organizations were limited 

to one Mid-Atlantic urban city in the United States; 3) demographically, the charter school 

organizations had certain student, teacher, and administrator characteristics; 4) the qualitative 

nature of this study and the knowledge it produced may not be generalizable to other charter 

school organizations; 5) it may be more difficult to make quantitative predictions based upon the 

qualitative nature of this study; 6) bias limitations, based upon the researchers own interests and 

perceptions; and 7)- key informant bias, in which a large part of the data relied upon is based 

upon a small number of informants (Maxwell, 2005, p. 91).  

Significance of the Study 

This qualitative research study sheds light on how selected charter school organizations 

expand and what organizational structures they implement during this process.  To understand 

why charter schools want to expand, one must first understand the historical need of charter 

schools.  Traditionally and historically, public school students went to a designated school in 

their geographical location, many times these schools were separated by community and 



11 

 

sometimes political boundaries.  School of choice programs were then created which gave 

parents more control over their children’s education, allowing them to pursue/choose alternative 

schools that provided a more desirable focus.  Charter schools were first introduced in the United 

States in the late 1990’s.  The immergence of charter schools occurred during a time period when 

only a few states had passed legislation that allowed for the creation of “choice” schools as an 

alternative to traditional public.  Charter school organizations are alternative educational systems 

wherein each charter school is funded with public money (except for their facilities) and they are 

an alternative to regular public schools systems and operate privately (Chen, 2007).  Charter 

schools are free public schools that are often specialized in various ways to provide a tailored 

education for students seeking school choice and opportunity (England, 2005 p. 1).  They are 

allowed to be run independently of the public school systems allowing these schools to often 

shape their educational program to reflect the needs of a particular community or a particular 

school focus.    

In summary, charter schools were created to allow choice in education when the option of 

choice schools did not exist.  However, recently a community’s intrinsic need for a charter 

school has changed.  Some charter schools are emerging as a way of competing with regular 

public education schools, which many people feel are inadequately preparing students to be 

victorious.  In a recent survey conducted for Achieve Inc., a non-profit group in Washington 

D.C. which focuses on raising academic standards and improving assessments they found that 

“As many as two in five recent high school graduates say that there are gaps between the 

education they received in high school and the overall skills, abilities, and work habits that are 

expected of them today in college and in the work force” (Achieve, 2005, p. 2).  This is coupled 

by the troubling statistics that, “College instructors estimate that 42% of high school graduates 
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are not adequately prepared by their high school education for the expectations of college classes 

and are struggling or having to take remedial courses to catch up” (Achieve, 2005, p. 8).  While 

the effectiveness of charter schools in improving student achievement is debated, of the 225 

studies that have invested this topic, many suggest that the longer a student is in a charter school, 

the greater the students’ academic gains  (Manno, 2010).  

Competition has always been a driving force in the charter school movement.  The 

ideology of competition is based on the notion that the “best social arrangements emerge 

spontaneously when people, institutions, and firms are required to compete against each other in 

an open marketplace” (Fowler, 2003, p. 5).  To date, little research has investigated the 

complexity of organizational structures in these charter schools, let alone the issues that charter 

school organizations face as they expand.  This is critical area to understand because it can shed 

light on strategic systems implemented to assure a smooth transition with an organization that 

will have a positive impact on all schools involved.  This information can be useful as other 

charter school organizations begin to expand across the nation and compete for similar resources 

such as human capital, financial resources, and students.  

Communication is an essential component that cannot be overlooked as charter schools 

begin to expand.  Additionally, one cannot overlook the significance a charter school has for all 

of its stakeholders.  During the turbulent times of expansion, communication is essential with all 

constituents and “charter school founders must begin to negotiate real agreements with key 

stakeholders” (Frumkin, 2003, p. 13) which will begin to solidify working relationships 

inevitably helping organizations grow.  In the case of school expansion, this occurs when charter 

school organizations begin informing staff, students and parents, and the community of the 

purpose for the school expansion and how it will affect their children.   
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Additionally, this research will also focus on Gross’ Turbulence Theory which is a 

theoretical lens used to make sense of organizations during heightened times of turbulence.  The 

concept of various levels of heightened turbulence coupled with positive and negative feedback 

loops helps individuals to better understand structures and decision making that occurs within 

school organizations.  Through this lens, one begins to understand a need for expansion within a 

charter school organization based on increased student achievement, but Gross notes that, “a 

strong force leads to increased pressure for more of the same without any controlling 

counterforce” (Gross, 2004, pp. 42-46).  Ultimately, Gross’ feedback loop helps researchers and 

stakeholders to understand the desire for increasing charter school expansion when charter 

schools are deemed successful; however, it also highlights the dangers of expanding at such a 

high rate that a loss of control is inevitable.  

 A conceptual framework must be created to describe the interactions among the 

members of the two organizations which will be observed in this study.  Due to the complexity, a 

qualitative study is the most appropriate method in revealing the structure, actions, and 

interactions within the two organizations.  It is equally important to observe the decision making 

that occurs from the principals and CEOs as well as how decisions are communicated to all 

stakeholders.  
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CHAPTER 2 

LITERATURE REVIEW 

The purpose of this literature review was to construct a conceptual framework for this 

study through existing research on charter schools.  This literature review looked at: what led to 

the creation of charter schools, the political context of charter schools, the policy around charter 

school formation, the reasons people choose charter schools, and the critics of the charter school 

movement.  Lastly, I focused on how charter schools are expanding, specifically highlighting 

several charter school organizations which have expanded from one school to multiple schools.  

What led to the Creation of Charter Schools? 

To fully understand charter schools in the United States, one must first begin to 

understand the need for charter schools and the reason they became an alternative to public 

education.  Years of educational reform attempts starting in the early 1900s with John Dewy 

paved the way for an expansion of progressive educational reform attempts in the mid-20
th

 

century.  Major American and world events including Brown vs. Board of Education, the “Space 

Race”, and national educational reports including A Nation at Risk, America 2000, Goals 2000, 

No Child Left Behind, and Race to the Top, just to name a few, prompted growth and change in 

United States education.  These major educational reformations sparked educational initiatives 

on accountability, educational progress, increased testing, and developing a rigorous curriculum 

all of which planted the seeds for charter schools in the United States.       

As far back as the 1950s and earlier, educational progressivists have tried to change the 

course of educational history.  One of the first major educational reforms in the mid-20
th

 century 

occurred in 1954 when the outcome of Brown vs. Board of Education revolutionized education 

in the United States by breaking the chains of segregation in public schooling.  This growth in  
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public schooling coupled with President Eisenhower's "Committee on Education Beyond the 

High School" in 1956, and President Kennedy's Task Force on Education 1960, began to alter the 

course of the U.S. Educational system.  World events such as the Cold War and the launch of 

Sputnik, the Soviet space satellite in 1957, ignited and “fueled a space race and increased 

pressure on U.S. schools to show improvement” (Mathews, 2006, p. 3).  The Space Race led to 

increasing accountability in schools especially in the areas of math and science and a push 

towards developing a more rigorous and rich curriculum in which students would be able to 

apply their knowledge.  Americans would soon begin to understand how important their schools 

really were especially if the country were to continue to compete with other global forces at the 

time.   

As the years progressed from the 1970s to the 1980s, so did the number of reports 

focusing on education.  Then, in 1983, a landmark report commissioned by the Reagan 

Administration focusing on education came out titled, “A Nation at Risk”.  According to the 

report itself, “The Commission was created as a result of the Secretary's [T. H. Bell] concern 

about "the widespread public perception that something is seriously remiss in our educational 

system."  Soliciting the "support of all who care about our future," the Secretary noted that he 

was establishing the Commission based on his "responsibility to provide leadership, constructive 

criticism, and effective assistance to schools and universities” (NCEE, 1983, p. 7).  The report 

reflects on four important aspects of the educational process: content, expectations, time, and 

teaching; in essence, this report highlighted the failure of schools in the United States and how 

far behind the United States was as a global force compared to other nations.  It sounded the 

alarm to change education in the United States by improving public education. 
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As with any educational report, there were proponents and opponents who sifted through the 

statistical data in hopes of confirming or denying their claims.  Years later, in 1998, Dr. Pascal 

D. Forgione, U.S. Commissioner of Education Statistics, did address the impact of “A Nation at 

Risk” on the United States educational system by highlighting that over the course of a 14 year 

period (1982 – 1996) focusing primarily on statistics and analysis that the nation improved 

educating students since the report was commissioned.  He further confirmed the following, all 

of which showed success in public schools, based on educational innovation and restructuring as 

a result of the report (Forgione, 1998, p. 4): 

 The dropout rate has declined since A Nation at Risk, particularly for African Americans.  

The Hispanic dropout rate remains much higher than for African Americans or 

Caucasians and has not changed significantly since 1982.  However, the dropout rate for 

Hispanic immigrants is much higher (44 percent), than for first-generation Hispanics born 

in the U.S. (17 percent). 

 The educational aspirations of high school seniors increased substantially between 1982 

and 1992.  In 1992, 69 percent of seniors said that they hoped to graduate from college, 

compared with 39 percent of 1982 seniors. 

 There has been a marked increase in the number of mathematics and science courses 

taken by high school graduates.  Between 1982 and 1994, the percentage of high school 

graduates completing the "New Basics" curriculum (4 years of English, 3 of social 

sciences, 3 of sciences, and 3 of mathematics) rose from 14 percent to 50 percent. 

In the 1980s and 1990s the report, “A Nation at Risk”, highlighted the need for 

educational reform by emphasizing that the schools in the United States were failing.  “Along 

with other criticisms of the American education system, the report led to the development of 
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outcomes-based education reform in the late 1980s and early 1990s.  Outcomes-based education 

emphasized outcomes that were concretely measurable (test scores, achievement levels, etc.), as 

opposed to inputs (time spent in the classroom, quality and quantity of textbooks, etc.)”  

(Meadows & Clark, 2011, p. 1).  Educators began to utilize various educational reform models to 

transform education so that students could compete in the global economy by proving their 

academic success.   

Educational models such as schools within schools, collaborative learning techniques, 

and learning communities were implemented to increase student achievement.  In the early 

1990s, states began to adopt tests that would either validate their students’ successes or, 

alternatively, diminish a state’s reputation within the educational sector.  This movement 

affected Pennsylvania during the early 1990s when there “was an increase in state testing which 

replaced minimum clock hour and credit requirements with a set of standards based criteria that 

became known collectively as Outcomes Based Education” (PSBA, 2002, p. 3).   

During this era many states began to focus on Outcomes Based Education and numerous 

states began to create their own standards and state assessments.  In 1991, Pennsylvania 

introduced The Pennsylvania System of School Assessment (PSSA) as a way to measure the 

quality of a schools’ instruction.  Over the years, the test has been adapted to measure individual 

student’s academic levels on an annual basis.    

Across the country that same year (1991) Minnesota wanted to promote academic 

excellence through progressive educational reform.  Instead of just moving towards state 

assessments, Minnesota felt that the best way to address Outcomes Based Education was to 

revamp public schooling within that state.  In the spring of 1991, Minnesota became the first 

state to enact a charter school law by passing state legislation (Laws of Minnesota 1991, chapter 
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265, article 9, section 3) that allowed for the creation of charter schools.  One year later, 

Bluffview Montessori School in Winona, Minnesota received the state’s first charter.  However, 

it was City Academy in St. Paul, Minnesota which had the distinction of being the first charter 

school to open its doors in the United States.  

Another landmark educational reform occurred in 1991, in addition to Pennsylvania’s 

PSSA and our nation’s first charter school law: the signing of “America 2000” under the George 

H.W. Bush administration.  America 2000 expanded on educational reform by proposing the 

creation of national standards and voluntary national tests in five core subject areas including 

English, math, science, history, and geography.  In addition to the national standards and national 

testing,  

“In his America 2000 education strategy, President Bush proposed the establishment of a 

new generation of American schools [charter schools] as part of a long-term plan to 

achieve the six national education goals.  At the same time that the Bush Administration 

campaigned for charter schools - the proposal called for 535 such schools by 1996 -the 

idea emerged on state policy agendas” (Wohlsetter, 1994, p. 486).   

 

 Additionally, it required schools to use report cards to indicate progress and supported the 

use of private school vouchers.   

Today’s educational reforms are rooted in initiatives that were started by the signing of 

America 2000.  Currently, with the introduction of Common Core National standards, the United 

States is leaning towards the implementation of national standards and possibly national testing.  

This type of reform mandating national standards still provokes the same type of questions as 

appeared to when the idea of national standards was first introduced.  Some of the central 

questions which pertain to internal and external controls are “Who will deal with the questions of 

comparability from area to area?  Will different tests be administered in different regions, 

between subjects, from year to year?  (Kellaghan & Madaus, 1991, p. 90).  
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In addition to Outcomes Based Education reform, and the beginning and expansion of 

charter schools, another powerful educational initiative came to fruition in the first term of 

William Clinton’s presidency.  The Goals 2000: Educate America Act (P.L. 103-227) was signed 

into law on March 31, 1994 by President Clinton.  The intention of Goals 2000 was to establish a 

framework in which to identify world-class academic standards, to measure student progress, and 

to provide the support that students may need to meet the standards, predicated on legislation 

from America 2000 (cite – H.R. 1804, Goals 2000: Educate America Act).  Goals 2000 

prescribed in law the six original education goals concerning school readiness, school 

completion, student academic achievement, leadership in math and science, adult literacy, and 

safe and drug-free schools.  It added two new goals encouraging teacher professional 

development and parental participation.  The Act states that by the year 2000 the following goals 

will be accomplished (Sec. 102):  

1. All children in America will start school ready to learn.  

2. The high school graduation rate will increase to at least 90 percent.  

3. All students will leave grades 4, 8, and 12 having demonstrated competency over 

challenging subject matter including English, mathematics, science, foreign 

languages, civics an government, economics, the arts, history, and geography, and 

every school in America will ensure that all students learn to use their minds well, 

so they may be prepared for responsible citizenship, further learning, and 

productive employment in our nation's modern economy.  

4. United States students will be first in the world in mathematics and science 

achievement.  
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5. Every adult American will be literate and will possess the knowledge and skills 

necessary to compete in a global economy and exercise the rights and 

responsibilities of citizenship.  

6. Every school in the United States will be free of drugs, violence, and the 

unauthorized presence of firearms and alcohol and will offer a disciplined 

environment conducive to learning.  

7. The nation's teaching force will have access to programs for the continued 

improvement of their professional skills and the opportunity to acquire the 

knowledge and skills needed to instruct and prepare all American students for the 

next century.  

8. Every school will promote partnerships that will increase parental involvement 

and participation in promoting the social, emotional, and academic growth of 

children. 

In 2001, President George W. Bush enacted the No Child Left Behind (NCLB) Act which 

would attempt to close the achievement gap by focusing on accountability, flexibility, and choice 

so that no child would be left behind in their education.  No Child Left Behind set educational 

agendas by mandating high academic standards and establishing measureable goals at the state 

level to receive federal funding.  Additionally, this Act required public school students in all 

states across the nation to take annual tests to measure academic performance aligned to each 

state’s academic standards.  “The No Child Left Behind Act is arguably the most far-reaching 

education policy initiative [enacted] in the United States over the last four decades” (Dee & 

Jacob, 2011, p. 418).   

http://www.ncrel.org/sdrs/areas/issues/envrnmnt/go/94-4over.htm
http://www.ncrel.org/sdrs/areas/issues/envrnmnt/go/94-4over.htm
http://www.ncrel.org/sdrs/areas/issues/envrnmnt/go/94-4over.htm
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It is important to accurately depict the historical nature of current educational reforms 

since current reforms are modeled after past educational reforms.  The Goals 2000: Educate 

America Act is almost identical to President George W. Bush’s educational reform entitled No 

Child Left Behind.  No Child Left Behind (NCLB), on the other hand, can be traced to President 

Lyndon B. Johnson’s 1964 educational reform entitled Elementary and Secondary Education 

Act.  Interestingly, No Child Left Behind required states to individually develop their own 

standard which is in direct opposition to the mandates set forth in Goals 2000, which was 

enacted only seven years earlier.  

     Charter Schools began to increase in number under the No Child Left Behind Act, which 

“obligates school districts to replace low-performing schools” (Lake & Hill, 2006, p. vii).  

According to Lake and Hill (2006), “the number of charter schools is likely to continue to grow, 

as districts experiment with replacing sub-par schools with charter schools” (p. 10).  As a result,  

an ever increasing number of charter schools can be seen to now reach the entire K-12 sector of 

the nation’s education.  No Child Left Behind made it possible to increase the number of charter 

schools throughout the country due to the replacement and restructuring of underperforming 

public schools.  This is especially true and evident in urban areas where it is typical for the 

traditional public schools to be underperforming.  

The most recent and influential educational reform to affect the charter school movement 

is “Race to the Top” (RTTT).  In 2009, President Obama and Secretary of Education, Arne 

Duncan, promoted the initiative called Race to the Top.  Race to the Top (RTTT) was a 4.35 

billion dollar contest to spark nationwide education reforms amongst state and local districts.  

Some of the educational policies outlined in this plan were utilizing performance based 

standards, professional reviews of teachers and principals, and complying with national 



22 

 

standards; hence the Common Core national standards, which states have begun to adopt and 

elaborate on to receive federal funding.  In order to receive this federal money, states, districts, 

and even schools could apply and show how they were revolutionizing educational progress.  

Yet,  

“three facts in particular should shape our understanding of the design and impact of 

Race to the Top (RTTT): the enormously difficult task of driving systemic change in a 

fragmented and decentralized education system, the newness of and political opposition 

to federal efforts to push systemic education reform on the states, and the weakness of 

state and federal administrative capacity in education” (McGuinn, 2011, p. 138).   

 

The winners of this contest would be utilized as educational reform models so that other 

public schools will have a variety of models to draw best practices from, with the intention to 

increase the quality of education for all public school students.  Even though Race to the Top has 

its critics, it was a golden opportunity for charter schools to showcase their unique qualities.  

Charter schools in particular entered the contest and were able to showcase their unique 

characteristics which had been shown to be promoting academic growth.  

In order to continue the Race to the Top educational reform, in “2011, U.S. Secretary of 

Education Arne Duncan, as part of his campaign to get Congress to rewrite the law, issued dire 

warnings that 82 percent of schools would be labeled "failing" that year.  The numbers didn't 

turn out quite that high, but several states did see failure rates over 50 percent” (No Child Left 

Behind, 2011, para. 13).  This was the catalyst needed to continue with the reform that seems to 

be making progress, but still has a long way to go. 

According to data collected by the National Alliance of Public Charter Schools 

Dashboard, within 10 years after the first charter school opened its doors (2001), there were 

2,313 charter schools in 34 states including the District of Columbia.  In 2009, the number of 

states with charter schools had grown to 40 states and the District of Columbia (Manno, 2010).  
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Furthermore, Pennsylvania had 77 charter schools in 2001.  These charter schools began to 

expand throughout America because they were created to fit the needs of the various students 

they served and to provide students and families a school choice.   

Almost 62% of charter students are non-White, and 48% are poor, based upon their 

eligibility for the federal free and reduced-price lunch program (National Alliance of Public 

Charter Schools, 2009).  Furthermore, “Charter schools also enroll 11% special education 

students and 12% English language learners” (Manno, 2010, p. 511).  

Political context of charter schools 

Politics have always been an influential underlying force in educational reform in the 

United States.  In the early 1990s, at the beginning of the charter school movement, it became 

clear that “Charter schools, and other market-based reforms such as school vouchers, and the 

student tutoring provision of the No Child Left Behind Act of 2001 are steeped in politics largely 

because they challenge the legitimacy of traditional power and funding arrangements in public 

education” (Vergari, 2007, p. 15).  During the charter schools’ early beginnings, there were three 

states, “Minnesota, California, and Georgia that lead the way within their respective regions, 

with a rapid spread in subsequent years within these pockets” (Renzulli & Roscigno, 2005, p. 

346).  Understanding that various processes will influence the adoption and implementation of 

specific laws that create charter schools, “it makes sense that a state may look to its neighbor to 

help reduce ambiguity, garner a legislative framework, and provide legitimacy in its decision 

making and enactment of new educational policy” (Renzulli & Roscigno, 2005, pp. 347-348).  In 

fact, when looking at the map of the charter school expansion movement from state to state, we 

become aware of how these three regions increased charter school legislation.   
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Pennsylvania was initially not in favor of charter schools.  It took Pennsylvania an 

additional six years to create its first charter school laws since  Minnesota, the first state to enact 

charter schools in 1991.  In 1997, Pennsylvania “became the 27
th

 state to enact charter school 

laws” (PSBA, 2010, p. 1).  The law that allowed for the creation of charter schools in 

Pennsylvania in 1997 was termed Act 22. 

Policy Around Charter School Formation (laws) 

Once a charter school has been approved by the state board of education, and/or the local 

school boards it must then begin to enroll students.  Since the charter school receives public 

funds, and much of the fund is received on a per student basis,  these schools may not charge 

tuition.  All charter schools throughout the nation must conduct fair and open admissions to their 

school, in addition to obey many public school regulations, including state testing and other 

measures based on each state’s accountability system.   

However, among the states that have enacted charter school laws, the laws themselves 

vary enormously in scope and support for the charter ideas of autonomy, choice, competition, 

and accountability.  There are approximately 40 states including the District of Columbia with 

charter school laws and “every jurisdiction but Maryland has revised its law, with most 

improving the likelihood that school operators can create high performing public charter 

schools” (Manno, 2010, p. 511).  Additionally, 26 states and the District of Columbia have a cap 

on charter school growth, limiting the number of students who can be served by a school or the 

number of charters allowed in a local jurisdiction or state.  (Manno, 2010).  

 Student selection is often done through a lottery in which all participants have an equal 

chance of being selected.  Waiting lists are often created so that students who are still interested 
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in attending a charter school may have a chance in case there is an opening, given that many 

charter schools are highly desirable.   

Currently there are waiting lists to get into many charter schools.  According to the 

Pennsylvania Coalition of Public Charter Schools (PCPCS, 2012), an estimated 44,000 students 

in Pennsylvania are currently on waiting lists.  School enrollment is not the only issue that 

policymakers need to address.  “Policymakers need to pay attention to the issue of authorization, 

funding, and transportation.  States need to carefully craft their policies to ensure that the market 

and regulatory environment does not create incentives for charter schools to avoid traditionally 

disadvantaged student populations” (Lacireno-Paquet, 2006, p. 100).   

Why charter schools verse traditional public schools? 

Since their inception, charter schools have been the focus of many conversations and 

research.  Proponents of charter schools argue that, something is awry with the public school 

system. John Chubb and Terry Moe, two such opponents of public schools claim, "Reformers 

believe the source of these [public school] problems is to be found in and around the schools, and 

that school can be made better by relying on existing institutions to impose the proper reforms.  

We believe existing institutions cannot solve the problem, because they are the problem - and 

that the key to better schools is institutional reform" (Chubb & Moe, 1990, p.3).  Many 

proponents today, especially in urban settings throughout America, commend charter schools 

because they were created to allow families to choose the best educational opportunities for their 

children to learn.  Many families in low-income urban areas are concerned with the educational 

quality of their neighborhood school.  Educational resources, school safety, and academic 

integrity may sometimes be viewed as compromised by parents; thus, charter schools are usually 

seen as a viable alternative to traditional public schooling. "Charter schools are providing a 
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worthy alternative to conventional district schools for those who need it most - families whose 

children are stuck in failing schools" (Finn , Manno, Vanourek , 2000, p.22).  Many charter 

schools boast that they have newer buildings and facilities, a strict discipline policy, and 

generally offer a unique and different curriculum.  These characteristics in many charter schools 

offer an alternative option to traditional education outlined by geographical boundaries.  School 

choice is a not a new concept.  Individuals, including Milton Friedman a well-known economic 

theorist and former economic advisor to President Regan, “have long argued that more choice in 

education will lead to improved outcomes by permitting students to transfer to better schools, by 

introducing competitive pressure for schools to improve, and by permitting a better match 

between the needs of the individual student and the program offered by the school” (Gill et all., 

2001, p. 4).  The idea of competing for students would change the landscape for these choice 

schools by promoting better educational programs.  This in turn would effectively improve 

public education in both the district schools and in charter schools.  Since their inception, charter 

schools have been competing with traditional public schools.  This competition has significant 

implications for charter school organizations to grow and expand.  Since charter schools are free 

public schools, anyone in a particular state can enroll in one as long as it is written as such in the 

laws of that state.  Many charter schools in urban areas are seen as a beacon of hope because of 

the failing schools around them.  In more rural and suburban locations, charter schools allow for 

differentiated curriculum that is in sync with students’ ambitions and passions.  Since many 

charter schools have various themes, they can adjust curriculum based on what they want 

students to achieve by the time they graduate as long as it is approved by the specific charter’s 

state board of education.  
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The perception that charter schools have a high degree of access and accountability 

makes them attractive as an alternative to urban public schools.  Many believe that charter 

schools are held accountable for results and their popularity is due to their ability to achieve 

results.  This is especially true in urban areas where charter schools are prevalent.  Parents tend 

to send their children to charter schools in urban areas because many parents believe that the 

charter schools outperform the district schools.  This tends to be the case especially when 

comparing graduation rates of charter schools versus public schools in urban settings.  In 2012, 

Washington D.C. reported that the graduation for students who attended public school for the 

2011-2012 school years “ticked up three points to 56 percent this year.  Meanwhile, public 

charter schools’ average graduation rate fell slightly but, at 77 percent, remains quite a bit higher 

than DCPS (D.C. Public Schools)” (Brown, 2012, para. 4).  Additionally, since there are many 

charter schools located in urban areas students can access a charter school just as easily as they 

would for their district school.  Yet, it is common for some students to travel further distances to 

attend the charter school of their choice.  

