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Background

On October 9, 2025, the Utah State Charter School USCSB (“USCSB”) gathered for a pivotal strategic
session titled Proving the Promise — The Next 25 Years. The day represented a meaningful moment of
reflection and renewal for Utah’s charter movement. Now more than two decades into its journey, the
USCSB stands at an important crossroads, where experience and wisdom can shape a bold new chapter
for leveraging chartering to make education work better for the state’s students and families.

Mary and I were honored to facilitate the session. Our purpose was to help the USCSB reflect on its
identity, its influence, and its opportunity to lead with clarity and conviction. We built the conversation
around two guiding frameworks. The first came from Jim Collins and his concept of the flywheel effect,
which reminds us that consistent, disciplined actions build unstoppable momentum. The second came
from Ted Kolderie, whose work reminds us that chartering was not just about creating new and different
types of schools, but also transforming and improving public education itself.

These ideas anchored our time together. Through discussion and reflection, the USCSB conversation
expanded from being the authorizer of schools to also serving as a state policy leader to shape systems
and influence outcomes for every student in Utah. The conversation made clear that the USCSB’s greatest
opportunity lies in governing with purpose, acting with integrity, and cultivating the conditions where
excellence can thrive.

Strategic Focus Area Summaries

During the session, USCSB members and team members divided into two groups aligned with the
strategic drivers: Authorizing Excellence, Strong Schools, Education Ecosystem, and Systems Change.
Each group explored what success looks like in that area, identified opportunities to strengthen practice,
and surfaced ideas to advance Utah’s authorizing impact. The following summaries capture key themes
and priorities that will inform the USCSB’s next phase of strategic planning.
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Great Authorizing

In our work with authorizers across the country, we have learned that great authorizing is about more than

the triad of compliance, oversight, and accountability. It is a calling to protect the public trust and to foster

innovation while ensuring that every child has access to a high-quality education. Strong authorizers are

disciplined, reflective, and values-driven. They measure what matters, act with fairness and transparency,
and understand that their decisions carry the weight of public confidence. Utah’s State Charter School
USCSB can model these qualities and propel excellence.

The USCSB’s next chapter will be defined by both the performance and relationships it has with the
schools it authorizes and by its influence on the state’s education system. This will include things like

shaping expectations, nurturing partnerships, and leading conversations about what public education can

be in Utah. The session explored four areas that will guide this next phase of work: authorizing

excellence, strong schools, a healthy education ecosystem, and systems change.

Group Reflection: Fundamental responsibilities of an authorizers

The group discussed strengthening Utah’s authorizing systems to ensure rigor, equity, and
credibility. Key takeaways included:

e (larify purpose and expectations — no surprises.

e Build disciplined, data-informed authorizing processes grounded in transparency and
consistency.

e Develop differentiated approaches for new schools, oversight, and replication:
o New Schools (CSP and Collaboration):

>
>

Y V V

>

Conduct needs analysis to identify gaps and models;

Shift from general call for proposals to identifying and communicating needs -
models and geographic areas;

Recruitment of high performing operators

Differentiate applications for new vs. replicating schools;

Ensure strong new school Readiness-to-Open (RTO) processes and support;
Develop and implement year 1 school reviews including site visits

o Oversight and Performance Evaluation:

>
>
>

Ensure strong and balanced oversight

Maintain clear frameworks, reporting standards, and public transparency;

Use portfolio-level analysis and remediation processes to ensure accountability
and improvement

o Expansion and Replication:
» Clarify transfer and control processes (e.g., mergers);

» Identify where and what models are needed based on data and demand to inform
expansion and replication.

e Maintain trust and transparency across schools, staff, and partners to build relational capital
and credibility.
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Group Reflection: Strong Schools: Success for students in college, work, and life
Discussions centered on what strong, high-performing schools need from their authorizer to thrive:

e Governance: Support and develop charter school USCSBs and leaders through training and
capacity-building aligned with governance excellence.
e School Supports:
o Use data to identify and provide targeted, informed support to schools.
o School Voice: Ensure schools have a strong voice in state-level and legislative
discussions.
o Support schools navigating regulatory or policy shifts (e.g., safety requirements,
reporting).
o Examine ways to support schools regarding facilities and facilities funding.
e (Continue to position the authorizer as a trusted partner that empowers schools to succeed
rather than just monitors compliance.