Parents and students may choose to attend a charter schools  because charter schools 

generally have freedom and autonomy to create different educational programs and utilize non-

traditional curriculum.  More specifically,  “They are freed from some regulations on school 

management but obey safety regulations, follow non-discrimination rules, participate in state 

testing, and choose students by lottery when they are oversubscribed” (Hoxby & Rockoff, 2004, 

p. 3).  This freedom allows for changes within the structure without the time consuming 

bureaucracy that usually takes place for school reform at  a district level. 
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Critics of the Charter School Movement 

Even with a significant number of proponents that are in favor of the charter school 

movement, there remain just as many critics and opponents.  Research on charter schools paint a 

mixed picture due to many reports indicating charter schools as a success and an equal number of 

counter reports labeling charter schools a failure.  According to the Educational Law Center 

(2010), a number of recent national studies have reached the same conclusion: charter schools do 

not, on average, show greater levels of student achievement, typically measured by standardized 

test scores, than public schools, and may even perform worse.  Understanding that charter 

schools generally "take" students away from public schools, one major opponent of charter 

schools, Diane Ravitch notes that , "Despite its faults, the American system of democratically 

controlled schools has been the mainstay of our communities and the foundation for our nation's 

success.  We must work together to improve our public schools.  We must extend the promise of 

equal educational opportunity to all the children of our nation.  Protecting our public schools 

against privatization and saving them for future generations of American children is the civil 

rights issue of our time" (Ravitch, 2013, p. 325). 

Recently, studies on charter schools have been focusing on special education and 

segregation.  Research is beginning to unveil that special education students are not benefiting 

from charter schools.  In fact, the Fiore et al. (2000) study on special education in charter schools 

found that the charter schools regularly discouraged students with disabilities from enrolling in 

the schools out of concern about the focus of the curriculum or instruction and the child’s 

educational needs.  In regards to segregation, research has identified patterns of segregation 

associated with charter schools.  According to research by Frankenberg and Lee (2003), charter 

schools “enroll disproportionally high percentages of minority students, particularly African-
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American students” (p. 11).  There are also other individuals that are concerned that because 

many charter schools are run like a business model, many CEOs and CAOs make well over 

$200,000.  Furthermore, due to many “zero tolerance” policies, charter schools can choose to 

expel students who do not meet their particular standards.  Thus, there is a high student turnover 

rate and students will oftentimes go back to their local school district.  Lastly, in May 2010 one 

of the most comprehensive studies, by researchers from Stanford University, found that fewer 

than one-fifth of charter schools nationally offered a better education than comparable local 

schools, almost half offered an equivalent education and more than a third, 37 percent, were 

“significantly worse”  (New York Times, May 2010).   

Charter School Growth 

One of the most important developments in public education over the last decade has 

been the emergence and growth of charter schools in what is often considered an educational 

marketplace, where schools are competing for supremacy.  The central premise underlying this 

movement is that charter schools foster market-like environments that offer parents and students 

the ability to flee underperforming public schools and enter into more innovative and less 

bureaucratic educational settings (Bohte, 2004, p.501).  As recently documented, the number of 

charter schools nationwide grew by 11 percent in 2006, serving a student body that is on average 

53 percent minority and 54 percent low-income, according to the 2007 Annual Survey of 

America's Charter Schools, released by the Center for Education Reform (CER).  Furthermore, 

these data acknowledge that charter schools have experienced double digit annual growth for the 

past 10 years.  At the start of the 2009 academic year, there are “nearly 5,000 public charter 

schools that enroll almost 1.6 million students” (Manno, 2010, p. 511).  These charter schools are 

continuing to increase at an extremely high rate, especially because the idea of school choice has 
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been supported by the previous three presidents and most currently by President Barack Obama 

and Secretary of Education, Arny Duncan.   

“Under a charter plan, the basic power structure of the education system -- governance, 

funding, and accountability -- changes.  Charter schools typically establish their own 

governing bodies -- composed of some combination of administrators, teachers, parents, 

and community representatives -- at the school site.  These governing boards function in 

much the same way as the board of trustees of a private school, while the principal acts as 

director and runs the school on a day-to-day basis” (Wohlstetter, 1994, p. 486) 

 

Previously, principals had the ultimate say in decision making.  “The principal’s 

monopoly on leadership was a direct result of the organizational structure of schools remaining 

virtually unchanged for the past century” (Muijs & Harris, 2003, p. 437).  Over the past decade, 

“adding to the demands of leading a school to excellence, the role of the principal is continually 

expanding, making it difficult for many principals to successfully fulfill all of their obligations 

(Rutherford, 2006, p. 59).  Due to these high demands, many charter schools have developed 

various organizational structures that meet the needs of the organization.  Many charter schools 

have moved away from the traditional “top down model” due to its ineffective ability to involve 

all stakeholders and have their staff share the work load.  Decentralizing the leadership in a 

charter school permits the use of shared input and shared leadership.  Katzenmeyer and Moller 

(2001) conclude that the difficult task of meeting challenges that schools face cannot be 

accomplished unless teachers begin to assume some of the roles and responsibilities that were 

previously the sole domain of the principal (p. 4). 

With regard to funding charter schools, the charter schools are considered free schools paid 

for out of public funds; however, they are often funded at a lower rate than traditional public 

schools based on per pupil enrollment.  Charter schools are structured in such a way that they 

receive funds from public resources such as a school district, and all funds flow directly from the 

granting authority to the school and the school can then solely determine without local approval 
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where to spend the funds.  Accountability with charter schools has been a major issue especially 

when schools fail to make adequate progress and the funding steams are mismanaged.   

Expansion and Entrepreneurships 

  Due to the increase in private funding for the creation and sustainability of charter 

schools, many charter school organizations are beginning to expand from one school to multiple 

schools.  “Despite a painful economic downturn, the charter school movement is expanding 

rapidly across the country with support from the Obama administration, wealthy donors such as 

Bill Gates and Oprah Winfrey, and the highly publicized documentary "Waiting for Superman" 

(Chea, 2011, para. 1).  To assist this process, private donations from organizations such as the 

J.A. and Kathryn Albertson Foundation is awarding money to selected schools that plan to 

expand or have completed an expansion.  Also, in November 2009, The Bill & Melinda Gates 

Foundation announced that it will provide a $30 million credit support agreement to help secure 

$300 million in tax-exempt bond issuance to further high-quality public charter school expansion 

in Houston.  One of the biggest proponents and financial supporters of expanding triumphant 

charter schools is The Charter School Growth Fund.  This philanthropic venture fund gives 

proven educational leaders the resources they need to replicate their successes and create 

networks of high-quality public charter schools.  By increasing funding, these charter school 

supporters increase the potential for charters to expand from one school to multiple schools 

under the same organization.  To date, there is no additional research that analyzes the expansion 

process and organizational shift that occur through a school’s expansion period.  However, there 

are certain individuals that shed light on the complexity that charter schools face when 

expanding especially in different locations.  According to a 2006 symposium titled “High 

Quality Charter Schools at Scale in Big Cities” The National Charter School Research Project 
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investigated successes and limitations in various charter school organizations throughout the 

nation.  One such individual, Steven Wilson (formerly of Advantage Schools), made the 

following comment: “We were our own worst enemies in trying to do too much too soon.  We 

underestimated how each new district was a complete ‘one-off’ [stand-alone problem].  It was 

like starting a different new business everywhere at the same time.  Rules . . . regulations . . . 

expectations . . . everywhere we went they were different” (Harvey & Rainey, 2006, p. 5).  

Wilson rattled off a series of daunting scale-up challenges unanticipated at the outset which were 

as follows: state caps limiting the number of charters; the need to enter many more markets than 

anticipated simply to generate enough revenues to meet costs; accepting tight time frames, such 

as signing contracts in February and starting schools in September; and locally elected school 

boards and charter school non-profit governing boards continually undermining providers.  This 

quote highlights and identifies major concerns while expanding from one school to multiple 

schools especially in the context of expanding charter school organizations in different cities and 

different states given that each state has different policies for charter schools.   

 Charter schools are also sometimes associated with entrepreneurial business ventures.  

Many charter schools enlist private firms to manage their schools, so-called educational 

management organizations or EMOs, providing further competition and possibilities of 

innovation (Wilson, 2005, p.90).  These partnerships rely on one another to increase financial 

resources and student success.  Additional focus on the success of these schools can be examined 

from various lenses.  One lens can highlight the competitiveness of these charter schools while 

another can focus on the bureaucratic structures in place to make the organizations a success.  

Furthermore, the dynamics of both school and some small businesses are related to their 

organizational structure. 
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One example of a flourishing charter school organization that has been able to transform 

from one achieving school to multiple schools in various cities across the nation is the 

Knowledge is Power Program also known as KIPP.  This is a revolutionary charter school 

organization that successfully mimics its educational foundations and organizational structures to 

advance their charter in 13 states with over 31 schools (Manzo, 2004).  KIPP was originally 

started by two participants involved in “Teach For America”, a national teaching corps, and was 

founded on the basis of five educational pillars which are: high expectations, choice and 

commitment by families, more time on learning, power to lead, and focus on results.  What is 

unique about Charter School Organization A’s organizational model is that each school within 

the charter school organization has the autonomy to make situational decisions based on the 

needs and demands of all stakeholders.  This means that Charter School Organization A schools 

can expand, but are not subject to a strict, cookie cutter organizational structure.  This model 

conflicts with other expanding charter schools in which the metamorphosis of school expansion 

is based on the exact replication of the original model.  

Another thriving charter school organization that has grown into many schools is Noble 

Street Schools.  Through strict discipline and high expectations, Noble Street Schools has 

successfully replicated their mission and vision and has expanded to many schools in the city of 

Chicago.  By keeping many of the same organizational structures in place during charter school 

expansion, and basing decisions on school values outlined by the mission and vision, Noble 

Street Schools have been able to positively impact more students that they serve by replicating 

an effective charter school into a charter school organizations comprised of 13 different schools 

within the same region. 
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When considering current educational reform, “Charter schools have become a very popular 

instrument for reforming public schools, because they expand choices, facilitate local innovation, 

and provide incentives for the regular public schools while remaining under public control” 

(Hanushek, 2007, p. 1).  The choice in school is not always clear and can oftentimes be a 

difficult decision for families to make.  Yet, if a thriving charter can successfully replicate 

student achievement in a fiscally responsible way through organizational expansion, this growth 

can have a profound impact on increasing educational opportunities in the United States for 

many students as well as offering access and opportunities to the youth of the nation 

Issues That Arise During Charter School Expansion 

Stakeholder Management Issues 

 Stakeholder management as it pertains to charter schools is a way to manage various 

individuals who have a vested interest in charter schools.  This management is especially crucial 

as charter schools are beginning to expand because the goal of stakeholder management is to 

build support and capitalize on the results of the current Charter School Organization As a means 

to support the expansion the organization.  "Thriving charter school entrepreneurs often cite 

strong stakeholder relationships as the central ingredient in their success" (Frumkin, 2003, p. 15).  

Managing stakeholders is a way to manage trust and support from parents, students, and the 

community.  "When school leaders create conditions that foster collaborative relationships 

among the school, families, and the community, the result can be a cohesive partnership among 

all of the schools’ stakeholders” (Foster, 2005, p. 2). 

 Student involvement is an important characteristic of stakeholder management.  Student 

involvement has been an essential area in supporting charter school organizational growth, 

because the students are impacted the most.  Improving the student voice in a school tends to 
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have profound effects on the culture and climate of a school.  "Students who are given a voice in 

school affairs have a greater connection to their school.  They hone academic skills and even 

cultivate new ones, build social capital, improve school climate, and address school cultural 

issues that drive students out of school”  (Brasof, 2012, para. 7). 

 Another important aspect of stakeholder management is parental involvement.  Parental 

involvement has been a critical area in supporting the expansion of charter school organizations.  

Many researchers agree that, "Parents of children in choice programs have been found to be 

more involved with their children’s academic programs and extracurricular activities than are 

other groups of parents with whom they have been compared” (Vassallo, 2000, p. 3).  The 

parents advocate for the school and what it provides for children as a way to gain support and 

momentum in support of charter school expansion.  Parental proponents often claim that if their 

children can succeed at a particular charter school, by opening more seats or schools, the charter 

school organization will positively impact more students and provide more winning outcomes.  

"Charter schools have proven themselves to be much better than traditional public schools at 

doing one thing, namely involving parents in their children’s education” (Frumpkin, 2003, p. 16). 

 The community encompassing a particular charter school can have a profound impact on 

the charter school organization's ability to expand.  Charter schools that expand their reach by 

becoming involved with the community tend to have more positive support for the charter school 

organization.  This positive support is a key attribute in charter school expansion, because more 

non-biased individuals can vouch for the success and accomplishments of a particular charter 

school organization.  “Well-constructed [community] partnerships can provide needed resources, 

such as facilities, funding, administrative support, and curriculum and instruction, as well as less 

tangible benefits, such as increased visibility, governance expertise, and help in getting charter 
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school applications approved.  In some cases, members of partner organizations participate on 

charter school boards” (The National Resource Center on Charter School Finance and 

Governance, 2006, p. 4). 

 In addition to the parents, students, and community, local government plays a pivotal role 

in charter school expansion.  "The process for becoming a charter school and getting 

authorization varies state by state” (Kardish, 2013, para. 7).  In many states, once a charter has 

been approved by the state the school or schools fall under local control of the school district 

community of which they are in.  This means that politics continue to play a role in whether or 

not charter schools get approved, re-approved, and the opportunity to expand.  

Operational Management Issues 

Availability of Students 

 Student enrollment in charter schools has increased significantly in the past decade.  

Based on the National Center for Education Statistics, from 1999-2000 to 2010-11, "the number 

of students enrolled in public charter schools increased from 0.3 million to 1.8 million students.  

During this period, the percentage of all public schools that were public charter schools, based on 

schools that reported enrollment, increased from 2 to 5 percent, comprising 5,300 schools in 

2010-11" (para. 2).  These statistics confirm that charter schools are growing and thriving in 

communities. 

 In addition to the increase in the number of charter schools, statistics from the National 

Center for Education Statistics found that the enrollment size of charter schools has grown over 

time.   

"The percentage of charter schools with enrollments under 300 students decreased from 

77 percent in 1999-2000 to 59 percent in 2010-11.  The percentage of charter schools 

with enrollments of 300-499 students increased from 12 to 22 percent during this period; 
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the percentage with 500-999 students increased from 9 to 15 percent; and the percentage 

with 1,000 students or more increased from 2 to 4 percent” (para. 4).  

 

These trends indicate that as the number of charter schools is increasing, similarly the size of 

each charter school is growing and expanding.  In addition to these statistics, one major city in 

the Northeast, Philadelphia, saw its  

"public school enrollment [fall] from 201,190 in 2000 to 154,482 in 2010, a 23 percent 

decline, due to the falling school-age population and the rise of charters; charter 

enrollment rose from 12,284 to 43,901 over the same 10 years.  District officials expect 

these trends to continue.  Many local charters are seeking permission to expand, and the 

state legislature is considering making it easier to start new ones” (The Philadelphia 

Research Initiative, 2011, p. 4).   

 

 The increase of student recruitment efforts by charter schools may be a contributing 

factor as to why charter school enrollment has increased.  In recent years, there has been an 

increased effort in recruiting students to attend charter schools.  The recruiting efforts by charter 

schools comes in many forms including,  "sending teams of teachers and parents door to door, 

handing out fliers at subway stations, and even in some cases buying ads at bus stops” (Green, 

2008, para. 6).  Additionally, many charter schools have increased their marketing to include 

website advertisements, radio commercials, and in some cases, television ads. 

Facility 

 Finding a facility for charter schools can sometimes be a difficult and time-consuming 

task.  "Lack of real estate development experience among charter school operators is a key factor 

contributing to the amount of time needed to identify and develop facilities” (Low Income 

Investment Fund, 2006, p. 25).  In addition, "some consider [locating and paying for facilities] to 

be a major barrier to the expansion of the charter school sector” (U.S. Department of Education 

Office of Innovation and Improvement, 2008, p. 2). 
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 Many charter school organizations struggle to find the perfect fit for a new school 

because many available buildings do not have the necessary size or structure to allow for a 

cafeteria and gym facility.  As a result, many charter school organizations prefer to purchase or 

lease a building that was a former school.  According to a study by The Pew Charitable Trusts in 

2013, in which the study looked at the expansion of charter schools in many cities across the 

United States, "the most common new use for a closed public school was as a charter school" (p. 

8).  These buildings oftentimes make for a smoother and less expensive renovation as long as the 

buildings were up to code and the size of the classrooms would accommodate the size of the 

students. 

 In addition to finding the right building, funding issues oftentimes cause major problems 

for charter schools.  Two major factors contributing to the financial woes are the per-pupil 

allocation and the lack of a tax base.  According to recent research, "public charter schools 

continued to receive less in overall funding than their traditional public school peers” (Maloney 

et  al., 2013, p. 13).  Additionally, “because charter schools lack a tax base, their ability to raise 

money through bonds is significantly limited compared to that of a traditional school district” 

(U.S. Department of Education Office of Innovation and Improvement, 2008, p. 17).  Overall 

these financial inadequacies make it difficult for charter school organizations to purchase or 

lease buildings that promote positive educational experiences.   

Teacher Recruitment 

 As charter schools are expanding so is the need to find educational staff that can keep up 

with the growth of the charter school organization.  When a charter school organization is 

expanding the organization has the choice to either hire new teachers and school leaders or to 

promote those within its organization.  
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 When charter school organizations choose to hire new teachers, many organizations have 

an easy time because many charter schools in the United States do not require a state issued 

teaching certification, whereas teachers in public schools do require a state approved 

certification.  Many states with charter schools require that a percentage of teachers are state 

certified as a teacher.   

"According to the National Center for Education Statistics only 23 states require that all 

charter school teachers be licensed through traditional or alternative means.  Fourteen 

states require only a certain percentage of charter teachers in each school to be licensed, 

varying between 30 percent and 90 percent.  Four states and the District of Columbia 

have no requirement for licensure or leave this determination to the approving entity for 

each charter school” (Exstrom, 2012, para. 3). 

 

 Charter school organizations that hire new school leaders oftentimes face complications.  

Even if the organization is hiring leaders who have earned degrees from Ivy League principal 

preparation programs and perform at the top of their class, it has been noted that the training they 

receive is “out of touch” for charter school leaders given the unique landscape of the charter 

school organization  (Campbell & Grubb, 2008).  Additionally, according to a study done by The 

National Alliance for Public Charter Schools (2008), National Charter School Research Project 

survey of Midwestern principals provides some insights about how people actually make the leap 

into charter school leadership: 

 Among those who currently lead public charter schools, just under a third created the 

position themselves; these are the “founders” who helped bring the school into existence 

and then stayed on in a management capacity.  

 The other two-thirds arrived at their jobs in a variety of ways, with 44% being personally 

contacted by the school’s board chair or another individual from the school community.  

The rest came through other channels such as classified ads or professional search firms.  
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 Alternatively a small group , just 8%,  already worked in the school when the position 

became available 

 For some charter school organizations, the best option rather than hiring new staff for the 

organization is to promote from within their own organization.  As a result of this trend, many 

charter school organizations have developed leadership programs for teachers and school leaders 

to support their organizational growth; however,  this is a complicated feat that requires a 

multitude of resources and support.  In one study, CMOs (Charter Management Organization)  

"leveraged recruitment and selection practices, evaluations, and rewards to attract 

teachers and then further shape their matches with schools in ways that helped build 

organizational coherence.  As a result, they cultivated an environment in which teachers 

knew what to do in order to advance the organizations’ goals” (DeArmond et. al., 2012, 

p. 27). 

 

  In another study, conducted by the National Charter School Research Project in 2007, it 

found that given the profound lack of effective leadership programs the organizations themselves 

are instituting their own leadership programs for which they are training teachers and staff into 

prospective school leaders within charter schools.  As of 2007, within at least 11 charter school 

organizations there existed a charter school leadership program (Campbell & Grubb, 2008).  

These programs ranged from being over 13 years in existence to newly established.  The 

aforementioned study “suggests some positive trends emergence in the new market of charter 

school leadership programs” (Campbell & Grubb, 2008, p. 14).  Some of these positive effects of 

the internal charter school organization leadership programs are quick and innovative responses 

to need for training leaders, training to build an array of skill sets and expertise, and an emphasis 

on apprenticeship and support.  However, the successfulness of organization leadership programs 

faces three main barriers: 1) not training in areas of greatest challenge; 2) difficult to judge the 
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quality of the program; and, 3) capacity is unable to meet the demand (Campbell & Grubb, 

2008).  

Mission Management 

 The goal of expanding charter school organizations is to grow in the number of schools 

an organization operates or grow in the grades a charter school organization serves.  The basic 

premise for expanding is the ideology that if a school can positively impact a smaller number of 

individuals, imagine what it could do if the organization "scaled-up" and increased the number of 

students it serves by increasing the number of grades in the organization or the number of 

schools in the organization.  In fact, there is proof behind this theory.  Recent research from the 

National Alliance for Public Charter Schools (2010) in reviewing charter school performance 

research came to the following conclusion:  

"Several studies examine the achievement of students who have stayed at a charter school 

for an extended period of time compared with traditional public school students.  Of the 

33 studies that look at this question, 21 find that charter school students show larger gains 

the longer they are enrolled in the charter, compared with traditional public school 

students.  Eleven studies find similar or mixed results.  Only one study of students in 

Ohio demonstrated smaller gains for students who stayed in charter schools for longer 

periods of time" (p. 5).  

 

“There are many reasons for this new focus on replication in the charter movement.  

Many speculate that the time, energy, and talent needed to create large numbers of “roll-

your-own” schools (as one observer has dubbed them) requires a certain mission-driven 

leadership and staff pool that has been or will soon be tapped out: people willing to put in 

extremely long hours to work out the inevitable kinks in a new program, recruit families 

and teachers to a school with no track record, even mortgage their own homes to create 

their dream school.  Replication of proven models, in theory, takes some of this start-up 

stress away by allowing school leaders to work from an established template with 

centralized support” (Lake, 2007, p. 2). 

 

 As charter school organizations grow, one of the most difficult tasks is to ensure that the 

"original model" is replicated well.  The major barrier to prosperous school expansion is 

replicating schools of equal high quality.  Gross (2004) discusses this "cascading effect" with a 
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positive feedback loop.  He describes that as schools do well to educate students, schools are 

then asked to expand and take on more students.  Yet, schools tend to struggle keeping  up the 

demand and because of expansion is so rapid, quality and future success may suffer.  This high 

quality includes the makeup of the school including the school facility, school leaders, and 

school teachers.  The mission and vision of the organization must serve as the roots of the 

organization in order to ensure successful organizational growth.  Each school that expands must 

be rooted in the same educational philosophy.  Mission statements in expanding schools become 

essential because they give the school a common set of goals and expectations of where the 

organization is headed and how it plans to impact the students, stakeholders, and community 

members.  "No school can function successfully without a mission that is operationally feasible 

and that is supported widely” (Frumpkin, 2003, p. 7).   

Funding 

 Similar to traditional schools, most charter schools are funded by public money in the 

form of state and local funding.  Most of these local funds are raised in the form of property 

taxes.   

"This strategy historically has produced significant inequalities in the amount of funds 

available for school districts.  Districts that contained less valuable real estate could not 

collect as much money through property taxes, even though their tax rates are sometimes 

significantly higher than wealthier districts” (Shen & Berger, 2011, p. 1).   

 

As a result, funding for traditional schools and charter schools varies significantly across states 

and districts (Murray, Evans, and Schwab, 1998).  Since charter schools are publically funded, 

each charter school's budget is contingent on the number of students the school enrolls.  

However; one major difference when comparing traditional schools to charters schools is that 

charter schools receive less money for each student enrolled compared to traditional schools.  As 
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a result, "most charter schools, on average, have 15 percent less revenue per-pupil than 

traditional public schools" (Shen & Berger, 2011, p. 3). 

 To alleviate the financial burden of charter school expansion, the United States 

Government created the "Charter Schools Program Grants for Replication and Expansion of 

High Quality Charter Schools".  The purpose of this grant program is  

"to increase the national understanding of the charter school model by (1) expanding the 

number of high-quality charter schools available to students across the nation by 

providing financial assistance for the planning, program design, and initial 

implementation of charter schools, and (2) by evaluating the effects of charter schools, 

including their effects on students, student academic achievement, staff and parents.  

Funds may be used to expand enrollment of one or more existing charter schools by 

substantially increasing the number of available seats per school, or to open one or more 

new charter schools based on the model for which the eligible applicant has presented 

evidence of success” (U.S. Department of Education, 2012, para. 2). 

 

These funding streams make it easier for charter schools to expand.   

 Another funding source for charter schools is private donations.  "Private donations may 

play a unique role in charter schools.  For example, charter schools, particularly newly created 

ones, face a number of start-up costs—ranging from books and materials to facility needs.  In 

addition, some charter schools have distinct educational focuses that may be used to identify and 

attract donors” (Zimmer et al., 2003, p. 100).  In addition to this funding source, “Spending 

[among] charter schools varies widely, and these differences in spending per pupil appear to be 

driven primarily by differences in access to private donors” (Baker & Ferris, 2011, para. 2).  

Additionally, this 2011 report of charter schools in New York City uncovered that "The most 

well-endowed charters receive additional private funds exceeding $10,000 per pupil more than 

traditional public schools receive.  Other charters receive almost no private donations" (Barker & 

Ferris, 2011, para. 2).  This disparity pays a huge part in charter school expansion.  It creates a 
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system of haves and have-nots which ultimately dictates whether or not a charter school 

organization can financially handle an expansion. 

Performance Measurement Issues 

Charter School Evaluations 

 The benchmark by which all schools, including charter schools in the nation are 

measured is by their local state assessment.  Since traditional schools and charter schools are 

public and receive state and federal funding, they are held accountable by each state to take the 

annual state assessment.  Generally, these state assessments measure progress and student growth 

mainly in English and math, but also in science and social studies.  Most states use specific 

measurement outcomes that each school, both traditional and charter, aim to reach.  When these 

schools do not make the growth needed, generally called Adequate Yearly Progress (AYP), they 

fall into a separate category in the state's eyes as needing improvement.  Most charter schools 

have a five year renewal process and charter schools need to show trends of growth, otherwise, 

their charter will not be renewed.  Although traditional schools do not have to be "renewed" 

every few years, they are still held accountable and if they do not make annual progress, in many 

cases the school is shut down by the state. 

 State measured student achievement data are not the only performance measurement 

charter schools and traditional schools use.  Many public schools have common short cycle 

assessments or benchmarks, used to determine if students are making necessary progress.  In 

addition to these student growth performance measures, indicators of readiness for high school 

and college, drop-out rates, graduation rates, college application rate, college acceptance rates, 

student and staff retention, and mission-specific measures at each school are also used. 
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Professional Development and Teacher Evaluations 

 Professional development is a process that offers school staff the opportunity to improve 

individually and collectively, resulting in improved educational outcomes within a school.  On-

going processional development is essential for any school whether it is a traditional school or 

charter school.  Research has shown that,  

“teaching quality and school leadership are the most important factors in raising student 

achievement.  For teachers and school and district leaders to be as effective as possible, 

they continually expand their knowledge and skills to implement the best educational 

practices.  Educators learn to help students learn at the highest levels” (Mizell, 2010, p. 

3). 

 

 As charter schools begin to grow and expand, so does the need for strategic professional 

development.  Many charter school organizations have made it mandatory for staff members to 

attend monthly, and in some cases weekly, professional development.  In addition, many charter 

schools have begun to develop Professional Learning Communities (PLCs) to allow teachers   to 

focus on what initiatives will improve student outcomes in a specific content or grade level.  

Sometimes, charter schools embrace "Learning Teams" which encompass a small group of 

teachers, principals, and other school staff, who try to identify what students are not learning and 

then figure out ways to help students learn.  Principals, just like teachers, benefit from "ongoing 

learning when they assume their new roles.  Knowing district, state, and federal policies, laws, 

and procedures requires substantial time for study and application.  Districts support new 

principals and assistant principals with additional professional development and by assigning 

mentors” (Mizell, 2010, p. 6-7).  The approach of assisting all school staff in a tailored 

professional development allows for a strategic approach for school improvement.  

 Since, "Charter schools are overwhelmingly non-union”, many charter school 

organizations have the autonomy to determine the frequency of their teacher evaluations (Crean, 
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2010, p. 18).  With the multitude of professional development opportunities throughout the year, 

it is no wonder that many charter schools have selected semi-annual teacher evaluations.  By 

having semi-annual teacher evaluations, school leaders can usually ascertain whether a teacher 

made progress on an annual basis.  Charter school organizations want to see staff continually 

improve and the evidence really comes from the classroom.  Since "Many school teachers work 

under one-year, renewable, at-will contracts” there is a high-stakes game aimed towards 

quantifiable results in student achievement (Gross & DeArmond, 2010, p. 14).  Essentially, 

charter schools that have teachers who do not improve their teaching craft, resulting in low 

student achievement, ultimately find themselves replacing staff. 

Charter School Organizational Models 

When charter school laws were first adopted charter schools were mostly founded by 

groups of parents, teachers, or community-based organizations.  There were some Education 

Management Organizations (EMOs) which ran a number of charter schools and usually 

partnered with local non profits.  In the early 2000’s the majority of charter schools were stand-

along schools; however,  this time marked the emergence of nonprofit Charter Management 

Organizations (CMOs).  Charter Management Organizations are non profits that operate multiple 

charter school as well as launch new ones.  There was a steady increase in the number of EMO’s 

and CMO’s between 2000 and 2008.  Since, 2008, however, freestanding schools have regained 

momentum, and CMO and EMO school openings have declined (Lake and Gross, 2012, p.17). 

EMOs and CMOs school openings have declined.  (Gross & Bowen, Jan 2012).  Within 

CMO’s there are particular organizational structures that exist that provide oversight for the 

entire organization and a separate model for how decisions are made within the organization.  
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Charter School Organizational Structures 

An organizational model defines the framework including lines of authority, 

communities, duties, and at times resource allocations.  There are several types of organizational 

models, top- down, bottom- up, and collaborative model.    

A top down organization model is model in which the sub components of the system 

report to the top of the organization.  Essentially each subordinate section relies and is 

accountable to the proceeding system.  A top down organizational model is a hierarchical 

pyramidal model in which the authority is vested at the top of the pyramid typically in the form 

of a CEO or president.  The authority within the structure flows downward to the underlying 

teams and subparts which are accountable to the higher authority or top of the pyramid.   

G. Edwards Deming was the first to challenge this bureaucratic model and recommended 

revising these structures and placing those typically at the bottom of the top-down model at the 

top of the pyramid and the CEO or president at the bottom of the model  (Cipriani & Weinstein, 

2011).  This is the bottom up organizational structure model.  In essence the CEO or president 

serves those higher in the pyramid by supplying vision, resources, training, and development and 

systems that insure success of the overall organization.   

A collaborative organizational model is present any time when collaboration takes places, 

whether it is formal or informal, intentional or unintentional.  Collaboration is defined as two or 

more individuals working with a sense of shared purpose and direction  (Beyerlein, 2002).  Well 

designed collaborative organizational models have the ability to overcome barriers that are 

present in top-down systems, such as communication and a segregated work environment 

differentiated by a hierarchical structure  (Neilson et al., 2008). 
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While the overall organizational structural model may sometimes be the same as the 

organizational model of decision making, it is possible that at times an organization may have an 

overarching organizational structural model and a different organizational model of decision 

making.  

Charter School Organizational Models of Decision Making 

Decision making within educational administration is essential  (Hoy & Miskel, 2001).  

As Laroche (1995) states, “decisions are a significant part of organizational processes” and 

“decision making plays a central role in the actualization of the organization strategic paradigm” 

(p. 63, p. 72).  There are several models for decision making; generally within a school 

environment decisions are made based upon top-down, bottom-up, or by a collaborative model.   

A top down decision making model “identifies the desired outcome or results of a project 

before determining the process to achieve those results.  This type of decision making often 

accompanies a top down management style where the heads of an organization make the 

decisions and pass them down to other members of the organization to implement”  (Zeiger, 

2014, para. 2).  A top down organizational approach to decision making implies that a “decision” 

comes from the top and all subordinates below adapt to the decision.  There are several 

limitations to the top-down approach to decision making, including the following: 

(1) Decision-making is limited to the top of the organization, therefore a lack of 

information, suggestions and ideas coming from the bottom (The Crispian 

Advantage//Aligning People for Greater Success – Top Down or Bottom Up 

approaches to Change); 

(2) People at the top are not willing to listen to lower level employees’ ideas, suggestions 

or feedback, resulting to poor employee motivation and performance; 
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(3) There is very little task delegation involved in the change process; thus, lower level 

employees can feel they are somehow incompetent and under qualified for such tasks; 

(4) Keeping the change process to the upper level of the organization breeds skepticism 

from amongst the lower level people; 

(5) Misunderstandings because of communication problems and inadequate information 

of both parties; 

(6) Many differing assessments of a given situation exist in lower levels and different 

functions.  These employees have little chance to participate, do not know for sure the 

exact circumstances revolving around the change, and thus resist it.   

(7) May result in unrealistic and unattainable goals since the head of the organization is 

not involved in day to day activities of the underlying organization.  (Zeiger, 2014, 

para. 2).   

A bottom up decision making model gathers input from multiple levels in the 

organization through surveys and discusses realistic options with the different departments 

within an organization (Zeiger, 2014).  This type of model does not set goals prior to determining 

the process to reach those goals.  However, ultimately the heads of the organization have the 

final decision.  In order to be “effective, heads of an organization must compare the information 

received with their own professional knowledge to make a wise and informed decision.  While 

some decisions may be popular with members of the organization, the head may determine they 

are not the wisest course of action” (Zeiger, 2014, para. 2).   

A collaborative decision making model, commonly referred to as a group or shared 

decision making model, is when individuals within an organization collectively make a choice 

from the alternatives presented before them.  Organizations utilizing collaborative decision 
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making models are becoming more numerous (Law & Glover, 2000).  Decision makers working 

in collaborative models take and give advice in order to make decisions, relying upon the 

individuals within the group to gain information, frame decisions, create options, and share 

responsibilities regarding same.  Within a collaborative framework there is a higher level of 

decision acceptance and implementation is more successful than in top-down decision models  

(Law & Glover, 2000).  Additional advantages of collaborative decisions are greater knowledge 

base, greater number of approaches to a problem, greater number of alternatives, increased 

acceptance, better comprehension of the problem and decision  (Lunenburg, 2010).  As with any 

decision model there are several drawbacks to collaborative decision making such as social 

pressure towards conformity, individual domination, conflicting secondary goals, undesirable 

compromises, time consuming and difficulty reaching a consensus  (Lunenburg, 2010). 

The type of organizational structure that a charter school organization utilizes during the 

expansion process may be critical to the success of the charter school organization.  It is well 

established that there correlation between an organizational structure and school performance 

(Lam, 2005).  Therefore, it is imperative when looking at schools within the scope of school 

expansion to address the type of organizational structure utilized by the individual schools.  

Communication During Expansion 

 According to Martin, Danzig, Wright, Flanary, and Brown citing Guariano, 1974, it has 

been stated that "In areas of leadership, there is no skill more essential than one's ability to 

communicate" (2013, p. 1).  School organizations are often "criticized for their poor 

communication among leaders and faculty, teachers and other teachers, faulty and students, and 

school and community" (Martin et al., 2013, p. 84).  Furthermore, they claim that 

communication involves four major issues: 1) it accurately and effectively transmits an idea; 2) 
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the medium and arrangement in which the communication is delivered (i.e., oral, written, and 

technological communication); 3) the design and management of communication system; and 4) 

the monitoring and evaluation of system (Martin, Wright, Danzig, 2013). 

  Lacey, Enger, Maldonado and Thomson found that "understanding and involving 

stakeholders was importance to school autonomy” (2006, p. 87).  As previously stated within this 

literature review, there are many different types of stakeholders ranging from students, parents, 

community, teachers to the local government in which the charter school organization is situated.  

 Communication is critical for any charter school or charter school organization to thrive.  

School leaders understand that, "A thorough, well-planned strategy for communicating with the 

public is critical to gaining public support and building a successful charter school movement” 

(National Alliance for Public Charter Schools, 2008, p. 1).  Involving and communicating with 

various stakeholders including students, teachers, parents, communities, and local government is 

essential to foster success in expanding charter schools.  This communication should have "one 

voice" so that all staff members including teachers and administrators relay a similar positive 

message about the expansion.   

Students, Parents, Communities and Local Government 

 Informing and communicating with students about a charter school expansion can be a 

very positive and beneficial experience.  Since students are the ones who are impacted the most, 

it would be wise to share that an organization is expanding due to the hard work of the students 

currently within the organization.  As one politician expressed, “Because of you getting A’s [the 

expansion] becomes a worthwhile investment” (Moselle, 2011, para. 13).  Acknowledging 

students’ efforts adds value and purpose when explaining the expansion to other stakeholders.  
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This communication can come in the form of community circles which are smaller in- class 

discussions or in larger venues such as grade team meetings or whole school assemblies. 

 Parents should be informed of a charter school organization's plans to expand even 

though communicating information to parents can be difficult.  Mailing, email, phone calls, 

updated websites, newsletters, and door to door campaigns are many of the mediums by which 

schools communicate with parents.  Many charter school organizations have recently embraced 

notifications systems that send phone calls or text messages to information on file.  The key to 

this communication system is making sure that all phone numbers and email addresses are 

correct.  Still one of the most effect ways to communicate with parents is during meetings.  By 

hosting a variety of meetings such as open houses, Parent- Teacher Association meetings, 

monthly meetings, board meetings, etc. parents can be informed of an organization's decision to 

expand, add their insight and recommendations, and understand how decisions may or may not 

impact their child(ren).   

"Schools benefit when they include parents in the decision-making process.  When 

parents provide their opinions and preferences regarding issues under consideration, they 

are more likely to buy-in to school policies and initiatives.  When parents are aware of 

the complexities of running a school, they are often more supportive” (Davis, 2000, p. 

14). 

 

 Communication with the community and local government is a high-priority in 

expanding charter school organizations.  By informing communities and local government about 

the need to expand, charter school organizations, in essence, are seeking approval for a future 

expansion.  "Effective public relations and positive public perceptions are essential keys to the 

successful operation of a school.  The perceptions of a school's outward appearance are almost as 

important as what goes on inside the school's classrooms” (Pawlas, 2005, p. 28).  A school's 

perception of the school can be supported by the use of data.  Data driven information must be 
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presented to these stakeholders in particular so that there is a valid case to expand.  "Good 

performance data allow school managers to communicate with the authorizing environment and 

secure the support they need to do their work (Frumkin, 2003, p. 28).  These data in addition to 

using effective and supportive communication will help charter school organizations to gain the 

necessary support to expand. 

Teachers and Principals 

 School leaders must effectively communicate with teachers and principals.  This 

communication helps the school to head in a positive direction rooted in the school's mission, 

vision, and core values.  Communication among staff members is crucial to any organization, 

especially a charter school organization.  Many schools have staff meetings at two different 

levels when communicating with the school's leader.  In most cases, schools tend to have 

leadership meetings involving a superintendent, CEO, or Regional Director and the principal of 

the school.  Generally, the other type of staff meetings are held between the building principal 

and teachers.   Traditionally, most of the communication is top down and at the top are the Board 

Members and CEO/Superintendent.  The initiatives, agendas, and goals for the school are usually 

developed between the Board Members and the CEO/Superintendent.  Oftentimes information is 

then relayed (down) to building principals who then disseminate the information (down) to the 

teachers to be carried out.  Traditionally, teachers do not set the agenda for the school year, nor 

do they develop the goals aligned to the vision and mission of the charter school organization or 

school district. 

 Communication does, however, flow from the bottom up.  Many schools are becoming 

collaborative by listening to the voice of teachers and bringing issues, and concerns to the 

leadership teams so that school leaders and teachers can work collaboratively to make schools 
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successful.  School leaders are transforming and working more collaboratively to better 

understand the dilemmas a school organization faces.  By communicating and working 

collaboratively schools can better address issues by understanding them from all perspectives l.  

Yet, the Superintendent and the school board have the final say.  Ultimately, "the superintendent 

is still the district’s chief communicator and responsible for making sure all aspects of the 

communication effort are adequately carried out” (Ascough, 2011, p. 4). 

The Underlying Turbulence Theory 

  Turbulence Theory provides avenues to address ethical dilemmas and account for the 

degree of turbulence felt by charter school organizations when expanding by providing ways to 

navigate through the various levels of turbulence.  Turbulence Theory is a theoretical framework 

to aid educational leadership decision making.  Gross; Turbulence Theory employs four levels of 

turbulence which are modeled after those levels of disturbance used in flight instruction.  These 

levels of turbulence can be applied and utilized to help analyze the level of turbulence that an 

organization may face at various times through his turbulence gauge  (Gross, 2004).  There are 

four generalized categories within the turbulence gauge that reflect levels of instability in 

schools, Gross characters the levels as follows:  

Degree of Turbulence General Definition 

Light: Associated with ongoing issues; little or no disruption in 

normal work environment; subtle signs of stress 

Moderate: Widespread awareness of the issue; specific origins 

 

Severe: Fear for the entire enterprise; possibility of large-scale 

community demonstrations; a feeling of crisis 

 

Extreme: Damage to the institution's normal operation is occurring; 

collapse of the reform seems likely 
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(Shapiro  & Gross, 2008; Gross, 2004; Gross, 2006). 

 Turbulence Theory offers a concept for considering disturbance present in the emotional 

environment “both the episodic and continuing forces that we live with each day in our 

organization (Shapiro & Gross, 2013, p. 19).  

Gross suggests a “sequence of questions to illuminate positionality during turbulence” 

(Shapiro & Gross, 2013, p. 48).  This view of positionality is inclusive of the perspectives of 

individuals within the group and the perspective of individuals representing different 

demographics within the organization.  Gross believes that this is because turbulence “is not 

usually spread across the school and community in a uniform way” (Gross, 2006, p. 56).  

Turbulence Theory includes the underlying concepts of cascading and stability as well as 

positionality.  Gross states that it is necessary to understand and study any forces and/or events 

that are transpiring within the context of an organization that may create a cascading effort and 

escalate and/or deescalate the level of turbulence present (Gross, 2006).  The degree of stability 

within an organization will help determine whether the organization can withstand the turbulent 

forces that it is facing.  The stability of an organization is dependent upon past and present 

circumstances and events, the organizational structure and the administrators and stakeholders 

present within the organization during turbulent times.  Under Turbulence Theory, individuals 

have an enhanced ability to calibrate the severity of the issues at hand.  It further aids them in 

their attempt to contextualize a given problem as they construct strategies to move to less 

troubled waters. 

Gross found that there was an extreme level of turbulence which had expanded quickly 

(Gross, 2000).  In this case, an elementary school which was previously K-5 only had expanded 

to accommodate grades K-8, with larger number of students in each grade.  This growth led to 
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hiring many new teachers, some of whom did not seem to support the original reform agenda.  

The principal was retiring and the previously supportive superintendant had left the district.  

Gross concluded that this was a case in which extreme turbulence was leading to the destruction 

of the reform itself.   

There are many positive aspects of Turbulence Theory such as it allows an organization 

to open up to new possibilities.  Gross proffers a more formulaic approach to using Turbulence 

Theory.  He believes that the following needs to be addressed: contextual forces, positionality, 

establishing the current level of turbulence, and the possible consequences of changing levels of 

turbulence.  The relationships between pairs and among groups typically emerge through the 

examination of the aforementioned key variables leading to a deeper and often times enhanced 

understanding of the turbulence (Shapiro & Gross, 2013). 

Summary 

Charter school expansion is on the forefront of educational reform due to its impact on 

closing the achievement gap.  Due to some charter schools across the United States becoming 

increasingly triumphant in promoting student success, the CEO’s of these schools and political 

partnerships are aggressively pursuing ways to replicate their successes in a larger scale by 

increasing their organizational capacity.  During a charter school expansion many factors must 

be considered before implementing any educational reform within a specific charter.  The 

purpose of this literature review was to shed light on various organizational structures used by 

various schools during the turbulent transition during organizational expansion and school 

growth. 
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CHAPTER 3 

METHODOLOGY  

Assumptions and Rationale for Qualitative Design 

Given the complexity of analyzing organizational interactions and the inability to 

quantify such observations, this study utilized qualitative research to determine the underlying 

systems that are utilized during organizational shifts.  Through qualitative research this study 

focused on the problems and possibilities within each charter school organization.  The use of 

qualitative research allowed the researcher to make concrete connections with regards to the 

success of charter schools and student achievement during charter school expansion.   

This was a two-site case study which allowed for a concentrated examination and 

comparative analysis of two specific charter school organizations that were expanding.  Data 

were collected through a two- part approach which included personal semi-structured interviews 

and questionnaires.  Due to the open- ended, semi-structured interviews with three school 

administrators within each organization a two-site case study was best suited for this type of 

study.  The semi-structured interviews consisted of twenty-three open ended questions which 

emphasized the role of the stakeholder within the organization, issues present during the 

expanding of the organization, the decision making mechanisms within the organization, and the 

realities that exist within the organization.  The utilization of open-ended interview questions 

allowed for the participants to answer honestly regarding the research objectives of this study 

instead of using closed-ended questions which would merely elicit particular answers.  

(Maxwell, 2005, p. 92).  The use of open ended questions leads to more honest answers because 

interviewees do not feel that they have to select a predetermined answer that may not accurately 

reflect their situation.  
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An outline of the semi-structured interview questions that the researcher utilized during 

each of the participants interviews is attached as APPENDIX B.   

Additionally, data were collected via a questionnaire (See APPENDIX A where a copy of 

the questionnaire in presented.)  The questionnaire, which consisted of 18 multiple-choice 

questions, addressed school data information with regards to the school dynamics, as well as 

overall approaches to decision making, strategic plans, and communication flow within each 

organization.  This additional source of data provided for triangulation and comparisons of the 

expansions within each of the two selected charter school organizations.  The collection of data 

from a variety of sources and different methods “reduces the risk that your conclusions will 

reflect only the systematic basis or limitations of a specific source or method, and allows you to 

gain a broader and more secure understanding of the issues you are investigating”  (Maxwell, 

2005, p. 94).  

A case study approach supported by qualitative data, semi-structured interviews, and 

synthesis of questionnaires has allowed for the best possible data collection that will help to 

enhance the understanding of each individual organization.  Through the analysis of both the 

qualitative data and questionnaires the common patterns, tendencies, and other factors that lead 

towards selecting a specific organizational structures were examined.  

The underlying assumption of this case study is that it is limited by geography and the 

charter school organizations may have been influenced by local city and state laws and initiatives 

that may influence their decision making as an organization.  That being said, if this study is 

replicated in a different region the results may be very different.  This research study stands on 
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its own as the very best possible detailed examination of analyzing the decision making of two 

expanding charter schools in an urban setting. 

Role of the Researcher 

I have been enrolled as a doctoral student during the entire length of this study.  

Additionally, I was employed within the educational system as an administrator during the 

course of the formulation and examination of this case study.  Both my previous coursework in 

the doctoral program and real world understanding of charter schools has given me a broad 

understanding of integral school dynamics and their relationships to state and federal initiatives, 

school laws, and has provided a foundation of understanding that encompasses effective 

qualitative research, political educational issues, and school and organizational dynamics. 

Specifically, my prior professional experience as a principal, assistant principal, director 

of learning support, and as a classroom teacher all have shaped my understanding of schools.  By 

working in both a public school educational environment and a charter school educational 

environment, I am uniquely situated to understand the inner organizational structures that exist 

within charter schools.  Over ten years of professional experience within urban school 

environments allows me to have invaluable, first-hand knowledge of school dynamics; however, 

as discussed earlier this also may be a limitation of the study due to my potential bias.  It is, 

however, possible to attempt to overcome any personal biases by focusing on the qualitative data 

that are collected during the semi-structured interview and through the analysis of the 

questionnaires.  The researcher has taken every effort to ensure that my relationship to the two 

urban charter schools in this study was solely that of a researcher collecting data for a study.  The 

semi-structured survey questionnaires and individual school questionnaires are attached as 

appendixes.  Additionally, through the use of a trusted “critical friend” the researcher has also 
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attempted to remain unbiased.  This critical friend provided me with feedback through another 

lens and offered a critique of the research and analysis (Roberts, 2004, p. 51).  

Population and Sample 

In qualitative research studies the typical way of selecting the population and sample is 

termed purposeful selection or criterion-based selection.  Through this strategy “particular 

settings, persons, or activities are selected deliberately in order to provide information that can’t 

be gotten as well from other choices” (Maxwell, 2005, p. 88).  This case study addressed the 

various issues that two charter school organizations faced when expanding.   

Choice of Schools 

Criteria for the selection of the two charter school organizations were as follows:  

1. The two charter schools had to be within the same geographic location, 

specifically both organization had to be located in the Mid-Atlantic Region of the 

United States;  

2. The charter schools had to be located within the same city;  

3. The charter school sites had to be within an urban environment;  

4. The charter schools had to serve students in grades nine through twelve;  

5. Both of the school organizations had to be currently expanding by opening 

additional schools due to a proven track record of promoting academic success;  

6. The charter schools had to have similar demographics, in that both schools 

contain a similar percentage of the student population of the same ethnicity and 

eligibility for free and reduced lunch;  
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7. The mission and vision of both charter school organizations had to be grounded in 

high student achievement, firm expectations, and preparing students to attend 

college;  

8. The schools had to be successful in educating the students, i.e., the schools have a 

higher than average level of proficiency on the Pennsylvania System of School 

Assessment (hereinafter “PSSA”) exams when compared to their local public 

schools; 

9. The composition of each charter school organization had to be comprised of 

multiple schools, even though the number of schools present within each 

organization may differ.   

10. One of the charter school organizations had to be a large corporate charter school 

organization with schools in multiple states and the other charter school 

organization had to be a smaller and more localized charter school organization 

with schools only in the site city for the purpose of diversity. 

Choosing charter schools using the above criteria allowed for a close comparison within 

the scope of the research questions, while limiting the number of variables examined. 

Two charter school organizations were chosen for this study; they fit the criteria listed 

above.  In order to maintain the anonymity of the participating schools, one school will be 

identified by the pseudonym of “Charter School Organization A” and the other will be identified 

by the pseudonym of ‘Charter School Organization B”.   

Preparatory Communication 

The first preparatory communication occurred via email when I contacted several 

administrators within each of the Charter School Organization requesting possible participation 
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in the proposed study.  Each potential interviewee was provided a brief overview of the proposal 

and substance of the study.  A detailed description and copy of the proposal for research was 

provided to the school administrators at each school prior to administering the questionnaires and 

interviews to insure understanding of the study’s requirements.  Once I received confirmation via 

email that the interviewee was interested in participation I emailed the actual proposal that was 

submitted to the Institutional Review Board, the interviewee semi-structure questions, and the 

survey questionnaire to ensure that the interviewees were provided all information relative to this 

study before formally agreeing to participate.  I followed up a telephone call with each potential 

interviewee to confirm the confines of the study formally and verbally.  At this time the 

interviewees were provided an informed consent and told that confidentiality requirements that 

would redact the schools’ names and participants’ names would be strictly adhered to throughout 

this study.  The interviewees completed and returned the informed consent documentation as 

well as the permission to be audio taped.  Thereafter, during a follow- up telephone call the 

interview time and place was confirmed.  Additionally, the interviewees were provided my email 

and telephone numbers f so that any additional questions regarding the purpose, data collection 

techniques, and any additional issues were clarified for the school administrators prior to the 

actual interviews and administration of the questionnaire.   

It was necessary in this study to limit the data collection to two urban charter school 

organizations to allow for an in-depth qualitative analysis of the underlying organizational 

structures.  A researchers “decision to focus on a specific setting is a fairly constrained choice” a 

choice that “the study is defined by and intimately linked” (Marshall & Rossman, 1999, p. 68).  

Additionally, through the limitation of this study to schools within the same geographical 

location I attempted to narrow the study to schools which would have similar resources and be 
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guided by the same state and city school laws.  This lessened the differences among the schools 

helping to balance the study and focus the data for a realistic study that could be fully designed 

and implemented.  

School Leaders 

I collected data through semi-structured interviews with three school administrators 

within each organization.  Within each Charter School Organization, data were collected from 

two principals and one CEO or Regional Director by semi-structured interviews.  This was done 

to provide both the principal’s and CEO’s perceptions of the school expansion.  Additionally, 

data were collected from each interviewee through questionnaires regarding administrator’s 

approaches to decision making, strategic plans, and communication flow within each 

organization.  A twelve week timeframe was allocated for establishment of contacts at the 

intended Charter School Organizations and an eight week timeframe was allocated for gathering 

documentary data.  

Data Collection 

Interviews 

The semi-structured interviews consisted of one-on-one interviews in a private and 

confidential location with the participant.  The semi-structured interviews were each allotted 

thirty minutes.  .  The interviews ranged from twenty-five minutes to thirty-five minutes.  The 

interview length was dependent upon the depth and focus of the interviewee’s responses as well 

as the necessity of follow- up questions for clarity.  I audio recorded all interviews and 

transcribed a complete transcript after the completion of each interview.  I followed the same 

interview protocol for each of the participant’s interviews.  The interview protocol consisted of a 

series of opened ended questions regarding the participant’s role, decisions, realities, impact on 
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education, and additional information relative to each of the charter school organizations 

(APPENDIX B).  My detailed field notes were added to each of the participant’s transcripts.  

Due to the nature of the semi-structured interviews being audio taped, with the intent to be later 

transcribed, each participant was provided and required to fill out a permission to audiotape 

consent form.  Within this permission to audiotape consent form the participant was again 

informed and provided with a rationale, hypothesis, and aims of the study.  

Questionnaires 

 Questionnaires and data were collected regarding the administrator’s approaches to 

decision making, strategic plans, and communication flow within each organization (APPENDIX 

A).  The data that were collected are quantifiable; that is provided by the participants regarding 

their school’s graduation rates, retention and attrition rates, and PSSA scores.  These data help to 

evaluate the success of the two charter school organizations by comparing t their student 

achievements.  By having the same three administrations within each Charter School 

Organization Answer both the semi-structured interview questions and the questionnaires this 

allowed for the comparison of results within each school to determine the accuracy and 

consistency of the answers.   

It should be further emphasized that throughout this entire case study I employed 

techniques to maintain the anonymity of the school names, their student populations, and the 

participants.  All interviewees were reminded that they could withdraw from the study at any 

time.  These techniques consisted of removing any attached personal or organizational identifiers 

from the findings.  Specifically, auto recordings were locked and safeguarded to prevent 

tampering and to ensure that the recordings would not be listened to by any additional 

individuals besides me.  Pseudonyms were provided for both Charter School Organizations and 
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abbreviations provided to each interviewee.  Both schools and all participants of this study were 

provided a detailed confidentiality explanation in writing.  I took precautions to ensure that any 

data collected would be secured in an appropriate manner so that they would not potentially 

harm any participant and/or the charter school organizations.  

Data Analysis 

The initial step in most qualitative analysis is reading the interview transcripts, 

observational notes, or documents that are to be analyzed (Maxwell, 2005, p. 96).  The main 

categorizing strategy in qualitative research is coding.  The goal of coding in qualitative research 

is to fracture the data and rearrange it into categories that facilitate comparison between things in 

the same category and that aid in the development of theoretical concepts (Maxwell, 2005).  Due 

to the complexity inherent in understanding school structure and organizational shift, I used a 

coding process to shed light on the structure of each organization similar to the one used by 

Charmaz.  In Charmaz’s view, “Codes serve to summarize, synthesize, and sort many 

observations made of the data” (Charmaz, 1983, p. 112).  By coding the interviews, I was able to 

identify and synthesize data based on what could be viewed as ambiguous data.  Furthermore, 

Charmaz recognizes that “At first the data may appear to be a mass of confusing, unrelated, 

accounts.  But by studying and coding (often I code the same materials several times just after 

collecting them) the researcher begins to create order” (Charmaz, 1983, p. 114).  

Specifically, I first transcribed all of the auto recordings into word formatted documents.  

These transcriptions were organized via the subheadings of the semi-structured interviewee 

questions that were provided to the interviewees.  Additionally, the survey questionnaires were 

complied into one large organizational table so that all findings could be clearly ascertained and 

examined.  From these more formalized data groups, I was able to more concisely and accurately 
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examine the findings.  After the data were collected I was able to compare and contrast various 

aspects of each Charter School Organization to specifically make relevant findings that 

addressed each proposed research question.  Throughout the data collection and analysis I 

referred to the previous literature to begin to make sense of the observations witnessed through 

coding, summarizing, and applying guiding principles found in the current literature.   

Methods of Verification 

Validity threats can occur when collecting and analyzing data from various sources 

especially when developing theory based on organizational interactions, goals, and varying 

perspectives.  Joseph Maxwell, a well know writer for qualitative research design, notes that 

“Validity has long been a key issue in debates over the legitimacy of qualitative research; if 

qualitative studies cannot consistently produce valid results, then policies, programs or 

predictions based on these studies cannot be relied on” (Maxwell, 2005, p. 106).  It is imperative 

that the researcher fully examine all data collection with an open mind so that the study can 

produce valid results that lead to appropriate distinctions and determinations that can be deemed 

reliable.  Lincoln and Guba agree that, "Since there can be no validity without reliability, a 

demonstration of the former [validity] is sufficient to establish the latter [reliability;]" (Lincoln & 

Guba, 1985, p. 316).   

In order to circumvent any issues regarding internal validity of the data, copies of the 

open-ended interview questions and questionnaires were provided to the participants after the 

interviews took place and after the questionnaires were answered.  This allowed the participants 

to review their responses and the opportunity for them to elaborate on specific points or disagree 

with their responses with the intention that the data collected are not only meaningful, but 

accurate.    
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An effective defense against validity threats is the utilization of triangulation.  

Triangulation, essentially, is a test for improving the validity and reliability of research or 

evaluation of findings and “has risen an important methodological issue in naturalistic and 

qualitative approaches to evaluation [in order to] control bias and establishing valid propositions 

because traditional scientific techniques are incompatible with this alternate epistemology” 

(Mathison, 1988, p. 13).  The data collection in this study encompassed multiple perspectives, at 

multiple sites, that provide multiple sources of evidence which will protect against biases.   

Outcomes of the Study and its Relation to Theory and Literature 

This study examined the various organizational structures used when charter schools are 

expanding and to identify factors that administrators can use to help select the most effective 

structure while expanding.  There is little research focusing on how charter schools select various 

organizational structures during the expansion process and the impact these decisions have on 

student achievement.  Many educational experts predict that the expansion of charter schools will 

continue for the next four years if not longer.  This phenomenon will impact the future literature 

on this topic.   

Few qualitative research studies exist that examine charter school expansion.  While 

many focus on accountability and their impact on academic success, few examine the 

organizational structure as a reason for that success.  Studying organizational shifts is nothing 

new to the business world; however, it is a relatively new strain of educational reform.  By 

looking at organizations that are successful in replicating their successes, other charter school 

organizations will have a structure by which they can compare and contrast similarities and 

differences, and thus ultimately have the ability to choose the best components of successful 

organizational structures when they begin to expand.    
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Provided that schools will continue to evolve and transform, the Turbulence Theory 

provide the contextual basis for future examination of the complex and dynamic interactions that 

occur during charter school expansion.  As more research focuses on the progressive movement 

of charter school expansion, researchers and educators alike will better understand what is 

necessary to consider before, during, and after a school expands and have a theoretical basis for 

understanding charter school organizational expansion and how to identify effective practices 

during these turbulent times. 
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CHAPTER 4 

THE FINDINGS 

The purpose of this two-site case study was to perform a comparative analysis of two 

charter school organization.  The methodology selected for this study aimed to answer the 

following research questions:  

R1: What issues did the selected charter school organizations face when they are 

expanding?   

R2: What type of organizational system did the charter schools have and how did that 

system facilitate their expansion? 

R3: How was information communicated during the charter school organizations’ 

expansion?  

R4: How did the selected Charter School Organizations handle heightened turbulence 

during the expansion period? 

 It was necessary for me to accurately and appropriately describe the type of charter 

school expansion that was occurring in the two selected Charter School Organizations since both 

were comparable, however, at the same time different.  This chapter then turns to a disclosure of 

the study’s findings, which are largely based upon the perception of the interviewee’s, i.e., 

principals and CEOs.  These findings when organized allow the four research questions to be 

answered and underlying themes regarding expansion to emerge.   

 The aims of this chapter are to provide a descriptive and informative recitation of each 

interviewee’s answers to the semi-structured interviews.  There is a strong emphasis in this 

section that will be placed on the interviewee’s responses along with any quotations taken from 

the interview transcripts.  Through this chosen methodology, this study intents to accurately 
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present as finding and capture the interviewee personal perceptions as it relates to the charter 

schools expansion.  

 As previously addressed, in order to protect the schools and interviewees involved in this 

case study, pseudonyms have been applied to the schools.  The pseudonym of “Charter School 

Organization A” and respectively the other will be identified by the pseudonym of “Charter 

School Organization B”.  Additionally, the interviewees will be generically identified (i.e., 

elementary principal, middle school principal, CEO, etc.).  

Charter School Organization A and Charter School Organization B 

In 1998, one year after charter school laws were created in the United States, the site city 

in this study opened 11 charter schools (Mezzacappa, 2010).  As of 2013, the school district in 

this site city operated 242 of the city's 326 public schools, including 163 elementary schools, 23 

middle schools, and 56 high schools.  The 84 remaining public schools in the district were 

independently operated charter schools. 

It is equally important to touch on each of the Charter School Organizations that were 

utilized within this study and properly identify their strategic expansion plans.  While both 

Charter School Organizations are expanding, the manner in which they are expanding is 

distinguishable.  

Charter School Organization A 

Charter School Organization A is a national organization that has schools in at least 20 

states.  The parent organization has a total of 141 schools serving over 50,000 students.  Within 

the site city selected, Charter School Organization A opened its first school in 2003.  Charter 

School Organization A has a strategic plan for this site city in that the organization's goal is to 

open a total of 10 schools by 2016.  This breaks down to four elementary schools, serving 
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Kindergarten through 4th grade, feeding into four middle schools, serving 5th through 8th 

grades, feeding into two high schools, serving 9th through 12th grades.  If Charter School 

Organization A is able to achieve its outlined strategic plan by 2016, the 10 schools will enroll 

approximately 44,400 students in Kindergarten through 12th grade.  It is speculated that by this 

expansion Charter School Organization A will allow 36% more low-income, children of color to 

go to college.  

During this study, which encompassed the time frame of the 2010-2011 school year,  

Charter School Organization A had two elementary schools, serving Kindergarten through 4
th

 

grade, one middle school, serving 5
th

 through 8
th

 grades, and one high school, serving only 9
th

 

grade.  According to Table 4.1, which depicts the survey data collected in conjunction with the 

interviews as to the student population, the student population at the elementary School and 

middle School was 200-299, while the CEO stated the student population to be 800-999.  The 

survey allowed the interviewees to select the corresponding range that reflected the student 

population within their particular school.  It is apparent that there was some confusion on behalf  

of interviewees as to “which” student population the survey question was referencing.  It appears 

that the CEO was referencing the student population of all of the charter school organizations 

schools, while the principals were referencing their individual school populations. 

TABLE 4.1: Student Population for Charter School Organization A 

 
Elementary School 

Principal 

Middle School 

Principal 
CEO 

Student Population for 2010 – 

2011 school year (Q. 4)* 
200 – 399 200 – 399 800 – 999 

 Each interviewee selected the range that was applicable to his or her school.  

The central unanimous reason why Charter School Organization A is expanding 

according to the interviewees is to send more students to college.  Specifically, the elementary 
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school principal expressed that, "the organization was expanding because they have been able to 

serve more children and have positively impacted the city".  The middle school principal stated, 

"it was a simple math equation because fewer than 10% of the kids were attending and finishing 

college".  With the organization “growing smartly” there would be a drastic positive impact on 

the number of students going to and finishing college.  The CEO reiterated both principals’ 

reasons for expanding and further expressed that, "there is a dire need for increased numbers of 

charter schools in this site city since thousands of children are on waitlists for charter schools".   

Charter School Organization B 

Unlike Charter School Organization A, in which the overarching organization operates 

charter schools in several states, Charter School Organization B at this time only operates 

charters within the site city.  It is only a local organization within the site city and at this time 

does not have any plans of expanding into a national organization or expanding beyond this site 

city.   Charter School Organization B opened its first school in this site city in 2001.   The 

original school opened with only 100 ninth grade students.  Based upon the success of the first 

school, the school district within the site city invited the charter school organization to convert 

some of the school district's most trouble schools into charter schools.  It was the hope that 

through the use of some charter schools in troubled and failing schools that the school district 

could improve and turn around its failing schools.  

Charter School Organization B’s strategic plan for this site city calls for a total 20 schools 

by the 2016.  During the 2010 – 2011 school year Charter School Organization B did not acquire 

any major facilities.  However, specifically, during this study which encompassed the time frame 

of the 2010-2011 school year, Charter School Organization B had three elementary schools, 

serving Kindergarten through 4
th

 grade, five middle schools, serving 5
th

 through 8
th

 grades, and 
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three high schools, and serving 9
th

 through 12
th

 grades.  During the 2010 – 2011 school year, 

Charter School Organization B opened five additional schools.   

According to Table 4.2, which depicts the survey data collected in conjunction with the 

interviews as to the student population, the student population at the middle and high school was 

400-599, the middle school was 600-799, while the Regional Director stated the student 

population to be 400-599.  The survey allowed the interviewees to select the corresponding range 

that reflected the student population within their particular school.  

TABLE 4.2: Student Populations for Charter School Organization B 

 
Middle School 

Principal 

Middle and High 

School Principal 
Regional Director 

Student Population for 2010 – 

2011 school year (Q. 4)* 
600 – 799 400 – 599 400 – 599 

Charter School Organization B interviewee responses as to why the charter school was 

expanding were not quite as unanimous as Charter School Organization A; however, the 

underlying theme expressed by those interviewed was that expansion of the charter school 

organization could positively impact the site city.  Specifically, the middle and high school 

principal expressed that the organization was expanding for two main reasons: first, the charter 

school is positively impacting the site city by providing a better education for its students and 

second, expanding the organization can increase its footprint and impact more students.  The 

middle school principal stated that,  "the organization was expanding in an attempt to close the 

achievement gap and that by expanding the organization would have a better footprint in the site 

city".  The Regional Director stated that, "it is the organization’s mission to make things right in 

[this site city] and that every child should have access to a great public education".   
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The Interviewees of Charter School Organization A 

Elementary School Principal 

 The elementary school principal had a master’s degree in education.  The principal had 4 

- 7 years of teaching experience prior to the 2010 – 2011 school year.  The principal’s relevant 

background included two years of teaching through Teach for America.  Afterwards, the  teacher 

was recruited by Charter School Organization A as a teacher.  After completing the 

organization’s leadership program, the interviewee went to work at Charter School Organization 

A’s regional office while continuing to teach two classes per semester.  The interviewee then 

opened the elementary school when Charter School Organization A expanded in 2009, which is 

the interviewee’s current place of employment.  

This elementary school initially opened on August 16, 2009.  The charter is for three 

years.  Additionally, this elementary school is housed in the school district’s school building 

which  Charter School Organization A is leasing for a monetary sum of $1.00 per year.  This 

school had no new facility or future anticipated acquisitions of facilities for 2010 – 2011 school 

year.  It is the hopes of this organization, however, to remain in this school district building 

permanently.  Charter School Organization A has relationships with various foundations and a 

small portion of their total fundraising comes through individual donations.   

Middle School Principal 

The middle school principal has a master’s degree in education.  This principal had 4 - 7 

years of teaching experience prior to the 2010 – 2011 school year.  The principal’s relevant 

background includes an undergraduate degree in political science from John Hopkins University 

with a focus on community organization.  After college the interviewee transitioned to an 

educational focus since the interviewee ascertained that people were struggling later in life 
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because of their lack of education.  The interviewee spent several years as an elementary school 

teacher with Teach for America, then became a 6
th

 and 8
th

 grade history teacher for Charter 

School Organization A prior to becoming the principal of the middle school.   

This middle school initially opened on July 14, 2003.  The charter was renewed on May 

8, 2008 for six years.  Additionally, this middle school is leased with an option to purchase; it is 

not leased from the School District.  During the 2010 – 2011 school year, no new facility or 

fixtures acquisitions were made.  As previously stated, Charter School Organization A has 

relationships with various foundations and a small portion of their total fundraising comes 

through individual donations.  Additionally, this school was able to receive funding from several 

federal grants.  

CEO 

The CEO had a master’s degree in education.  The CEO had 4 - 7 years of teaching 

experience prior to the 2010 – 2011 school years.  The CEO’s relevant background included 

undergraduate degrees in biology and psychology from the University of Rochester.  The 

interviewee switched to an educational track from a pre-med track.  After college the interviewee 

was a 7
th

 grade biology teacher for Teach for America within Charter School Organization A.  

Frustrated by the site city public schools the interviewee sought out a teaching position at a 

charter school in the site city.  Several years later, in 2002, the interviewee applied for and was 

accepted as a fellow to write a charter for Charter School Organization A. 

The Interviewees of Charter School Organization B 

Middle School Principal 

The middle school principal had a master’s degree in education.  The principal had 4 - 7 

years of teaching experience prior to the 2010 – 2011 school year.  The principal’s relevant 
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background included undergraduate degrees in broadcast journalism and history.  After college 

the interviewee was a math teacher for Teach for America at a charter school within the site city 

who then switched to teaching 6
th

, 7
th

, 8
th

, and 9
th

 grade math at a public school.  The interviewee 

was then assistant principal of instruction for two years with Charter School Organization B, 

followed by a principal for three years.  The principal anticipates that he will be a Regional 

Director in 2011 – 2012 school years.   

This middle school initially opened on September 1, 2006.  The charter was renewed 

September 2010 for five years.  Additionally, this middle school was housed in the school 

district’s middle school building which Charter School Organization B was leasing for a 

monetary sum of $1.00 per year.  As previously stated, Charter School’s Foundation, a separate 

501(c) organization, supported all of the school’s growth and operations.  

Middle and High School Principal 

The middle and high school principal had a four year college degree in biochemistry.  

The principal had 4 - 7 years of teaching experience prior to the 2010 – 2011 school year.  The 

principal’s relevant background included teaching for two years with Teach for America 

followed by four years of teaching at a public high school within the site city.  Thereafter, the 

interviewee was an assistant principal for three years and then a principal within  Charter School 

Organization B.  

This middle and high school initially opened on September 1, 2001.  The charter was 

renewed September 2010 for five years.  Additionally, the middle and high school was leasing 

the building and did not acquire any major facilities during 2010 – 2011 school year.  As 

previously stated, the Charter School Foundation, a separate 501(c) organization, supports all of 

the schools growth and operations. 
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Regional Director 

The Regional Director had a Masters Degree in education.  Prior to the 2010 – 2011 school 

year the Regional director had 8 – 11 years of teaching experience.  The Regional Director's 

relevant background included an undergraduate degree in education with a minor in English.  

After college the interviewee moved to the site city to do a one year volunteer program with the 

Jesuit Volunteer Core at a Catholic elementary school where the interviewee taught 7
th

 and 8
th

 

grade for four years.  Thereafter, the interviewee taught high school English and PE for three 

years.  The interviewee completed graduate school and became the founding principal of a 

middle school in a different city.  When that organization was expanding the interviewee moved 

back to the site city to open a school as a principal.  From 2005 – 2009, the interviewee served as 

a principal of a Charter School Organization B school and is now currently the regional director 

of Charter School Organization B.  

It is important to note that all of the interviewees who are administrators volunteered in a 

teacher preparation program.  Additionally, five of the six administrators interviewed were 

previously involved in Teach for America. 

Research Question #1:  What issues did the selected Charter School Organizations face 

when they were expanding? 

Stakeholder Management Issues 

Students, Parents, and Communities 

 Administrators in the two schools were asked to identify key issues faced by the 

organization.  Interviewees from Charter School Organization B identified informing the 

community as a key issue.  Specifically, the middle school principal indicated that,  "due to 
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“generational poverty” it was hard to inform the community of the benefits of a charter school 

compared to public schools within the site city, because the schools face different obstacles".  

The regional director stated that educating and obtaining feedback from the community was “an 

obstacle”.  Charter School Organization A indicated that gaining student, parent, or community 

involvement during the expansion of the charter school did not represent an obstacle for this 

organization.  

Teachers/Principals 

Both Charter School Organizations emphasized that since teachers and principals were 

important stakeholders it was important to ascertain their feedback regarding expanding.  Issues 

relating to teacher recruitment and “buy-in” are addressed below under teacher recruitment.  

Local Government 

 Charter School Organization A indicated that the local school reform commission was a 

significant obstacle during the entire expansion process.  This made the expansion process more 

bureaucratic and political.  Through the use of “branding” the Charter School Organization was 

able to politically influence the local school reform commission and push for additional 

expansion of the Charter School Organization.  Charter School Organization A also invited many 

investors and private philanthropists into the schools to demonstrate educational reform in 

progress.   

Conversely, Charter School Organization B indicated that the local school reform 

commission was not a huge barrier to expansion.  This organization relied on political and 

financial influences and furthermore, the CEO indicated that this particular site city had sought 

out the Charter School Organization And expressed an interest in its expansion.  It was the 

Charter School Organization that had to look at its strategic plan and determine whether or not 
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they were prepared to expand as quickly as the city was requesting.  In a similar manner to 

Charter School Organization A, this school invited many investors and private philanthropists 

into the schools to demonstrate educational reform and also relied heavily on advertising and the 

“branding” of their charter school name.  

Operational Management Issues: 

Availability of Students 

There was no shortage of students within the site city; neither Charter School 

Organization had trouble recruiting and maintaining students.  Both Charter School 

Organizations indicated that active recruiting was imperative to the operation and expansion of 

their Charter School Organizations.  Both Charter School Organizations advertised at local 

places of worship and community centers, and employed door- to- door campaigns.  The door- to 

-door campaigns entailed individuals from each organization going to households in 

communities in which the charter school was interested in expanding to explain why their school 

offered a higher quality of education when compared to other schools.   

Charter School Organization A indicated that the following numbers of individuals were 

involved with recruitment for charter school expansion and general retention of students during 

the 2010-2011 school year:  elementary school principal, 3-5; middle school principal, 0-2; and 

CEO, 0-2.  According to Table 4.4, Charter School Organization B indicated that the following 

numbers of individuals were involved with recruitment for charter school expansion and general 

retention of students:  middle and high school principal, 3-5; middle school principal, 0-2; and 

Regional Director, 3-5.  Table 4.3 depicts the survey results from Charter School Organization A 

and Charter School Organization B as to the number of individuals involved in recruitment 
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within each organization.  The survey allowed for the interviewees to select the corresponding 

range that reflected the number of individuals involved in recruitment. 

TABLE 4.3: Individuals Involved in Recruitment  

Number of individuals involved with recruitment during 2010 – 2011 school year (Q. 6)* 

Charter School Organization A 

Elementary School 

Principal 

Middle School 

Principal 
CEO 

3 - 5 0 – 2 0 – 2 

Charter School Organization B 

Middle School 

Principal 

Middle and High 

School Principal 
Regional Director 

0 – 2 3 – 5 3 – 5 

*Herein each interviewee selected the range that was applicable to their school.  

Furthermore, Charter School Organization A indicated that the following percentages of 

students withdrew and did not return during the 2010-2011 school year: elementary school 

principal, 0% - 4%; middle school principal, 5% - 9%; and CEO, 10% - 14%.  Charter School 

Organization B indicated that following percentages of the number of students that withdrew and 

did not return during the school year:  middle and high school principal, 0% - 4%; middle school 

principal, 5% - 9%; and Regional Director, 0% - 4%.  Table 4.4 depicts the survey results from 

Charter School Organization A and Charter School Organization B as to the percentage of 

students who withdrew and left school during the school year of 2010 -2011.   
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TABLE 4.4: Student Withdrawal From School  

Percentage of student who withdrew (left the school and did not return) in 2010 – 2011 school year 

(Q. 17)* 

Charter School 

Organization A 

Elementary School 

Principal 

Middle School 

Principal 
CEO 

0% - 4% 0% - 4% 5% - 9% 

Charter School 

Organization B 

Middle School 

Principal 

Middle and High 

School Principal 
Regional Director 

5% - 9% ** 0% - 4% 

*Herein each interviewee selected the range that was applicable to their school.  

** Interview did not answer question. 

Facility 

Both school organizations started on a small scale by beginning their organization with a 

small number of students and within limited locations, with the idea that as more students came 

to the school,  the focus would be on expanding to a larger facility capable of educating more 

students.  Charter School Organization A middle school principal and CEO both expressed that 

finding the appropriate buildings for new schools presented an obstacle for expanding.  

Furthermore, the   It appears that the cost of buildings in the site city as well as issues with the 

building meeting inspection codes presented difficulties for the Charter School Organization.  In 

contrast, Charter School Organization B interviewees did not express that the finding and cost of 

buildings presented any sizable obstacle.  Furthermore, the interviewee believed that principals 

and staff had “limited input in the school expansion especially when dealing with operations and 

logistics”. 
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Teacher Recruitment 

It was inevitable that by expanding a Charter School Organization by either including 

additional grade levels or by adding an entirely new school the number of high quality staff and 

teachers would need to increase to accommodate the new students.  Finding new teachers to fill 

created position without compromising the quality of teaching was a central issue that was 

acknowledged by both Charter School Organizations.  Building the teaching capacity of a school 

would have a profound effect on the ability of the school to execute its mission.  As the student 

numbers began to increase, so did the need for recruiting high quality teachers who would 

embrace the mission and vision of this school.   

Charter School Organization A's elementary school principal indicated that it was 

challenging to expand to new schools and maintain quality while sending the best teachers and 

leaders to new schools and pulling resources from across the region.  The middle school 

principal stated that maintaining leadership and talent were two main challenges during 

expansion.  The interviewee indicated that it was a two tiered challenge since they had an 84% 

retention rate for staff in 2010 and were continually replacing staff, as well as needing additional 

staff to fill newly created positions in the expanding schools.  This charter school initially had 

teachers either leave the school or move up in the ranks as the school expanded.  The middle 

school principal began as a teacher within the organization and ultimately moved into his 

principal position when the Charter School Organization expanded.  The CEO also indicated that 

one of the greatest obstacles was the “talent pipeline”.  The interviewee indicated that the charter 

organization had struck a balance now taking more of a hybrid approach in acknowledging 

career teacher rather than promoting the teachers into leadership roles.  This provided for a more 
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hybrid approach that respected teacher’s wishes for leadership roles as well allowing teachers 

who desire to teach to remain in the classrooms.  They presented programs entitled “emerging 

leader” and “star teacher program” which would encourage career teachers as well as individuals 

looking to become leaders.  Additionally, the CEO indicated that the job of teaching had 

changed.  While hiring the best teachers, it was imperative for the Charter School Organization 

to give those teachers the educational support, lesson plans, and sample tests to maintain a high 

quality of teaching.  

According to the survey data collected in conjunction with the interviews, Table 4.5 

shows the relative number of staff, teachers, and their credentials during the 2010-2011 school 

years.  

TABLE 4.5: Teacher and Staff Data at Charter School Organization A 

 
Elementary School 

Principal 

Middle School 

Principal 
CEO 

Number of Staff employment 2010 – 

2011 school year (Q. 5)* 
16 - 30 16 – 30 109 

Number of Teachers Employment 

2010 – 2011 school year (Q. 7)* 
16 - 30 16 – 30 61 -75 

Number of Staff certified in their 

teaching content 2010 – 2011 school 

year (Q. 8)* 

16 - 30 16 – 30 61 -75 

Number of staff with advanced 

degrees 2010 – 2011 school year (Q. 

9)* 

1 - 15 16 – 30 61 -75 

*Herein each interviewee selected the range that is applicable to their school.  

Conversely, Charter School Organization B's middle and high school principal indicated 

that while some teachers may move from one school to a new expanding school this is not 

happening on a large scale.  In this Charter School Organization the teaching staff and leadership 

is generally brand new when the school organization expands.  The middle school principal 

recommended that some type of “apprentice program” that would aid in the development of 
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school leaders would be beneficial to the Charter School Organization but at this time no such 

program existed.  The regional director confirmed that at this time they do not possess any 

leadership initiative programs.   

According to the survey data collected in conjunction with the interviews the following 

Table 4.6 shows the relative number of staff, teachers, and their credentials during the 2010-2011 

school years.   

TABLE 4.6: Teacher and Staff Statistics at Charter School Organization B 

 
Middle School 

Principal 

Middle and High 

School Principal 
Regional Director 

Number of Staff employment 2010 – 

2011 school year (Q. 5)* 
46 – 60 46 – 60 31 -45 

Number of Teachers Employment 

2010 – 2011 school year (Q. 7)* 
31 – 45 31 – 45 31 – 45 

Number of Staff certified in their 

teaching content 2010 – 2011 school 

year (Q. 8)* 

31 – 45 16 – 30 16 – 30 

Number of staff with advanced 

degrees 2010 – 2011 school year (Q. 

9)* 

16 – 30 16 – 30 16 – 30 

*Herein each interviewee selected the range that was applicable to their school.  

Mission Management 

The Charter School Organizations both expressed that expanding while maintaining the 

underlying mission and vision of the overlying organization (i.e., having regional initiatives vs. 

school initiatives) was one of the major challenges faced by the organization.  The mission and 

the vision serve as the foundation of each organization.  As each school organization expanded, 

each was mindful of the original purpose for existing.  Both school organizations felt that a 

strong mission and vision would bind the school even through expansion projections.  Each 

school organization tried to carve out its own niche within the charter school community.  This is 

because generally charter school organization have the ability to have unique attributes to attract 
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students to the school such as a focus on agriculture, math/science, technology, community 

services, to name a few.  Both were concerned that too much growth could lead to opening 

schools which were inadequately prepared.  Both organizations had plans for expanding but were 

mindful that too big too quickly would result in a lackluster education for students.  This 

philosophy helped to drive home the idea that each school’s central office needed to increase to 

keep up with the demand.  As a result in this shift, responsibilities from the central office 

changed and individuals’ tasks and job descriptions changed.  For example, the charter school’s 

central office grew in the number of staff to include additional human resources management and 

staff specifically for recruitment.  

Charter School Organization A's elementary school principal stated that it was necessary 

for a Charter School Organization not to grow too quickly for fear of “watering down your 

product” instead of maintaining the same quality.  Furthermore, maintaining quality was hard 

when the organization sent the best leaders to new schools (resources were being pulled from 

across the region).  The middle school principal echoed this concern and stated that expansion 

should be slow and methodical to control for obstacles during expansion and in order to maintain 

consistency within the Charter School Organizations model.  The principal warned that 

sometimes charter schools have the mentality that “if you build it they will come” and “put the 

cart before the horse”.  The interviewee strongly felt that that you first need a leader, and then 

you need to expand the charter school around the talent, meaning teachers and staff that were 

currently employed by the school.  The CEO stated that it was challenging to grow with quality 

and that the strategic plan was central to growing with quality.  Although the organization may 

have deviated slightly from the written plan, it had always grown keeping in mind the original 

goal and plan.  
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 Charter School Organization B's middle and high school principals stated that the 

“greatest organizational challenge” was maintaining the same level of quality while dealing with 

increasing human capital.  The Regional Director also stated that the organization’s challenge 

was making sure that the school itself was replicating the mission and vision of the overarching 

organization.  

Funding 

Even though the Charter School Organizations are independent in some regards of the public 

school system they rely heavily on donations and grants.  Charter School Organization A 

expressed a concern regarding the maintenance of “funding resources” and “raising money”.  

Charter School Organization A had relationships with various Foundations and a small portion of 

their total fundraising came through individual donations.  Charter School Organization A 

ensured solvency by projecting a ten year financial model which was updated at least annually.  

Charter School Organization B indicated that the school had “received a lot of funding 

and grants” and that they had many visitors coming to the school looking to donate money.  For 

the 2010-2011 school year this organization’s fundraising activities focused on supporting the 

start up of the new schools, including initiatives centered on curriculum, program development, 

and facilities renovations.  Charter School Organization B’s operations and growth were 

supported by the charter Schools Foundation, a separate 501c3 organization.  Charter School 

Organization B ensured solvency by projecting revenues and expenses at least five years into the 

future and the projections included break even dates for all schools.  
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Performance Measurements Issues 

Charter School Evaluations 

The consensus from all interviewees in this study was that within the site city the local 

school reform commission measured the “success” of the charter schools by student PSSA 

results.  The PSSA is the only direct and universally measurable test in which charter schools can 

be compared to other charter or public schools.  Both Charter School Organizations identified the 

PSSAs as being essential and tied to their overall success. Charter school leaders from both 

organizations indicated that their curriculum is aligned to the PSSA and testable state standards.  

Specifically, Charter School Organization A middle school principal stated that they will 

“not be satisfied unless 110% of the students are proficient, [however], once [the students] are 

proficient then they will want the students to be advanced”.  The principal felt that the charter 

school was growing in the right direction since,  "the 5
th

 grade results were the lowest and the 8
th

 

grade results were much higher".  This principal stated that the state places more emphasis on 

PSSA scores than the interviewee personally feels that they should since they do not test certain 

skills, including, arts, sports, history, and languages.  The interviewee stated that “it is the 

snapshot that gives an overview of the school – even if not fair – it is the reality”.  The 

elementary school principal confirmed that in 5
th

 grade the students’ PSSA scores were several 

grade levels behind.  However, every year that a student was with this organization his or her 

scores would improve and the student was essentially “playing catch-up” in the years he/she was 

enrolled in the school.  Since the students have to take the PSSA and in the “eyes of the state it is 

the bench mark” the charter school does not teach to the test, but to some extent the school's 

educational curriculum is aligned to core PSSA elements.  The CEO stated that the “PSSA is not 

a goal but a benchmark by which they measure getting to their goal – goal is getting kids through 
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college”.  If PSSAs were the only ways to measure the schools’ success the CEO stated the 

school would just get rid of extracurricular activities, sports, music, and not focus on many other 

things not covered by PSSA.  The CEO indicated that internally it was the Charter School 

Organizations which decided what to measure, how to measure, and when to measure and gauge 

the success of the Charter School Organization.  

The survey data collected in conjunction with the interviews according to Table 4.7 

depict the overall proficiency and advancement of schools within the Charter School 

Organization on the PSSA for Math and Reading for Charter School Organization A.  

TABLE 4.7: Percentage of Student Population Proficient and Advanced on Math and 

Reading 

 
Elementary 

School Principal 

Middle School 

Principal 
CEO 

Percentage of student population Proficient in 

Math on PSSA* during 2010 – 2011 school year 

(Q. 11)* 

41% - 60% 41% - 60% 21% - 40% 

Percentage of student population Advanced in 

Math on PSSA* during 2010 – 2011 school year 

(Q. 12)* 

0% - 20% 0% - 20% 21% - 40% 

Percentage of student population Proficient in 

Reading on PSSA* during 2010 – 2011 school 

year (Q. 13)* 

41% - 60% 41% - 60% 21% - 40% 

Percentage of student population Advanced in 

Reading on PSSA* during 2010 – 2011 school 

year (Q. 14)* 

0% - 20% 0% - 20% 21% - 40% 

Charter School Organization B's middle and high school principal stated that they were 

“not satisfied with the PSSA results but proud of growth in the students test schools and with 

progress being made”.  This principal also indicated that,  "the PSSA lacked consistency and 

should not be the sole measurement of charter school success".  The middle school principal did 

believe “that there is a direct correlation between how kids do on PSSA and the success of the 

charter school”.  The Regional director of Charter School Organization B stated that the 
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organization would “not be satisfied with PSSA’s scores until 100% of students are proficient, 

although the goal is 85% proficiency.  “Getting good PSSA scores is an indicator that a school is 

successful and students are learning, but there are other factors that make a successful charter 

school such as student retention, staff retention, students applying to college”.  The Regional 

Director also indicated that the “longer students are with the charter the better the students will 

do on PSSA”.  However, the Regional Director does not have any data that support this 

proposition at this time. 

The survey data collected in conjunction with the interviews according to Table 4.8 

depict the overall proficiency and advancement of schools within the Charter School 

Organization on the PSSA for Math and Reading for Charter School Organization B.  

TABLE 4.8: Percentage of Student Population Proficient and Advanced on Math and 

Reading 

 
Middle School 

Principal 

Middle and High 

School Principal 
Regional Director 

Percentage of student population Proficient in 

Math on PSSA* during 2010 – 2011 school year 

(Q. 11)* 

41% - 60% 21% - 40% 21% - 40% 

Percentage of student population Advanced in 

Math on PSSA* during 2010 – 2011 school year 

(Q. 12)* 

21% - 40% 41% - 60% 21% - 40% 

Percentage of student population Proficient in 

Reading on PSSA* during 2010 – 2011 school 

year (Q. 13)* 

41% - 60% 41% - 60% 21% - 40% 

Percentage of student population Advanced in 

Reading on PSSA* during 2010 – 2011 school 

year (Q. 14)* 

21% - 40% 21% - 40% 21% - 40% 

*Herein overall proficiency in 6
th
, 7

th
, 8

th
, and 11

th
 (if available) for PSSA.  Also, herein each interviewee 

selected the range that was applicable to their school. 
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Professional Development and Teacher Evaluations 

Within each of the Charter School Organizations there was an indication that professional 

development was essential to educating teachers and staff.  The Charter School Organizations 

employed different methods by which they conducted professional development.  

Charter School Organization A’s professional development was conducted at both a 

regional level and a school based level.  Regionally, the organization hired a professional 

developer who taught all staff and teachers at every school in order to maintain consistency.  

This allowed for the organization’s keystones and foundation to be taught to everyone; 

specifically curriculum and interims are common among all schools.  The Charter School 

Organization Allowed individual principals to have flexibility and autonomy within their school 

to develop professional development based upon the school’s needs based upon how to best 

support teachers, lessons plans and execution of such.  There were Charter School Organization 

A keystones within the schools but there was the flexibility and autonomy within the schools to 

be able to adapt to the individual school’s needs. 

In Charter School Organization B, each August before the school year began teachers 

received 8-10 days of training, and Professional Development focused on the Instructional 

Model, curriculum, and school culture programs.  Sessions were delivered by outside providers 

as well as the Chief Academic Officers staff.  The professional development continued 

throughout the semester.  Also, each school created professional development programs based 

upon the needs of the school, on the vision of the school and on the yearly goals of the teachers 

and students.  The Regional Director stated that the role of professional development was critical 

to train teachers but would not necessarily train leaders.   
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Within both organizations, the individual schools had the autonomy to conduct semi-

annual teacher evaluations based upon observational classroom findings.  The combination of 

teachers only having one year contracts and the absence of any union involvement allowed for 

organizations to easily replace and rehire staff if there was a finding that a teacher was not 

satisfactory.  

Research Question #2:  What type of organizational system did the charter schools 

have and how did that system facilitate their expansion? 

Each Charter School Organization had to choose the best type of organizational system 

during their expansion.  It is evident from the interviewees and survey responses that there may 

not have been rigid organizational systems employed, meaning that a model may not have been 

solely top-down, bottom-up, or collaborative.  

Charter School Organization A 

 Charter School Organization A utilized a top-down organizational method during the 

schools’ expansion in the 2010-2011 school year.  At the top of the organizational flow chart was 

the CEO who managed the principals of the all regional schools, the central office, and human 

resources.  The individual principals managed the assistant principals, deans, and directors of 

operations, which might be many people depending on the individual school.  Teachers and 

additional support staff were managed by the assistant principals.  The organizational structure of 

Charter School Organization A is presented in Figure 4.1. 
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FIGURE 4.1: Organizational Structure of Charter School Organization A 

 

  

 While all interviewees from Charter School Organization A stated that decision making is 

theoretically top-down,  there were differences noted based upon individuals perceptions or as 

the middle school principal stated,  the “reality that everyone experiences”.  The top-down 

decision making process consisted of a full regional leadership team which was comprised of the 

CEO, the principals, and CAO.  These met regularly regarding various issues within the schools.  

In May of each year, the full regional leadership team picked three different initiatives which 

they were going to address for the next year.  The principals then set up projects that mirror 

regional initiatives, involving those at the school leadership team school level.  The leadership 

team was comprised of nine individuals including the director of operations, deans of academics 

and culture, and grade level chairs.  Within the school itself, to achieve the regional initiatives, 

the goals were delineated to the school leadership team who were responsible for the “projects” 

necessary to accomplish the regional initiatives.  The school leadership team would disburse new 
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information regarding regional initiatives via email and through meetings.  The principal was 

then able to hold the specific individuals responsible for a particular goal accountable for that 

progress and could provide resources and coaching to those individuals.  The grade level chairs 

were then able to provide specific procedures and guidelines to the teachers regarding various 

initiatives.  Teachers and staff met daily, prior to school commencing, regarding reminders 

and/or issues that needed to be addressed.  It was echoed by each interviewee that, at times, the 

CEO or principal would send a mass email regarding the initiative to all staff in order to show it 

was a regional initiative as opposed to a school based initiative.  The interviewees felt strongly 

that when the teachers and staff knew the origination of an initiative, this provided additional 

support for those initiatives.  At the end of the year, the principals reported back to the full 

regional leadership team by way of progress reports regarding the various initiatives that were 

employed during that school year.   

 Generally, while the decision making model is a top-down, it appears that sometimes 

there was also a bottom-up component to the decision making.  If, for instance, a particular issue 

needed to be addressed, the grade level chairs would report the concern from the teachers to the 

principal.  The principals then relayed the teacher initiated concerns to the full leadership team 

who would take the issues under advisement.  For example, within Charter School Organization 

A two issues which were teacher driven were an allowance for work cell phones and the 

formation of a common curriculum.  The organization made changes to policies in response to 

the teacher’s issues and it thereby appeared that the full leadership team was listening to the 

needs and concerns of the teachers and responded accordingly.  

 According to the survey data collected in conjunction with the interviews, there is not a 

consensus among the interviewees  in Charter School Organization A regarding the methodology 
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of decision and policy making within the organization.  The elementary school principal and 

middle school principal indicated that decision and policy making was a top-down process while 

the CEO indicated that the methodology of decision and policy making was collaborative.  

Charter School Organization B 

Charter School Organization B utilized a top-down organizational method during the 

schools expansion in the 2010-2011 school year.  At the top of the organizational flow chart was 

the Board Chair for the organization.  The Board Chair managed the executive committee, which 

contained five members of the board, the board of trustees and the CEO.  Under the CEO was the 

Chief Academic Officer who managed the regional directors.  These regional directors managed 

the principals of the schools.  Under the individual principals were the four assistant principals, 

principal of instruction, principal of culture, principal of operations, and principal of special 

education.  Teachers and additional support staff answered to the assistant principals.  The 

organizational structure of Charter School Organization B is presented in Figure 4.2.  

FIGURE 4.2: Organizational Structure of Charter School Organization B 

 



95 

 

Each person interviewed indicated that Charter School Organization B uses a 

collaborative decision making approach.  Decision making was made by the Network support 

team, the Human Resources recruitment office, and at the individual school level.  The top-down 

aspect of the decision making approach consisted of a Network Support Team which developed 

the initiatives and decision to be disseminated to the schools.  Within the school itself, the 

leadership team was comprised of the principal, four assistant principals, college advisor, and 

internship advisor, who disseminated and implemented the various initiatives.  The leadership 

team assigned various aspects of the initiatives to the grade level leadership teams and content 

leadership teams.  From these grade level and content leadership teams the teachers and staff 

were informed regarding various initiatives.  

Charter School Organization B is continually implemented pilot program and courses.  

Those which were successful were then replicated across all schools as the new model.  

Additionally, while all schools within this organization shared the same core values, the schools 

were encouraged to innovate independently of the parent organization.  All interviewees’ 

responses supported the idea that innovation and decision making were collaborative although 

they might not essentially share truly equally such as 50% of decision making from the Network 

Support Team and 50% of decision making from the individual schools.  The survey data 

collected in conjunction with the interviews confirmed that all decision making was collaborative 

as indicated by the middle school principal, middle and high school principal and Regional 

Director.    
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Research Question #3: How was information communicated during the charter school 

organizations' expansion?  

As is the case in almost any successful endeavor the central ingredient for success is the 

stakeholder relationships.  In the expansion of Charter School Organizations there were several 

different stakeholders including, but not limited to, students, parents, communities, teachers, 

principals, and the local and state governments.  Extrapolated from the interviewee responses it 

was clear that both Charter School Organizations felt that the involvement of all stakeholders 

was essential to the success of expansion.   

TABLE 4.9: Method of Information Dissemination to Various Stakeholders 

Stakeholder Charter School Organization A Charter School Organization B 

Students Community Circles Grade team meetings  

Parents Two parents on school board Parent meetings, portfolio nights 

Community Informed by other parents in the 

community and door to door campaigns 

School reform meetings and door to door 

camp gains 

Teachers Annual “State of the Region” meeting Grade level team meetings, emails, and 

phone blasts 

Principals Annual “State of the Region” meeting Grade level team meetings, emails, and 

phone blasts 

 

Students, Parents, and Communities 

Charter School Organization A reached out to students, parents, and the community in a 

variety of ways.  As soon as the teachers or principals were considering expansion the students 

would be informed of the possibility of expansion during community circles.  These community 

circles were teacher and student run discussions which occurred on a weekly basis and provided 

an avenue through which the Charter School Organization could disseminate information 

directly to the students.  This charter school in particular had strong ties to its community parent 

association since two of the charter school board members were parents themselves.  This 
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allowed for the community parent association to remain well informed through open houses, 

back to school nights, and various newsletters, emails and mailings that were disseminated 

regarding the charter school expansion.  Even during the expansion process the Charter School 

Organization did not feel a need to create a separate parent association, which would solely deal 

with the possibility of expansion, since the two parent voices already on the board were very 

strong and the charter school felt they were representative of the community’s input.  As one 

principal indicated it is important for students, parents, and the community to be involved in the 

expansion process because “they take ownership of the school and aid in building a partnership 

between the school, leadership within the school, [and] students, and community”.  Furthermore, 

the community was informed by other parents whose children were students at this organization 

as well as door- to- door campaigns in the community to talk about the school.  It appears that at 

each level, Charter School Organization A took the feedback from students, parents, and 

communities and relayed this to the board.  Table 4.9 outlines the methods of information 

dissemination with various stakeholders.   

In a similar manner, Charter School Organization B involved students, parents, and the 

community in a variety of different manners when expanding.  At grade team meetings which 

occurred weekly the students were informed of the expansion and their feedback was elicited; 

however, the students were not provided the fine details of the expansion.  The school 

organization educated parents on the possibilities and benefits of expansion through monthly 

parent meetings, Portfolio Nights, which specifically highlighted changes taking place within the 

school and at a regional level.  However, as discussed with Charter School Organization A, it 

appears that Charter School Organization B also had school reform meetings and initiated door- 
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to- door campaigns in the community to talk with families about the schools.  Table 4.9 outlines 

the methods of information dissemination with various stakeholders.   

It does not appear that the manner in which students, parents, or the community were 

provided information regarding the charter school expansion and the opportunities presented to 

provide feedback differed drastically between each of these schools.   

Teachers/Principals 

Charter School Organization A involved the teachers and principals in providing 

feedback relative to the expansion of the Charter School Organization.  It is clear, however, that 

the ultimate decision capacity belonged to the development director and CEO who decided 

where and when the charter would expand.  Teachers and principals were informed at the annual 

“State of the Region” meeting which is an annual August meeting presented by the CEO of the 

Charter School Organization discussing all current aspects of the Charter School Organization.  

This allowed the principal and teachers to be involved in the early stages of the planning process.  

The elementary school principal, middle school principal, and CEO all expressed that the 

teachers and principals had a voice in the expansion of the Charter School Organization.  

However, it is clear that ultimately the strategic plan was decided by the regional office, financial 

managers, and board members.  The CEO stated that their teachers and principals had a great 

deal of trust in the strategic plan to make the “hard” decisions relative to expansion.  Table 4.9 

outlines the methods of information dissemination with various stakeholders.   

Charter School Organization B also informed teachers and principals about the expansion 

of the charter school, and did so via grade level team meetings, emails, and phone blasts.  

Similarly to Charter School Organization A, however, the board ultimately made the decision to 

expand.  Within this organization teachers were not expected to give feedback regarding the 
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expansion; however, a multitude of open forums were created to hear feedback from teachers in 

the beginning planning processes.  Additionally, new teachers were not expected to provide input 

regarding the expansion but many did give some general feedback regarding the school.  

Discussions occurred with individuals who appeared to be oppositional so as to obtain buy-in 

and consensus.  The middle and high school principal and Regional Director stated that teachers 

and principals have a voice in the expansion process and are encouraged to provide feedback to 

the organization.  However, the middle school principal stated that teachers and principals do not 

have a voice in school expansion.  The principal went on to say that, "when expansion occurs it 

is less of a community decision and more of a bureaucratic decision".  The principal went on to 

indicate that, "even if he/she had voted against the expansion of the Charter School Organization 

the board would have still expanded because there is a need in the city and the board feels that 

this need can be met by expanding".  It appears there is a collective voice that is driving the 

school, not individual voices from teachers and principal.  Table 4.9 outlines the methods of 

information dissemination with various stakeholders.    

Similar to Charter School Organization A, teachers and principals are both important 

stakeholders since they may have be the future school leaders of the new schools.  Charter 

School Organization B did not institute the same type of hybrid approach to teachers.   

Research Question #4:  How did the selected Charter School Organizations handle 

heightened turbulence during the expansion period? 

There are varying levels of turbulence within the aforementioned stakeholder, operational, 

and performance measurement issues.  The varying levels of turbulence will be identified based 

upon the interviewees’ individual perspectives, which this study shows clearly varies for the 
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issues presented.  However, first it is necessary to examine the interviewee’s various educational 

backgrounds in order to better understand their perspective regarding turbulence.  

Turbulence Within the Organizations 

The following Table 4.10 contains the findings relative to the turbulence felt within each 

individual organization.  It is evident that both organizations did not feel the same turbulence or 

the same levels of turbulence within the organization.  The following chart is a summary and 

comparison of the turbulence felt within each organization.   

 

TABLE 4.10: Turbulence Levels Within the Charter School Organizations 

TURBULENCE LEVELS WITHIN THE CHARTER SCHOOL ORGANIZATIONS 

Turbulence Causing Stimuli Charter School Organization A Charter School Organization B 

Political Environment Moderate to Severe or Extreme Light 

Finding Appropriate Facilities for 

Expansion 

Light to Moderate Light 

Funding for Expansion Light to Moderate Light 

Maintaining the Mission of the 

School 

Moderate to Severe Moderate to Severe 

PSSA scores as a Measure of 

Success 

Moderate Moderate 

Achievement Gap Light Light 

Teacher Recruitment Moderate to Severe Light 

Gaining Student, Parent, and   

Community Involvement 

Light Moderate 

 

Turbulence Within Charter School Organization A 

Political Environment 

 The interviewees indicated that the local politics complicated the process of obtaining 

and maintaining the school’s charters.  Specifically, the elementary school principal stated that,  

"political issues delayed the opening of the charter schools, sometimes for years".  The middle 
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school principal stated that, "while each stage during the expansion process presented its own 

challenges, the political environment was difficult to navigate because it was so variable".  The 

CEO confirmed that even the charter school organization strategic plan listed the political 

environment as an obstacle to expanding.  This presented moderate turbulence during the 

expansion process, since there was widespread awareness of the issue within the organization 

and the origins were specific.  However, since the political environment had the potential to 

cause such devastating effects for the charter school organization, it is possible that at times 

during the charter application and renewal process that the turbulence spiked to severe or 

extreme.  

Through strategy and the use of “branding” the Charter School Organization was able to 

politically influence the local school reform commission by using data indicating increases in the 

organization’s PSSA scores compared to the PSSA scores of some of the public schools in the 

same location.  The Charter School Organization Also continued to express to all constituents 

that it was a college preparatory charter school focusing on character development and strong 

academic achievement.  In addition, the charter school organization had students, parents, and 

community leaders discuss the impact the charter school organization has had on the lives of the 

students currently attending the school.  These efforts and evidence presented to the school 

reform commission helped the push for the organization’s growth and expansion for additional 

schools to be operated by the Charter School Organization.  Charter School Organization A also 

invited many investors and private philanthropists into the schools to demonstrate educational 

reform.   
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Finding Appropriate Facilities for Expansion 

The middle school principal and CEO expressed that finding the appropriate buildings for 

new schools presented an obstacle for expanding. Furthermore, The middle school principal 

expressed, "finding a building that can be transformed into a school presented an obstacle 

because the decision to use the facility came down to dollars and cents and buildings which were 

more move-in ready would cost the organization less money".  This includes finding appropriate 

types of buildings that could be transformed into schools as well as a balancing the real-estate 

costs in the site city with the organization’s budget give the specific location within the city.  

This presented light turbulence to the organization, since it was an ongoing issue and it did not 

spread to the entire organization continually.  However, at times the turbulence may have peaked 

to moderate during periods of contract renewal.  

Funding for Expansion 

 Since the Charter School Organizations rely heavily on donations, grants, and investors, it 

was inevitable that maintaining a constant funding source for the charter school organization 

might cause some turbulence.  However, neither the elementary school principal nor the middle 

school principal indicated any concern over funding and raising money for the schools.  

Conversely, the CEO indicated that, "start up cost and raising money were obstacles that the 

organization faced during expansion".  This would cause light to moderate turbulence within the 

organization since it does not appear that the turbulence is systemic within the organization and 

may be viewed as more centralized depending on the position of the interviewee.    

Maintaining the Mission of the School 

The interviewees within the Charter School Organization expressed that while the charter 

school was expanding it was,  "imperative to maintain the mission and vision of the organization 
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in each expanding charter school".  Charter School Organization A elementary school principal 

stated that it necessary for a Charter School Organization, "not to grow too quickly for fear of 

watering down your (our) product instead of maintaining the same quality".  Furthermore, 

maintaining quality is hard when the organization sends the best leaders to new schools 

(resources are being pulled across the region).  This principal recommended that, "charter 

schools should not rush to grow because sometimes organizations forget that growth is a hard 

thing”.  The middle school principal echoed this concern and stated that, "expansion should be 

slow and methodical to control for obstacles during expansion and in order to maintain 

consistency with the Charter School Organization’s model".  The principal warned that 

sometimes charter schools have the mentality that “if you build it they [students] will come” and 

“put the cart before the horse”.  The interviewee strongly felt that that you first need a leader, and 

then you need to expand the charter school around the talent, meaning teachers and staff, that are 

currently employed by the school.  This principal recommended that before charter schools 

expand they should have the “power to lead and the talent to do so” and that by growing slowly 

and methodically and controlling for obstacles in the expansion process you could maintain 

consistency of the charter school organization’s model.  The CEO stated that the charter school 

organization is challenged to grow with quality.  The strategic plan is central to “growing with 

quality”, although the organization may have deviated slightly from the written plan they have 

always grown keeping in mind the goal and plan they are working towards.  The CEO stated 

that, "it is important for charter schools to take the time to formulate a strategic plan and while it 

may not be executed exactly as planned, it will have the goals and common core values needed 

to structure the expansion".  This caused at least moderate to severe turbulence with the charter 

school organization.  It is a constant issue faced by the expanding charter school organization 



104 

 

during the entire expansion process and even is present years after the expansion.  In order to 

combat the turbulence Charter School Organization A utilized professional development at both 

a regional level and a school based level to maintain consistency.  This allowed for the core 

“keystones” of the organization to be taught consistently to all staff and teachers.   

PSSA Scores as a Measure of Success 

In the absence of a widely used commercial assessment, charter schools within the site 

city were obligated to use the state’s criterion-referenced assessment, the Pennsylvania System 

of School Assessment (PSSA).  This assessment test helps to determine if a school is working to 

close the achievement gap.  It was acknowledged by all Charter School Organization A 

interviewees that this was the state’s measurement for success.  It was, however not the 

organization’s sole measure of success.  The elementary school principal stated that in 5
th

 grade 

the students’ PSSA scores were several grade levels behind what was expected by the state.  

Every year that a student was with this organization, however, the scores improved and the 

student was essentially playing catch-up during the years he/she is enrolled in the school.  Since 

the students were required to take the PSSA and in the “eyes of the state it is the bench mark” 

Charter School Organization A middle school principal stated that they,  "will not be satisfied 

unless 110% of the students are proficient, [however], once [the students] are proficient then they 

will want the students to be advanced”.  By this measure, the charter school was growing in the 

right direction since the 5
th

 grade results were the lowest and the 8
th

 grade results were much 

higher.  This principal believes that the PSSA scores counted more than the interviewee 

personally felt that they should since they do not test certain skills, including, arts, sports, 

history, and languages.  The principal did state that “it is the snapshot that gives an overview of 

the school – even if not fair – it is the reality”.  The CEO stated that the “PSSA is not a goal but a 
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benchmark by which they measure getting to their goal – the goal is getting kids through college.  

If the PSSAs were the only way to [measure] a schools success we would just get rid of 

extracurricular, sports, music – but we focus on many other things not covered by PSSA.”  

Placement of so much emphasis on PSSA scores by the state caused moderate turbulence 

throughout the organization.  The organization itself combated the turbulence by defining its own 

levels of success for the charter school.  Each interviewee acknowledged that the school does not 

teach to the test; however, it was further confirmed that proficiency on the PSSA is the state 

measure for success.  In some ways, the charter school organization had very little choice but to 

have a constant awareness of this measure of success.  

Achievement Gap 

Part of the primary purpose for the development of charter schools was to aid in closing 

the achievement gap and to provide a better level of education for its students.  The elementary 

school principal indicated that they were focused on closing the achievement gap, yet there was a 

lot of work to be done in order to close the gap.  The middle school principal indicated that 

closing of the achievement gap was a longitudinal process.  Dramatic gains in student success 

could be replicated by replicating the structures found within charter schools.  It is possible for 

school districts to replicate similar successful practices found in charter school organization to 

effectively close the achievement gap within the school district.  The CEO confirmed that while 

one Charter School Organization Alone cannot close the achievement gap by sending more 

students to college, they are proving it is possible to close the gap and can provide a template for 

success.  Awareness of the possibility of closing the achievement gap can give communities the 

ammunition to demand better schools.  This caused light turbulence within the organization.  All 
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interviewees acknowledge that it was an ongoing issue to close the achievement gap.  It does not 

appear that there was any disruption of the normal work environment due to this turbulence.   

Teacher Recruitment 

Charter School Organization A emphasized that as their organization began to grow, so 

did the need to involve important stakeholders such as teachers and principals.  It was 

challenging for the charter school organization to recruit new and qualified teachers while 

producing new school leaders.  As previously stated, the elementary school principal recognized 

that maintaining teacher quality was problematic when resources were scarcer during the 

expansion process.  The middle School principal reiterated that difficulty in maintaining a high 

level of quality in teachers and leaders was due filling newly created positions within the 

expanding schools.  The CEO also acknowledged this issue referring to it as the “talent pipeline” 

issue.  This caused moderate to severe turbulence within the organization.  It is expected that 

there is a higher level of turbulence, severe turbulence, due to recruiting and reorganization of 

the school prior to commencement of the school year.  The turbulence would subside to some 

degree during the school year once teacher and leadership positions were filled, thus bringing the 

turbulence level down to moderate.  However, at the end of the school year, when expansion was 

occurring again, by adding a grade level, or new school, the turbulence regarding teacher 

retention and leadership would increase to severe.  The CEO also explained that the organization 

is now using a hybrid approach to minimize the turbulence within the organization by 

considering the growth of its employees.  Specifically, the organization is now acknowledging 

and recognizing teachers who wish to become career teachers instead of pushing all teachers to 

become future school leaders.  The organization was recognizing that it was equally important to 

maintain a high level of qualified teaching staff, in addition to school leaders. 
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Turbulence Within Charter School Organization B 

 Charter School Organization B felt moderate levels of turbulence during the expansion of 

the charter schools when attempting to include students, parents, and the community (Table 

4.10).  During the interview, the middle school principal indicated that,  "due to generational 

poverty it was hard to inform the community of the benefits of a charter school compared to 

public schools within the site city", especially because the schools faced different obstacles.  The 

Regional Director stated that educating and obtaining feedback from the community was an 

obstacle in itself.  It was evident that this caused a moderate degree of turbulence within the 

organization, since there was widespread awareness of the issues and the specific origins can be 

pinpointed.  

Maintaining the Mission of the School 

As previously addressed for Charter School Organization A it is important to maintain 

the mission and vision of the overarching charter school organization in each of the schools, 

especially during the expansion process.  Charter School Organization B's middle and high 

school principal stated that the “greatest organizational challenge” was maintaining the same 

level of quality dealing with increasing human capital.  Furthermore, the principal indicated that 

since there are more people working for the Charter School Organization And more resources it 

is less of a “family atmosphere”.  The middle school principal did not indicate that maintaining 

the mission and vision of the school was problematic.  The Regional Director stated that the 

organization’s challenge was making sure that the school itself was replicating the mission and 

vision of the overarching organization by effectively communicating with all schools.  This 

caused at least a moderate to severe degree of turbulence since there was widespread awareness 

of this issue.  In order to combat the turbulence Charter School Organization B utilized 



108 

 

professional development that was catered to the needs of the individual schools based upon the 

vision of the school.  

PSSA Scores as a Measure of Success 

Charter School Organization B identified the PSSAs as being essential and tied to the 

overall success of the Charter School Organization And that curriculum is tailored and developed 

with the PSSAs in mind.  Charter School Organization B’s middle and high school principal 

stated that they are “not satisfied with the PSSA results but proud of growth in the students test 

schools and with process being made”.  This principal also indicated that the PSSA lacks 

consistency and should not be the sole measurement of charter school success.  The middle 

school principal did believe “that there is a direct correlation between how kids do on PSSA and 

the success of the charter school”.  The Regional director of Charter School Organization B 

stated that the organization will “not be satisfied with PSSA’s scores until 100% of students are 

proficient, although the goal is 85% proficiency.  “By getting good PSSA scores it is an indicator 

that a school is successful and students are learning, but there are other factors that make a 

successful charter school such as student retention, staff retention, students applying to college”.  

The Regional Director also indicated that the “longer students are with the charter the better the 

students will do on PSSA”; however, the Regional Director does not have any data that support 

this proposition at this time.  This caused moderate turbulence within the organization since there 

was widespread awareness of the issue and was a consistent issue that the organization had to 

face.  Similar to Charter School Organization A, this organization utilized their own measures of 

success within their school organization in addition to the state mandated PSSA scores.  
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Achievement Gap 

 The middle and high School principal indicated that the organization is working towards 

closing the achievement gap and progress is being made; however, there is still a massive 

achievement gap.  The middle school principal stated,  "by expanding to include grades K 

through 12, the organization will have an impact on closing the achievement gap".  The Regional 

director further stated that, "by increasing the number of students that are attending their schools 

[they] can subsequently increase the number of students attending college and this will have a 

positive correlation to closing the achievement gap".  From the interviewees’ perspectives on 

closing the achievement gap it is clear that this only caused light turbulence within the 

organization.     

Summary of Comparison of Charter School Organization A and Charter School 

Organization B 

The findings indicate that  Charter School Organization A and Charter School 

Organization B experienced similar, yet somewhat different levels of turbulence when 

expanding.  Ironically there were only a few areas in which the same level of turbulence was felt 

by each organization.  When focusing on the political environment and the impact it had on each 

organization, it is clear that  Charter School Organization A faced moderate to severe or extreme 

turbulence which varied significantly from the turbulence felt by  Charter School Organization B 

that experienced light turbulence.  When finding an appropriate facility to use during the 

expansion process,  Charter School Organization A experienced light to moderate levels of 

turbulence when compared with Charter School Organization B that experienced light levels of 

turbulence.  According to the data, it is clear that  Charter School Organization A experienced 

light to moderate levels of turbulence compared to  Charter School Organization B that 



110 

 

experienced light turbulence when focusing on funding for expansion.  Both charter school 

organizations experienced moderate to severe levels of turbulence when trying to maintain the 

mission of the school due to increasing the number of staff in the organization while trying to 

keep a consistent and concise focus for the schools during the expansion process.  Because all 

public charter schools take the PSSAs, and the results of the assessment provide quantifiable 

evidence of student achievement, both charter school organizations experienced moderate levels 

of turbulence when using the PSSA scores as a measure of success.  Both charter school 

organization experienced light turbulence when focusing on the area of closing the achievement 

gap.  According to the data,  Charter School Organization A experienced moderate to severe 

turbulence as it related to teacher recruitment.  Conversely,  Charter School Organization B 

experienced light levels of turbulence.  As each charter school organization emphasized the need 

to gain student, parent and community involvement, it is clear based on the data that  Charter 

School Organization A experienced light turbulence, while  Charter School Organization B 

experienced moderate levels of turbulence 

While at times the charter organizations may have felt moderate to extreme levels of 

turbulence in relation to the various turbulence causing stimuli it did not appear that these levels 

of turbulence prevented either charter school organization from expanding.  It should be 

recognized that if the charter school organizations felt such extreme levels of turbulence it may 

have been possible that the turbulence could have hindered their ability to expand.  As previously 

explained by   Turbulence Theory, at times it is beneficial for organizations to experiences some 

levels of turbulence and that these levels will in fact help the organization to change and adapt 

during expansion.  
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CHAPTER 5 

DISCUSSION 

Research Question # 1: What issues did the selected Charter School Organizations face 

when they were expanding?   

This case study specifically examined the issues that Charter School Organizations faced 

when they were expanding, however, it is prudent to note that many of the issues addressed 

herein are prevalent in all school systems not exclusively charter schools or only when schools 

are expanding.  Specifically, it is common for all schools to experience some degree of the 

following issues: involving all stakeholders, teacher recruitment, funding, performance 

evaluations, professional development, and teacher evaluations.  This case study will only 

address the issues that were prevalent in the two chosen charter schools organization during their 

expansion.  

Stakeholder Management Issues 

 According to the interview responses it is clear that Charter School Organization B had a 

difficult time informing the community about the need to expand and the implications the 

expansion would have on the community and students it serves.  However, Charter School 

Organization A noted that this was not a challenge due to their organization's track record of 

success and supportive parental involvement. 

 It is clear that Charter School Organization A had better stakeholder management.  

Charter School Organization A was able to manage trust and support within the community and 

with parents; therefore, it was easier for Charter School Organization A to gain support for their 

expansion.  They were able to better inform the community about what was occurring at the 

school and which direction the organization was headed.   
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 In light of both organizations placing a strong emphasis on the need for student, parent, 

and community involvement, it appears to be crucial to have parental and community support 

when charter schools are looking to expand.  Although stakeholder management is not a new 

concept, it is clear from the findings that it is a crucial element as charter schools are beginning 

to expand.  Charter schools need parental involvement to improve the quality of education within 

an organization.  In addition, they also need community support and buy-in to make for a smooth 

transition from one school to many schools.  By managing stakeholders, charter school 

organizations strengthen their bonds with various stakeholders and involve these individuals in 

helping build support for the charter school organization especially when the organization has 

ambitions to expand. 

 With regards to local government, Charter School Organization A noted that there were 

significant obstacles in getting the charter school approved for the expansion.  However, this was 

not the case for Charter School Organization B.  It is clear based on the interviewee's responses 

that Charter School Organization A faced many more challenges with the local government 

during the expansion process when compared to Charter School Organization B.  This was 

primarily due to the politics involved in charter school expansion.  Charter School Organization 

A did not have the political pull that Charter School Organization B had because Charter School 

Organization B had more political contacts in the school reform commission and within the 

authorizing school district when compared to the political contacts of Charter School 

Organization A.  These challenges posed a major barrier to Charter School Organization A when 

they were expanding, making the overall expansion very political and bureaucratic. 

It is clear that charter school organizations must be equipped to deal with the political side 

of charter school expansion.  Furthermore, this political side should be dealt with while the 
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organization is first considering expansion, well before the decision is made to expand, since this 

barrier could ultimately stifle the initiative of an organization from expanding and growing.  As 

it relates to both charter school organizations, Charter School Organization A had a more 

difficult time expanding and their rate of expansion was slower when compared with Charter 

School Organization B.   

Operational Management Issues 

Availability of Students 

 Since each charter school organization was expanding in the same major city, both 

organizations indicated that there were plenty of students within the given area to expand, thus 

the availability of students was not an issue.  What was an issue, however, was recruiting 

students to come to the specific charter school organization.  Both charter school organizations 

indicated that they had to do recruiting and marketing to acquire the necessary students to 

support each organization's expansion.  These recruiting and marketing efforts were in the form 

of advertising in places of worship, community centers, and door-to-door campaigns.  In addition 

to each organization's recruiting efforts, it is important to note who the individuals were who 

were involved in the recruitment efforts.  Both organizations found it was important that all staff 

members be involved in the recruitment efforts:  teachers, principals, CEOs, and Regional 

Directors were all a part of this concentrated effort.  In addition to these door to door campaigns, 

both charter school organizations spent money on advertising and marketing aimed at increasing 

student enrollment.  “It’s not unusual for charter schools to spend money on marketing to recruit 

students, and most schools allocate at least a small sum in their budget to the effort” (Decker, 

2013, para. 4).   
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 Since a charter school's budget is generally dictated by the number of students who are 

enrolled, school leaders must have a projection of how many students will be enrolled in the 

upcoming school year.  These numbers dictate the charter school's organizational growth.  In 

addition, once the charter school organization has a projected number of students it would like to 

serve, organizational leaders must consider the implications of perhaps not acquiring all of those 

students, as the ramifications could be detrimental to the organization from a budgetary and 

staffing perspective. 

Facility 

 Finding a physical school facility is an important step for any charter school organization.  

The interviewees from Charter School Organization A indicated that finding a school during 

their expansion process was a difficult task, whereas the interviewees from Charter School 

Organization B indicated this was not a problem they experienced during the expansion process.   

 Research indicates that many charter school organizations have difficulty with finding 

and affording a school facility.  For many charter school organizations this is a major barrier 

when beginning the expansion process.  Charter school organizations must be very careful when 

selecting a school facility.  Student projections have a major influence on the facility chosen; 

however, if the projections do not come to fruition, the charter school organization will be 

adversely affected by over-crowding, or by becoming under-populated. 

Teacher Recruitment 

 As charter schools are expanding so is the need to find educational staff that can keep up 

with the growth of the charter school organization.  When a charter school organization is 

expanding the organization has the choice to either hire new teachers and school leaders or to 

promote those within its organization.  
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 Teacher recruitment was a central issue to both organizations as they began to expand.  

Both Charter School Organization A and Charter School Organization B felt that they did not 

want to compromise the quality of teaching, based upon the need to fill newly created positions.  

Furthermore, both charter school organizations were cognizant of the ramifications of hiring staff 

that were not vested in the school's mission and vision, just to fill the vacancy in the school.  

Although the two charter school organizations agreed that teacher recruitment was a major issue, 

both organizations viewed how they could impact teacher recruitment differently. 

 Charter School Organization B interviewees indicated that when a new school was 

created, most of the teachers and administrators were new to the organization.  Furthermore it 

was indicated that some teachers and administrators move from one school in the organization to 

another, but this was not happening on a large scale.  Based on the survey findings of the two 

principals interviewed, Charter School Organization B indicated that there were more staff 

members than teachers.  The Regional Director’s response, however, was different.  He indicated 

that there was the same number of staff as there were teachers.  When asked about the 

certification levels of the teachers who were working in the organization, both the middle and 

high school principal and Regional Director indicated that fewer than half of the teachers were 

certified.  The middle school principal indicated that the same numbers of teachers employed in 

the 2010-2011 school year were also certified.  One thing both principals and the Regional 

Director of Charter School Organization B agreed on was that fewer than half of the teachers 

working in the 2010 - 2011 school year had an advanced degree.  Ultimately, even though the 

middle school principal and middle and high school principal indicated they had approximately 

the same number of staff and teachers, there was an inequitable distribution of talent across these 

schools, insomuch as there was a higher number of certified teachers with advanced degrees in 
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their schools compared to the number of teachers with advanced degrees in other schools within 

the charter school organization. 

 These findings are not surprising as this state is one of fourteen states in the United States 

that does not require all teachers to be certified.  In fact, only 90 % of teachers in any charter 

school within this particular state are required to be certified teachers, leaving up to 10% of the 

teachers within each school to have an “emergency certification” meaning they do not have a 

teaching certificate. 

 On the other hand, Charter School Organization A indicated that as they were in a 

process to transition into an expansion, two different types of talent streams were utilized.  These 

talent streams were in place prior to any expansion, predicated on embracing the talent pool 

within the organization.  The first of these talent streams was a "star teacher program" in which 

excellent teachers who wanted to remain as teachers could remain in a teaching track even when 

they moved from one school to another.  The other talent stream was an "emerging leader" track 

aimed at supporting current teachers who have ambitions of becoming school leaders in the 

future.  Having these two tracks established, teachers who wanted to teach did not feel forced 

into administration as the organization expanded.  Based on the survey results from the two 

principals in Charter School Organization A, both principals indicated that all of the teachers 

within the organization were certified in their teaching content area.  However, the elementary 

school principal indicated that fewer than half of the certified teaching staff had advanced 

degrees compared to the middle school principal who indicated that more than half of the 

teachers were certified and had advanced degrees.   

 It is evident that both organizations considered in advance how to support a smoother 

transition while the charter school organization expanded.  Based on the evidence, Charter 
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School Organization A specifically mapped out a strategic plan to support the expansion process 

by utilizing internal candidates and by offering different tracks towards teaching and 

administration.  In fact, the CEO of Charter School Organization A and the middle school and 

elementary school principal all worked as teachers in the organization prior to becoming 

administrators within the same organization.  By offering different opportunities for individual 

growth in parallel with organizational growth, members of  Charter School Organization A were 

offered the opportunity to stay as teachers or move into administrative roles.  This created a dual 

pathway for educators in the organization to grow with the organization as it expanded.   

Mission Management 

 As charter school organizations grow, one of the most difficult tasks is to ensure that the 

"original model" is replicated well.  This, "scaling-up" requires that all stakeholders including 

students are invested.  The major barrier to successful school expansion is replicating schools of 

equal high quality.  This was a major concern expressed by both charter school organizations.  

Both wanted to expand without compromising the educational quality or its original mission and 

purpose.  This high quality included the makeup of the school including the school facility, 

school leaders, and school teachers.  It was clear from interviews with all of the leaders that the 

mission and vision of the organization must serve as the roots of the organization in order to 

ensure successful organizational growth.  Each school that expands must be rooted in the same 

educational philosophy. 

 Additionally, each charter school identified ways in which it could scale up.  Based on 

the interviews, it was clear that Charter School Organization A tended to build capacity within 

the organization by grooming teachers to be future school leaders as the organization expanded, 

which could increase their mission management and concentrated academic focus.  On the other 
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hand, Charter School Organization B relied heavily on hiring new staff to embrace the mission of 

the organization as they were expanding.  Although the middle school principal recognized the 

need to create a talent pipeline for current employees to grow with the organization, it was 

evident that no such program existed.  

Funding 

 Both Charter School organizations are public charter schools, meaning that they receive 

state and federal funding and their budget is primarily driven by student enrollment.  Both 

Charter School Organization B and Charter School Organization A indicated that donations and 

grants helped to keep the schools operating.  Interestingly, Charter School Organization B 

indicated that obtaining enough funding was not really an issue as many philanthropists and 

donors were interested in giving to the school organization.  Charter School Organization B’s 

operations and growth during the 2010-2011 school year focused on supporting the start- up of 

new schools including initiatives centered on curriculum, program development, and facilities 

renovation in addition to a five year financial model which indicated break-even points 

throughout the cycle.  

 Charter School Organization A indicated there was a concern in maintaining enough 

funding through raising money and maintaining donor funding resources.  Charter School 

Organization A has relationships with various foundations and a small portion of their 

fundraising comes from individual donations.  Charter School Organization A has a 10 year 

financial model.  

 Recent research indicates that private donations play a unique role in charter school 

funding.  There is a large disparity among private donations in charter schools, insomuch that 

some charter school organizations receive substantial donations, whereas other charter school 
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organizations receive none.  Because many charter schools, including the ones in this study, 

receive less money per pupil from the state and local governments than students who attend 

public school in the same locations, private donations can have a large influence on whether a 

charter school organization can expand and the rate at which they can expand. 

Performance Measurement Issues 

Charter School Evaluations 

According to interviewees, the benchmark by which all schools, including charter schools in 

Pennsylvania are measured is the PSSA (Pennsylvania System of State Assessment).  All of the 

school leaders interviewed knew that the PSSA was an important assessment, but all 

interviewees felt that the PSSA was not the only way to measure a school's success.    

 Principals from Charter School Organization A were not satisfied with the number of 

students who were proficient on the PSSA but indicated that every year students are improving.  

Also, the CEO of Charter School Organization A indicated that they should ultimately gauge the 

success of the organization by deciding what to measure, how to measure it, and when to 

measure it.  

 Principals from Charter School Organization B indicated that they are not satisfied with 

their PSSA results, but noted that students are improving each year.  The Regional Director of 

Charter School Organization B indicated that good PSSA scores were an indicator of school 

success and student learning, but there are other factors that define a successful school such as 

student and staff retention and the number of students applying for college. 

 Both organizations understood the state's measurement of schools, and each organization 

knew what was necessary to help achieve the results the state was looking for.  As a result, a part 

of the organizations’ strategy was improving state assessments.  Both organizations realized that 
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the PSSA was not the only indicator of school success so it was not the driving force in each 

organization's reform and growth model, although it was considered and played a part in 

curricular initiatives aimed at improving test scores.  Additional measurements of success noted 

by both charter school organizations were: indicators of readiness for high school and college, 

drop-out rates, graduation rates, college application rate, college acceptance rates, student and 

staff retention, and mission-specific measures at each organization were also used.  

Professional Development and Teacher Evaluations 

 Both Charter School Organization B and Charter School Organization A indicated that 

professional development was implemented to address a variety of issues and to strengthen the 

quality of educational instruction.  Professional development at Charter School Organization A 

was a two pronged approach: regional professional development and school based professional 

development.  The idea behind this approach was to offer organizational consistency by 

providing regional professional development and organizational autonomy by allowing each 

school site to tailor the professional development based upon the needs of each school.  In 

addition, the focus of professional development was geared towards improving teachers and 

principals and especially toward developing teacher leaders who might move up as 

administrators in the organization. 

 Professional development at Charter School Organization B also had a two pronged 

approach: regional professional development and school based professional development.  The 

idea behind this approach was to offer organizational consistency by providing regional 

professional development and organizational autonomy by allowing each school site to tailor the 

professional development based upon the needs of each school.  In addition the focus of the 

professional development was geared towards improving teachers and principals, yet there was 
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no emphasis for teacher leader development.  Even the Regional director stated that the role of 

professional development is critical to train teachers but not necessarily to train leaders.  

Furthermore, each year, Charter School Organization B held an annual Regional Professional 

development for 4-8 days focusing on Charter School Organization B’s instructional model, 

norms, and programs and support that could be found at each of their schools. 

 Since both organizations placed a high value and emphasis on professional development, 

it is clear that the organizational norms become organizational hallmarks as the organization 

grows and expands.  Each organization allowed room for the schools themselves to have some 

variances and autonomy, yet each school was rooted in the organization's model and each school 

had very similar global attributes. 

 Recent research suggests that charter school organizations train both leaders and teachers.  

This was clearly not the case for Charter School Organization B and is in contrast to what most 

research suggests.  In order for charter school organizations to grow, organizations must train 

leaders from within the organization.  By creating programs that support this process such as 

training teacher leaders or teachers to become school leaders, an organization capitalizes on its 

employees by creating paths for teachers to grow and take on more responsibility within the 

organization.  Also, these individuals have a vested interest in the charter school organization; 

therefore, they may be less likely to leave.  This human resource investment may save 

organizations both time and money and help to further support the expansion. 
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Research Question #2:  What type of organizational system did the charter schools 

have and how did that system facilitate their expansion? 

Charter School Organizational Structure 

Both Charter School Organization A and Charter School Organization B utilized a top-

down organizational structure.  The diagrams in the findings section represent  Charter School 

Organization A’s and Charter School Organization B’s organizational structures.  The charter 

schools are structured as top-down organizational models due to the bureaucratic nature of 

charter schools.  Since charter schools are independent of the public school system they function 

in a similar manner as “businesses” and therefore it follows that their organizational structure 

should be top-down.   

Surprisingly, based upon the interviewees’ responses, it is evident that each separate 

school had an overall organizational model as well as separate organizational decision making 

models, which could be distinctly identified.  Examination of the unique characteristics of the 

two charter school organizations and careful analysis of the findings presented by both survey 

and interview data revealed the reasons why two separate and distinct organizational models 

(one for the overall structure and one for decision making) exist.    

Charter School Organizational Structure as Distinguished from Charter School Organizational 

Decision Making Model 

The same type of models that are available for the organizational structure of a Charter 

School Organization Are available for the decision making model in each organization.  While 

each organization utilized a top-down organizational structure throughout its organization, it is 

clear that each charter school organization embraced different organizational decision making 

models.  Both charter school organizations stated that they do not rely upon truly top down 
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models for decision making, and that each uniquely employs a model which in some regards is 

bottom up.   

 Charter School Organization A embraced a hybrid approach which combines a top-down 

decision making model and bottom-up decision making model.  The top- down portion of the 

decision making model centered on the regional leadership team making the majority of the 

decisions regarding the organization.  The regional leadership team consisted of the CEO, CAO, 

and school principals who met regularly to develop "regional initiatives" that were shared by the 

leadership team.  Once these initiatives were established for the year, each school principal 

disseminated the "regional initiatives" and the school principal and staff developed action plans 

and created school level projects unique to each school in an effort to achieve these initiatives.  

However, at times the teachers, staff, and principals brought issues that need to be addressed to 

the regional leadership team’s attention The leadership, in turn, relayed how they  perceived 

these issues should best be resolved in the context of that school’s environment.  Interestingly, 

the survey results showed that the elementary school and middle school principals indicated that 

decisions were made from the top down; while the CEO believed the method of decision making 

was collaborative.  Conversely, Charter School Organization B utilized a purely collaborative 

decision making model.  This was not only supported by the interviewee’s responses but also by 

responses to the survey questions.  

 Neither charter school organizations utilize an exclusive top-down decision making 

organizational model, a finding supported by the current literature.  Many charter schools are 

moving away from the traditional top-down model due to its ineffectiveness at involving all 

stakeholders.  A more collaborative approach, by decentralizing the leadership, permits the use 

of shared input and shared leadership (Katzenmeyer & Moller, 2001, p 4).  Furthermore, the 
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literature supports the fact that charter school organizations are using unique organizational 

decision making models which allow individual local charter schools to have the autonomy to 

make situational decisions based upon the needs and demands of all stakeholders.  Based upon 

the interviewee’s responses, the desire of the charter school organizations to involve all 

stakeholders in decision making is important and  it is likely that these organizations do not 

utilize a strictly top- down approach because of the resistance it causes with regard to the other 

stakeholders.  Naturally, people who are forced to adapt to change have the initial reaction to 

resist if they are not included in the decision making process.  Interestingly, Charter School 

Organization B is utilizing a purely collaborative model.  One would surmise that challenges 

presented by only using collaborative decision making would be problematic as this organization 

continues to grow.   

Research Question #3: How was information communicated during the charter school 

organizations’ expansion?  

Students, Parents, Communities, and Local Government 

 According to the interview responses it is clear that there were a variety of 

communication decisions made during the expansion process.  When making these decisions, 

both charter school organizations felt that the involvement of all stakeholders was essential to the 

success of the expansion and both organizations valued feedback from the students, parents, 

community members, and local government.  

 For Charter School Organization A, these decisions included informing students, parents, 

and the community of the reasons to expand prior to the final decision.  This was done by 

involving students in community circles to address why the organization was expanding and how 

it would impact the students.  Parents and community members were informed in a variety of 
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ways such as open houses, back to school nights, and various newsletters, emails, and mailings.  

In addition since some of the parents of students in the charter school organization were board 

members and these individuals served as point people for other parents to contact regarding the 

expansion.  Community members were informed by parents of the students and by door- to- door 

campaigns.  Throughout all of these discussions, leaders in  Charter School Organization A 

including the principals and CEO, took positive and negative feedback which they had received 

from students, parents, community members and local government and relayed the concerns and 

as well as the sense of excitement to the school board. 

  Charter School Organization B had informed its students, parents, community members, 

and local governments in a similar way to Charter School Organization A.  Charter School 

Organization B informed their students through grade level team meetings, emails, and phone 

blasts.  They informed parents through a variety of parent meetings.  Community members and 

local government officials were informed at Portfolio Night, where students display their 

knowledge and application to their future.  Additionally, Charter School Organization B had 

school reform meetings and initiated door –to- door campaigns in the community to gain support 

for the expansion. 

 Both charter school organizations took strategic steps to inform stakeholders and the 

community about the need to expand.  The step of  informing and working with stakeholders is 

essential to charter school expansion as allows for a value-added, collaborative approach to 

school reform.  It appears that each charter school organization was strategic about how they 

would inform individuals of their plans to grow.  It also seems that each organization listened to 

various stakeholders and made them part of the expansion process. 
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Teachers/Principals 

 Based on the findings of this current study, both charter school organizations did inform 

the principals and teachers of the expansion.  It seems that both organizations took the time to 

inform teachers and the principals that the organization was going to grow. 

  Charter School Organization A informed principals and teachers at a "state of the 

Region" meeting which was held annually in August.  As a result of this, teachers and principals 

were involved in the planning process and this resulted in a collaborative effort, even though the 

final decision was that of the school's CEO. 

 In Charter School Organization B, teachers and principals were informed of the charter 

school expansion via grade team meetings, emails, and phone blasts.  Interestingly though, 

teachers were not expected to provide feedback, as the decision was primarily that of the board 

and CEO.  The organization did, however, provide a variety of open forums to hear feedback 

from teachers.  Additionally, one principal in the organization stated that principals and teachers 

do not have a decision in the expansion, yet another principal and the CEO stated that teachers 

and principals have a voice in the expansion.  This shows that there seemed to be some 

disagreement about input on the expansion. 

 The research clearly indicates that involving all stakeholders in the decision making 

process in school expansion has a positive impact on the organization.  Charter School 

Organization B did not utilize teacher input and as a result many staff members may have felt 

disconnected.  This clearly goes against many recommendations and this may have made the 

expansion more difficult due to less stakeholders having a vested interested due to a silenced 

voice. 
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Research Question #4:  How did the selected Charter School Organizations handle 

heightened turbulence during the expansion period? 

In this case study it is apparent that different levels and patterns of turbulence were felt 

by each organization.  In some instances, one organization felt turbulence regarding a particular 

issue while the other organization did not feel any turbulence.  In this case study, there was 

positionality, which meant that feelings were different depending upon one’s position in the 

charter school, i.e., the principals compared to the CEO/Regional Director.  A key reason that 

charter school expansion can be so effective in drawing attention to issues within the charter 

school organization is that CEO and principals do have different positionality.  One’s position 

has a great deal to do with the perceptions one has of a given situation, including the critical 

issues within a charter school organization.  The intent of the administrators and the charter 

school organizations was to manage the turbulence level is such a manner so as to minimize the 

effects of the charter school expansion on the students  

Both organizations used differing approaches in an effort to lower the overall level of 

turbulence.  Despite taking precautions to lower the level of turbulence within the organizational 

structure, however, there was still some level of turbulence.  It is necessary for the administrators 

and charter school organizations to minimize the level of turbulence that the students may feel 

during the expansion of charter schools.   

 Understanding the varying levels of turbulence can enhance an organization’s 

understanding of the best methods of implementation of charter school expansion.  It also can 

help us to understand various types of outcomes of charter school expansion.  Some level of 

turbulence may be necessary and beneficial in an organization.  When turbulence is too low this 

may mean that a school is unwilling to address systemic issues in the name of avoiding conflicts.  
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In this case, efforts to expand the Charter School Organization And the subsequent increase in 

disruption and turbulence can lead to improvements in the Charter School Organization As a 

whole. 

It should be noted that this study did not directly address the level of turbulence that the 

students would and/or do feel during the expansion of charter schools; however, it is plausible 

that the students themselves would feel some level of turbulence during charter school 

expansions.  The charter school expansion could possibly affect students because they may feel 

the disorganization that results from restructuring.   

Additionally, while positionality of the interviewees is discussed it should be noted that 

this study is limited to the comparison of two principals and one head of school for each charter 

school organization (i.e, four principal positions are compared and two heads of school).  While 

the resulting disparities between interviewee responses may be the result of the individuals 

opinions it is possible and likely to conclude that while these are the individuals opinions, theses 

opinions have been transformed to some degree by the individual’s position within that particular 

charter school organization.  The researcher did not anticipate that the interviewees' responses 

would be as varied; however, since there are disparities between the responses it is prudent to 

discuss them.  Future research would be necessary to examine a larger cohort of individuals from 

each organization to properly and affirmatively determine that an individual’s perception of 

turbulence is due to their positionality within the charter school organization.  

Political Environment 

 The political environment caused turbulence for Charter School Organization A but not 

for Charter School Organization B.  The overall level of turbulence was moderate with 

occasionally severe to extreme turbulence.  Based upon the interviews, there were different 
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perceptions of varying levels of turbulence, depending on the person’s position in the school.  In 

the wording of the interviewees’ answers slight variations indicate different levels of turbulence.  

Both the elementary school principal and middle school principal used words such as “barriers” 

and “difficult to navigate” when referencing the political environment.  Whereas, the CEO stated 

that this was such a turbulent issue that it was even listed within the organization’s strategic plan 

as an obstacle that needed to be overcome during expansion.  It is, however, important to note 

that all interviewees’ backgrounds indicated that they had worked for Charter School 

Organization A for a long period of time.  This might explain why all interviewees were concise 

and aware of the widespread turbulence presented by the political environment.  Additionally, 

the interviewees had moved up in Charter School Organization A; the elementary school 

principal moved from the regional office/teacher to current position; the middle school principal 

moved from a teacher to principal; the CEO moved from a teaching position within the 

organization, to a fellow, to the current position.  It is possible that the positionality of the 

interviewees within the charter school organization played a role in why particular interviewees 

felt turbulence within the organization; however, since a larger cohort was not studied it is not 

possible to conclusively ascertain that one's positionality within the organization affects ones 

perception of turbulence.   

The stability of the charter school organization, years in existence, previous experience 

with expansion and resources available for the organization to rely upon, clearly did not have an 

effect of lowering the level of turbulence regarding the political environment.  Presumably, 

Charter School Organization B would have felt more turbulence from the political environment 

since it has fewer schools within its organization, fewer years of experience, and fewer available 

resources to rely upon.   
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It is evident that Charter School Organization A attempted to lower the overall level of 

turbulence by involving all stakeholders in the expansion and through the use of “branding” of 

the charter school’s name.  It is apparent that the organization involved and informed the 

stakeholders, including the students, parents, communities, teachers, and principals in the 

expansion process.  While these efforts may have minimized some of the turbulence that the 

organization felt, it is apparent that there was still moderate turbulence.  

Finding Appropriate Facilities for Expansion 

 Finding appropriate facilities for expansion caused turbulence for Charter School 

Organization A but not for Charter School Organization B.  The light turbulence caused by 

having to search for appropriate facilities for expansion was only felt by the middle school 

principal and CEO.  The elementary school principal did not indicate that this caused any 

turbulence.  It is highly likely that the elementary school principal did not feel any turbulence 

with regards to finding appropriate facilities for expansion because the elementary school is 

housed in the School District building and is leased for $1.00 annually.  This school had no new 

or anticipated acquisitions of facilities for the 2010 – 2011 school year and was hopeful to 

remain within the leased building for future years.  Similar to the elementary school, the middle 

school during the 2010 – 2011 school year had no plans to acquire any additional facilities.  

However, the facilities that houses the middle school is leased from a separate entity not from the 

School District; therefore, the school would have to annually renew its lease, which in turn 

caused some turbulence.  It is possible that positionality played a role in the interviewee’s 

perception of turbulence; however, as previously noted a larger cohort would need to be studied 

to conclusively ascertain that one's positionality within the organization affects ones perception 

of turbulence.  It is reasonable to assume that the CEO would feel some turbulence during the 
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expansion, since he/she would need to make sure that all schools have appropriate facilities.  It is 

clear that some of the schools had leases with the School District while others had to seek out 

other facilities.  Since the CEO oversees the entire organization it is reasonable for the CEO to 

feel some level of turbulence.  At various times within the school year the turbulence would 

increase, especially during periods of contract renewal and the initial opening of a new school.   

The stability of the organizations also played a role in the turbulence levels.  While 

Charter School Organization A has more schools regionally, Charter School Organization B has 

been established longer in this particular site city and has more schools in the city.  It appears 

that while Charter School Organization B expanded grade levels, it was not seeking additional 

school facilities during the 2010 – 2011 school year.  It appears that both organizations 

minimized the turbulence with regards to finding appropriate facilities by entering into facilities 

leases with the School District.   

Funding for Expansion 

 Funding for the expansion of the charter school organization caused turbulence for 

Charter School Organization A but not for Charter School Organization B.  The light to moderate 

turbulence caused by funding the expansion was only felt by the CEO.  It is possible that the 

positionality of the CEO explains why turbulence was only felt by these interviewees; however, 

since a larger cohort was not studied it is not possible to conclusively ascertain that is why the 

CEO only indicated they felt turbulence.  This possibility appears plausible since it is not the 

responsibility of the principals to ensure the funding of the charter school organizations.  Instead 

principals receive a set allocation of funds from the CEO to budget for their particular school 

year.  Due to their receipt of an allocation of funds the principals would not feel any turbulence 

with regarding to funding for expansion.    
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The stability of the organization played a role in the level of turbulence felt.  Charter 

School Organization A receives funding from various foundations, individual donations, and 

some federal grants, while Charter School Organization B’s operations and growth are supported 

by the Charter Schools Foundation, a separate 501c3 organization.  It appears that the funding 

streams differed within the Charter School Organization And subsequently affected the level of 

turbulence felt.  

Maintaining the Mission of the School 

Maintaining the mission of the charter school organization caused turbulence for both 

charter school organizations.  The moderate to severe turbulence was felt within both charter 

school organizations.  The interviewees, both principals and CEO, of Charter School 

Organization A felt similar levels of turbulence.  This is especially telling as each interviewee 

highlighted the idea that maintaining the mission of the school caused turbulence but each 

interviewee also felt obligated to make recommendations for other organizations as to how to 

deal with this issue.  In Charter School Organization B, only the middle and high school 

principal and Regional Director felt turbulence relative to maintain the mission of the school 

during expansion.  It is possible that the positionality of the interviewees did affect the level of 

turbulence felt within the organization, however, since a larger cohort was not studies it is not 

possible to conclusively ascertain that positionality affected the interviewees’ responses.  

The stability of the charter school organization did not affect the level of turbulence felt 

by the interviewees within the organization.  Both organizations expressed equal concerns as to 

maintaining the mission of the school and it does not appear that years of experience within the 

charter school realm or within the site city was significant in determining the level of turbulence.  
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Charter School Organization A and Charter School Organization B utilized similar 

techniques of focused professional developments to combat the level of turbulence within the 

organization.  Charter School Organization A hired a professional developer regionally to teach 

all staff and teachers at every school in order to maintain consistency.  Similarly, Charter School 

Organization B conducted annual professional development focused on the charter school’s 

instructional model, curriculum and school culture programs.  This allows for the organization’s 

keystones and foundations to be taught to everyone, especially since the curriculum and 

assessments are common in all schools.   

PSSA Scores as a Measure of Success 

The site city and state utilized PSSA scores as a measure of success and this caused 

turbulence for both charter school organizations.  The moderate turbulence was felt within both 

charter school organizations.  In Charter School Organization A, interviewees including both 

principals and the CEO felt similar levels of turbulence.  Each interviewee indicated that Charter 

School Organization A’s success in terms of the state standards was measured by student 

proficiency on the PSSA tests.  Similarly, Charter School Organization B’s interviewees, both 

principals and Regional Director, expressed similar levels of turbulence regarding this issue.  All 

interviewees for both charter school organization expressed concern that the PSSA should not be 

the sole measure of charter school success.  It is possible that the positionality of the 

interviewees did affect the level of turbulence felt within the organization, however, since a 

larger cohort was not studies it is not possible to conclusively ascertain that positionality affected 

the interviewees’ responses. 

The stability of the charter school organization did not affect the level of turbulence felt 

by the interviewees within the organization.  Both organizations expressed equal concerns about 
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the PSSA scores being utilized as a measure of the individual school’s success.  Furthermore, the 

number of years that the charter school has been established within the site city or number of 

schools within the charter schools organization was not significant in determining the level of 

turbulence.  

Each Charter School Organization Attempted to combat this turbulence by defining its 

own levels of success for the charter school.  While the charter school organizations used the 

PSSA scores as a benchmark they also focused on additional internal markers for success and as 

a result attempted to lower the total level of turbulence.  

Achievement Gap 

Both charter school organizations are attempting to close the achievement gap by 

expanding the organization and sending more students to college.  Through the expansion of the 

charter school organization it is hoped that the schools will be able to serve more students and 

positively impact the site city.  Light turbulence was felt by both charter school organizations.  

The underlying theme echoed by all interviewees was that the charter school organization is 

attempting to close the achievement gap.  Having some level of turbulence causes these 

organizations to remain vigilant in its mission to close the achievement gap.  It is possible that 

the positionality of the interviewees did affect the level of turbulence felt within the organization, 

however, since a larger cohort was not studies it is not possible to conclusively ascertain that 

positionality affected the interviewees’ responses. 

The stability of the charter school organizations did not affect the level of turbulence felt 

by the interviewees within the organization.  Both organizations expressed equal concerns as to 

closing the achievement gap and this issue caused similar levels of turbulence within the 

organizations.     
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The charter school organizations combated turbulence by recognizing that this 

organization is not solely responsible for closing the achievement gap.  All three interviewees 

expressed the idea that, collectively, charter school organizations, including these charter school 

organizations, are making strides towards closing the achievement gap.  

Teacher Recruitment 

Teacher recruitment caused higher degrees of turbulence within Charter School 

Organization A.  The turbulence was moderate to severe.  The underlying theme of teacher 

recruitment was echoed by all interviewees.  It is possible that the positionality of the 

interviewees did affect the level of turbulence felt within the organization, however, since a 

larger cohort was not studies it is not possible to conclusively ascertain that positionality affected 

the interviewees’ responses.  The stability of this organization did have an effect on the level of 

turbulence felt.  Conversely, Charter School Organization B experienced only light levels of 

turbulence relating to teacher recruitment since the majority of its teachers are recruited from the 

Teach for America (TFA) program.  In fact, many teachers who are hired from Teach For 

America (TFA), do not hold a teaching certification, therefore they teach with an "emergency 

certification".  Charter schools in the site city can hire up to 10% of its staff with an emergency 

certification.    This flexibility allowed there to be a steady stream of teachers into the 

organization whether or not they had a teaching certification.  Additionally, Charter School 

Organization B did not promote all of its teachers to leadership positions.  When expanding the 

school would hire new teachers and leaders as needed as opposed to promoting from within the 

organization.  Charter School Organization A promoted from within its own organization, 

causing moderate to severe levels of turbulence.  
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Charter School Organization A is combating this level of turbulence by now taking a 

hybrid approach to minimize the turbulence within the organization.  Specifically, the 

organization is now acknowledging and recognizing teachers who wish to become career 

teachers instead of pushing all teachers to become future school leaders.  This is reducing the 

level of turbulence by maintaining a level of highly qualified teachers within the organization.  

Gaining Students, Parents, and the Communities Involvement 

Gaining students’, parents’, and the community’s involvement only caused turbulence 

within Charter School Organization B.  The turbulence was moderate.  Only the middle school 

principal and Regional Director stated that some level of turbulence was felt regarding this issue.  

It is possible that the positionality of the CEO explains why turbulence was only felt by these 

interviewees; however, since a larger cohort was not studied it is not possible to conclusively 

ascertain that is why the CEO only indicated they felt turbulence.  No apparent reason exists as 

to exactly why the positionality may have affected the level of turbulence.  

The stability of the charter school organization did affect the level of turbulence felt by 

Charter School Organization B.  Since Charter School Organization A is a national chain of 

charter schools it is likely that there is more name recognition.  This organization, therefore, was 

able to attract more students and gain student, parent and community support.  

Both organizations attempted to decrease the level of turbulence by involving the 

students, parents, and community in the decision to expand the charter school organizations.  

Substantively it appears that both charter school organizations utilized similar methods of 

eliciting support from the students, parents, and communities.  

 



137 

 

POLICY RECOMMENDATIONS 

Research Question # 1: What issues did the selected Charter School Organizations face 

when they are expanding? 

Stakeholder Management Issues 

 Based on the findings of this research, it is crucial to involve students, parents, and the 

community when charter schools begin to expand.  Informing individuals will help to gain value-

added support for the expansion, helps to clear up any rumors or possible misunderstandings 

about a charter school organization, and helps to build a quality campaign aimed at informing 

social and political parties to make for a smoother expansion process.  It is also important to use 

"legal politics" to aid in the expansion of a charter school organization.  Political pull may just be 

what an organization needs to grow.  Taking the time to inform decision makers who decide on 

charter school expansion in local and state government is an effective strategy to employ. 

 Based on challenges faced in particular by Charter School Organization A, it is vital that 

charter school organizations survey the political landscape prior to expanding.  For a smooth 

transition, school leaders from expanding charter school organizations including CEO's, regional 

directors, and principals should conduct a variety of private and open meetings with various 

political parties and state representatives to discuss how the expansion will have a positive 

impact on children’s' futures and how the expansion will positively impact local and regional 

districts.   

Operational Management Issues 

Availability of Students 

 As charter school organizations begin to expand, they must be mindful of the number of 

students the charter school will serve and the availability of students within a given area.  It 
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seems that areas in larger cities will have fewer issues with the availability of students, as 

opposed to areas in more suburban or rural areas. 

Facility 

 Charter school organizations looking to expand have to consider a multitude of obstacles 

including where to house students in a newly expanded school.  School leaders need to think 

about the cost benefit of constructing a new school versus choosing an existing location and 

converting the space into a school.  This is no easy decision and the charter school organization 

must consider a multitude of factors and assure that the structure is up to code based on federal, 

state, and city minimum requirements. 

Teacher Recruitment 

 Based on the findings of hiring quality staff members with a laser sharp focus on the 

organization's mission and vision, it is clear that expanding charter school organizations must 

develop a "talent pipeline" to groom future teacher and administrative leaders within an 

organization as the organization begins to expand.  It is recommended that charter school 

organizations offer a variety of growth opportunities or "talent pipelines" so that individuals who 

understand and embrace the mission and vision of the school can grow with an organization.  It 

is evident that not all successful teachers want to become administrators.  Therefore, by offering 

a "star teacher program" charter school organizations can harness teacher leaders to assist in 

recruiting and maintaining quality teachers as the expansion occurs.  As charter school 

organizations expand, they should consider how to reallocate talent throughout the organization 

so that there is equitable distribution to promote school success.  As charter school organizations 

reflect on their impact on educating students, each organization must consider the teaching talent 

and ability levels to gain a better understanding of how each school is performing.     
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Mission Management 

 Charter schools must remember who they are when expanding and that the mission of the 

school should be at the center of decision making.  By remembering the mission and educational 

focus, organizations carve out their own niche that makes them unique to other charter school 

organizations, public schools, and private schools.  This will allow charter school organizations 

to stay "rooted" as they begin to expand and not lose track of what they are or what they stand 

for as an organization. 

Funding 

 Charter school organizations must consider all of the funding resources available to them 

when considering expanding.  Sometimes money from private donors and grants dry up which 

could be detrimental to a charter school organization.  If the goal is expansion, school leaders 

must consider the capital needed to expand and the rate at which the expansion should occur.  As 

one school leader indicated, "It is necessary for charter school organization not to grow too 

quickly for fear of watering down your product instead of maintaining the same quality".  In 

addition, charter school organizations should review their finances with an accountant to create 

and maintain contingency funds so that if plans go awry, students will not feel the negative 

impact.  Furthermore, since private donations can significantly assist charter school growth and 

expansion models, it is imperative that the charter school organizations network with 

philanthropists and businesses to promote the school and make themselves available to receive 

donations and support.    
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Performance Measurement Issues 

Charter School Evaluations 

Charter school organizations must understand the rules of the game they are playing in.  

These rules are defined by state and federal guidelines and local regulations.  It is imperative that 

school leaders understand the minimum requirements as they relate to state assessment and 

accountability.  Furthermore, as indicated by the CEO and Regional Director, each charter school 

organization needs to develop its own "internal auditing measures" to assure that the school 

organization's trajectory during the expansion phase can be measured by a multitude of internal 

factors and benchmarks including results from the state assessment. 

Professional Development and Teacher Evaluations 

Based on the findings of the research, it is clear that charter school organizations should 

have local control of their school's professional development, but allow individual schools 

autonomy and flexibility to include additional professional development based upon the needs of 

the school.  Each charter school organization must have its own niches which formulate the roots 

of the organization.  Yet, as each charter school organization grows and expands, so do the 

unique needs of each school within  the organization.  Charter school organizations need to be 

mindful that each school that branches out as part of the expansion must be rooted in similar 

ideology and core values and beliefs.  Additionally, charter school organizations should create 

pathways and opportunities for staff members to grow within an organization.  Teacher leader 

programs and teacher leadership opportunities will help organizations save both time and money 

by capitalizing on the current human resource. 
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Research Question #2:  What type of organizational system did the charter schools 

have and how did that system facilitate their expansion? 

Charter School Organizational Structure 

 Based on the findings of this research, it is recommended that charter schools embrace a 

top-down organizational structure that embraces shared input and shared leadership due to the 

bureaucratic nature of charter schools and their tendency to operate in a similar fashion to a 

business.  There are many variables to consider when operating a charter school organization 

especially one that is expanding.  By embracing a top-down approach which utilized shared input 

and shared leadership, the charter schools in this study were able to most effectively operate.   

Charter school organization must effectively plan out their operations to positively 

impact student achievement.  Communication is critical in the success of any business and this is 

the same for carter schools.  In order to operate most effectively, individuals within each charter 

school organization should have clear, defined roles and responsibilities.  With this in mind, 

ideas and processes will be communicated in an appropriate format so that the communication is 

exchanged but the roles of the individuals in the organization are not compromised.  If this 

occurs, it will slow down the necessary growth rate to operate a charter school organization with 

the possibility for future expansion. 

Charter School Organizational Structure as Distinguished from Charter School Organizational 

Decision Making Model 

This study found that while each charter school organization implemented a specific and 

similar overarching organizational model, each organization implemented a specific decision 

making model to compliment the broader scope of the organization.  As stated before, 

communication is essential to the success of any Charter School Organization And it is 
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especially essential when decision making comes in a variety of forums including from the 

bottom-up in a top-down organization.   

Charter school organizations need to embrace a variety of decision making models in 

their organization and solicit the various viewpoints of all stakeholders.  This big picture helps 

charter school organizations to understand concerns from a variety of viewpoints and helps in 

organizing a strategic decision making model necessary to address the specific needs of the 

organization.   

One such decision making model implemented by one of the charter schools that should 

be replicated by other charter school organizations is the bottom-up decision making model.  

This model relies on various constituents to provide value-added feedback based on a variety of 

topics aimed at innovation and creativity.  This is an important model as it breaks down 

traditional thinking methods by embracing viewpoints from all levels within an organization.  

Action plans result from organic decision making and there can be shared ownership with a 

common goal established through collaboration which is not dictated.  

Another approach that charter school organizations should embrace when expanding is 

implementing a hybrid decision making model, in which the board, CEO, and senior leadership 

team establishes a few broad goals for the organization and various stakeholders create and 

develop actions plans based on an established goal for the organization.  This approach does not 

utilize as much autonomy as bottom-up decision making given that the goals and initiatives were 

already established by the top tier of the organization. 
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Research Question #3: How was information communicated during the charter school 

organizations' expansion?  

Students, Parents, Communities, and Local Government 

The involvement of all stakeholders is essential to the success of any charter school 

organization especially when charter school organizations are expanding.  Communication with 

students, parents, community members, and local government during all phases of operating a 

charter school organization, especially while expanding, will determine the likelihood of the 

organization successfully operating and maintaining academic improvement in student 

performance.  

Charter school organizations need to utilize a variety of communication techniques to 

involve and inform stakeholders.  Some recommended ways to communicate and provide 

information to students, parents, and local government based on this research are to implement 

open houses, back to school nights, newsletters, mailings, and inviting the community to board 

meetings, to name a few. 

There are a few other techniques that charter school organizations should implement in order 

to inform the community.  One such technique is door- to- door campaigns which proved to be 

successful.  Also a variety of forums and venues aimed at soliciting parents and community 

members to serve on decision making teams helped to spread the word of the Charter School 

Organization And its commitment to work with the community in which the charter school 

operated. 

Teachers/Principals 

 Charter school organizations must inform both teachers and principals when they are 

expanding.  This  helps to inform employees of the current state of the Charter School 
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Organization And creates communication pathways to inform the employees in which direction 

the charter school organization is headed as it pertains to expanding.  This communication 

provides teachers and principals the opportunity to think globally about how they are impacting 

student achievement and what future plans will be explored while expanding. 

 It is recommended that teachers and administrators have a voice but not necessarily a 

decision in the expansion.  Because of the importance of communication and collaboration in 

schools, all individuals should be able to identify pros and cons of the expansion, yet the ultimate 

decision should be a senior leadership team decision including board members and the CEO of 

the charter school organization.  By valuing teacher and principal input and providing feedback 

loops on the expansion, teachers and principals will likely feel more connected to the school and 

feel that they expressed excitement and concern about the expansion.  Additionally, the decision 

makers including board members and the CEO can understand the multiple perspectives of key 

individuals in the organization, which will help to drive better decision making and actionable 

steps during expansion. 

Research Question #4:  How did the selected Charter School Organizations handle 

heightened turbulence during the expansion period? 

In this particular case study it is apparent that different variations of turbulence were felt 

by both organizations especially give the position of the individual within the organization.  The 

inter-related dynamics of the charter school organization both controllable and non-controllable    

will dictate the level of turbulence the organization will feel. 

It is recommended that critical issues of expanding charter schools are communicated 

with the various stakeholders involved in an effort to decrease the turbulence the organization 

and individuals within the organization experience. 



145 

 

Political Environment 

Charter school organizations need to be aware of the political environment when 

considering expansion.  In addition, charter school organizations should strategically align 

themselves with politicians and school board members to have an advantage in overcoming 

"barriers" experienced by some charter school organizations. 

Finding Appropriate Facilities for Expansion 

Although it is often a difficult task, finding appropriate facilities for expansion is essential in 

lowering the turbulence a charter school organization will feel.  Charter school organizations 

looking to expand should hire outside firms and contractors who have more experience in real 

estate development, to lessen the burden and lessen the time necessary to find adequate buildings 

to purchase or lease.  Based on the findings of this research, it is also recommended that charter 

school organizations work closely with charter school granting school boards and state advocates 

to create networks of individuals who can assist in this effort and lower the level of turbulence an 

organization could potentially experience. 

Funding for Expansion 

Charter school organizations must be financially healthy to operate effectively.  It is 

recommended that charter school organizations network with private philanthropists and seek to 

receive private donations from multiple foundations.  This financial assistance will reduce the 

overall operating expenses and allow more financial capital to allow for charter school 

expansion.  One effective way to do this is to have individuals in the organization  be grant 

writers, private donation managers, and community outreach organizers to network with public 

and private individuals who can provide additional revenues for a school which can help in 

diminishing financial turbulence.   
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Maintaining the Mission of the School 

Strategic efforts aimed at developing and projecting the mission of a Charter School 

Organization Are critical to the success of the charter school organization.  It is recommended 

that charter school organization leaders provide constant professional development to maintain a 

consistent and constant message about the organization.  This is especially critical during charter 

school organization expansion.  By establishing a strong mission, vision, and core values which 

are constantly reinforced, charter school organizations can reduce the turbulence felt due to a 

clear idea of what the organization stands for and believes in.  This message can assist in staff 

buy-in and understanding of how decisions are made in the organization. 

PSSA Scores as a Measure of Success 

 Charter school organizations must be cognizant of the ways in which they are measured.  

All public charter schools in the United States must take state-wide assessments to receive 

federal and state funding.  As a result, charter school organizations must know what is tested and 

align their curriculum with the multiple standards that are addressed in the assessment.   

 State standard assessments are not the only ways to show that a school is improving 

student achievement, but many states require that schools, especially charter school 

organizations, show progress, and minimal levels of proficiency to operate.  This may also 

impact a charter school's opportunity to expand and grow, as well as the rate in which the 

expansion can occur. 

Achievement Gap 

Charter school organizations must understand the global perspective as it pertains to the 

achievement gap.  With charter schools often educating students of low socioeconomic status, it 

is critical that charter school organizational leaders and board members understand the 
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challenges to serve the students within the organization and also to create venues of change 

through multiple opportunities for both students and parents to learn and grow.  These 

opportunities will help schools to grow. 

Teacher Recruitment 

Teacher recruitment may cause heightened levels of turbulence within expanding charter 

school organizations.  Recruiting fairs and partnerships with local colleges and universities will 

help to create pathways for teachers to be recruited to charter school organizations.  This is 

especially true for expanding charter school organizations as the workforce will need to increase 

give the expansion.    

Gaining Students, Parents, and the Communities Involvement 

Gaining students,’ parents’, and the Community’s involvement may help to decrease 

levels of turbulence an organization feels.  Schools by nature require the assistance of multiple 

resources including its stakeholders.  By networking with stakeholders, charter school 

organizations can benefit from a collaborative partnership within a community.  In addition, by 

involving these individuals in some of the decision making, schools build capacity through 

partnerships that may increase student achievement and organizational notability.   
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Recommendations for Future Research 

 This study contributes to the existing literature in the genre of charter school analysis 

based on a multitude of factors that impact charter school organizations.  Additionally, this study 

focuses on charter school organizations while they expand and illuminates some of the factors 

that affect the processes of charter school expansion.  The findings and conclusions of this study 

uphold that each charter school faces a variety of problems and possibilities based on the internal 

and external dynamics that impact a charter school organization's growth.  The results of this 

study suggest that each organization experienced varying levels of turbulence when expanding 

due to a multitude of factors including relationships with stakeholders, community support, 

school performance, as well as the availability of resources including students, facilities, 

finances, and staff.  

 Based upon the literature review and the findings of this study it is evident that little 

research has been conducted on charter school expansion.  Specifically, additional research 

should be conducted in relation to identifying strategies utilized by expanding charter school to 

overcome the obstacles and issues outlined in this study.  As highlighted in this study to date the 

issues identified have not been properly analyzed by any qualitative or quantitative researched.   

 Additional research should be conducted regarding the organizational system employed 

by the charter school organization during expansion and the effectiveness of the organizational 

system utilized for both overall structure of the organization and the decision making 

organizational structure.  It is evident that the type of organizational structure selected by the 

charter school organization ultimately impacts the  operation of a charter school organization.  

While this study was able to identify and distinguish between the types of organizational systems 
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utilized there is little research available regarding this crucial aspect of charter schools, 

particularly when they are expanding.  

 With regards to  stakeholders’ involvement this study solely focused on the prospective 

of the Charter School Organization As it relates to dissemination of information to students, 

parents, the community, teachers, principals, and administrators.  It would be beneficial for 

further research to be conducted regarding whether the stakeholders themselves felt that were 

being actively involved in the manner that the charter school organization had intended. 

 Finally, with regards to Gross' Turbulence Theory additional research should be 

conducted regarding the impact the expansion had on various stakeholders based upon their 

positionality.  Furthermore, the positive aspects of turbulence  should be explored in regards to 

expanding charter schools.  
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APPENDICES 

 

APPENDIX A - QUESTIONAIRE 

School Name:____________________________________ 

 

Your Name and Position:_________________________    _______________________ 

 

Directions: Please circle  the most accurate response to each question. 

 

1. What is the highest college level degree you have attained? 

 

a. 4 year college degree         b. master’s degree         c. doctorate degree  

 

 

2. What area is this degree in? 

 

a. Education     b. Business     c. Law     d. Other (please Specify)_________________ 

 

 

3. How many years did you spend teaching before working in your position during the 

2010-2011 school year? 

 

a. 0-3       b. 4-7       c. 8-11       d. 12-15        e. 16-19        f. 20 or more years 

 

 

4.  What was the student population during the 2010-2011 school year?   

 

a.  200-399     b. 400 -599     c. 600 -799     d. 800 -999 

 

 

5. How many staff members were employed at your school during the 2010-2011 school 

year?   

 

a. 0-15     b.16-30   c. 31-45    d. 46-60   e. 61-75   f. greater than 75 (how many____)  

 

 

6. How many people were involved with recruitment at your school during the 2010-2011 

school year?   

 

a. 0-2             b. 3-5           c. 6-8           d. more than 8 
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7. How many teachers were employed at your school during the 2010-2011 school year? 

 

a. 1-15     b. 16-30   c. 31-45    d. 46-60   e. 61-75    f. greater than 75 (how many___)  

 

8. How many staff members were certified in their teaching content during the 2010-2011 

school year?   

 

a. 1-15    b. 16-30    c. 31-45    d. 46-60    e. 61-75   f. greater than 75 (how many___) 

 

 

9.  How many staff members had advanced degrees (master’s / doctorate) during the 

2010-2011 school year? 

 

a. 1-15    b. 16-30   c. 31-45   d. 46 -60    e. 61-75    f. greater than 75 (how many____) 

 

 

10. Which best describes how policy decisions are made at your school? 

 

a. top – down        b. bottom up       c. collaborative 

 

 

11. What percentage of the student population was Proficient in Math on their PSSA 

during the 2010 - 2011 school year? 

 

a. 0-20%      b. 21-40%      c. 41-60%      d. 61-80%      e. Above 80% 

 

 

12. What percentage of the student population was Advanced in Math on their PSSA 

during the 2010 - 2011 school year? 

 

a. 0-20%      b. 21-40%     c. 41-60%     d. 61-80%     e. Above 80% 

 

 

13. What percentage of the student population was Proficient in Reading on their PSSA 

during the 2010 - 2011 school year? 

 

a. 0-20%     b. 21-40%      c. 41-60%      d. 61-80%     e. Above 80% 
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14. What percentage of the student population was Advanced in Reading on their PSSA 

during the 2009 - 2010 school year? 

 

a. 0-20%     b. 21-40%      c. 41-60%      d. 61-80%     e. Above 80% 

 

 

15. What was your graduation rate* during the 2010-2011 school year?  

(*for high school seniors or for 8
th

 graders. Please Specify.) 

 

a. 0-60%    b. 61-70%    c. 71%-80%    c.  81-90%     d. 91-100%    

 

The actual percentage rate for _____th graders was _______%. 

 

 

16. What was your retention (held back) rates for students* during the 2010-2011 school 

year? (*for 8
th

 grade or 12
th

 grade. Please specify.) 

 

a. 0-4%      b. 5-9%       c. 10-14%     d. 15-19%    e. 20% or more    

 

The actual percentage rate for _____th graders was _______%. 

 

 

17. What was your percentage of students who withdrew (left the school and did not 

return) rates for students* during the 2010-2011 school year?(*for 8
th

 grade or 12
th

 

grade, Please specify) 

 

a. 0-4%      b. 5-9%       c. 10-14%     d. 15-19%    e. 20% or more    

 

The actual percentage rate for _____th graders was _______%. 

 

 

18. Do you have a Zero-Tolerance Policy?  

 

a. Yes       b. No 
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APPENDIX B - INTERVIEW PROTOCOL 

 

The interviews will be informal, but semi-structured and will involve the following open-

ended questions:   

 

 

Role 

1. Tell me a bit about your educational background and your professional experience which 

lead you to this particular school.  

2. Describe your current role in the school. 

3. How are initiatives developed within this charter and who are the primary decision 

makers? 

4. Can you describe how communication flows within your school? (Example: Is it top 

down from the principal?, Is it dispersed to staff through grade level meetings? Other?.) 

5. Can you take me through your school’s organizational flow chart? Do you have an 

organizational map? (Example: Who reports to whom? Is the principal at the top level?  

If not then who is?) 

 

Decisions 

6. Why is this particular charter school expanding? 

7. Is this Charter School Organization satisfied with its PSSA scores? Explain. 

8. Do you feel that there is a direct correlation to the success of charter schools and high 

Achievement on the PSSA? 

9. How important are the PSSA scores in relation to the success of your charter school? 

Explain. 

10. Describe relevant organizational structures currently in place and ones that will be 

created during the expansion. (Example: grade level meetings, cross curricular planning 

time etc.) 

11. Given your role within the organization, have you had a voice in the expansion process?  

If so, how? 

 

 



164 

 

Realities 

12. How are teachers utilized in the organizational expansion?  Do their roles change?  Is 

there potential to grow in the organization? 

13. What are some of the greatest organizational challenges you are faced with during the 

expansion? 

14. Do you feel that your teachers are qualified to make decisions that impact the expansion?  

If so, do they decide how the expansion will impact the school? How so? 

15. What is the specific strategic plan of this school and how did the this charter come to the 

decision of wanting to expand?  

16. How then is the Charter School Organization Able to expand?  Who decided? Who had 

an impact? 

17. What obstacles have you faced when beginning the expansion process?   

18. What strategies has this school implemented to make for a smooth transition during the 

expansion? 

19. What strategies would you recommend for improving the expansion process of other 

charter schools? 

 

Impact on Education  

20. What role if any does professional development play in this schools expansion?  Who is 

leading the professional development?  

21. How was the faculty informed of the decision to expand to more than one school?  How 

about the students, parents and community?  

22. Do you feel that by expanding you are closing the achievement gap? How? 

 

Additional Information 

23. What else is important to understand / Is there anything else you’d like to add? 

 

 

 

 