Fostering a Strong Ecosystem

Authorizing excellence begins with clarity. The USCSB can set clear expectations and uphold them with
integrity. High-quality authorizing is grounded in fairness, rigor, and transparency. It recognizes that
excellence is not achieved through uniformity but through innovation, high expectations, feedback, and
continuous improvement. The USCSB’s discussions underscored the importance of differentiating its
approach for new, expanding, and established schools, ensuring that accountability is both firm and fair.
When done well, authorizing builds trust and creates a shared understanding of what success looks like.

Strong schools are the foundation of a strong system. The conversation emphasized that quality schools
are not an accident—they are the result of strong leadership, effective governance, and a culture of
continuous improvement. The USCSB expressed its desire to ensure that its oversight work supports,
rather than hinders, this growth. Data, used wisely, becomes a bridge between performance and
improvement. When authorizing is experienced as a partnership that challenges and supports, students,
families, and the public win.

The USCSB also reflected on the importance of the broader education ecosystem. Utah’s charter schools
operate within a network of relationships that include multiple associations and support organizations,
districts, policymakers, and communities. The USCSB occupies a unique position in this landscape: one
of neutrality, integrity, and leadership. Its work requires building trust across the entire ecosystem without
being controlled by any one group. When communication is open and relationships are rooted in respect,
collaboration becomes a strength rather than a risk. The USCSB’s role as a convener and connector can
help unify the charter community around a unified purpose and shared North Star.

Influencing Systems Change

At its core, the USCSB was created to advance systems change. Its design—established by the legislature
and appointed by the governor—reflects the belief that authorizing is not only an administrative task but a
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lever for statewide improvement. This charge carries both privilege and responsibility. The USCSB’s
work has the power to influence how the public understands the value of chartering, and how
policymakers see its role in strengthening public education. The session reminded us that Utah’s
authorizing system is not separate from the state’s education system,; it is a part of it, contributing to its
vitality and its promise.

Group Reflection: Fostering a Strong Ecosystem and Influencing Systems Change
This group emphasized that charter school success depends on a strong, interconnected ecosystem:

e Strengthen communication systems to inform, educate, and engage the public while building
relationships grounded in trust and transparency.

e Foster a permission-less culture that empowers innovation within clear boundaries and supports
diverse models of success.

e Expand and align partnership networks across the state and nationally to leverage shared
expertise, talent, and resources.

e Use research, data, and storytelling to highlight impact, inform decisions, and elevate Utah’s
leadership.

e Maintain balance and flexibility—holding high standards while creating space for innovation and
continuous learning.

e Be proactive as it relates to the charter school law and potential legislative actions.

e Reinforce the authorizer’s unique value as both steward of accountability and catalyst for
improvement across the broader education ecosystem.

Shared Vision and Values

Throughout the day, the USCSB returned often to the importance of having a shared vision and values.
Leadership at this level is not about managing schools. It is about creating the conditions where
excellence can flourish. It is about governing with purpose, fostering a culture of trust, and holding firm
to principles that honor both autonomy and accountability. The USCSB’s ability to think and act at this
level is what will continue to distinguish Utah as a model of thoughtful, disciplined, and mission-driven
authorizing.

Two Strategic Goals for Executive Director

The USCSB also expressed its desire to establish two strategic goals for its Executive Director, Dr. Paul
Kremmer. To advance this conversation, we are proposing the following as possible goals that would help
move the USCSB from vision to strategic action.

The first is to develop a draft three-year strategic framework for 2026 through 2029. This framework will
give shape to the USCSB’s strategic priorities and define measurable goals and initiatives aligned with its
mission and vision.

The second goal is to strengthen authorizing systems and partnerships by reviewing current processes and
identifying opportunities for greater alignment, support, and communication with schools and
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stakeholders. These goals represent practical steps to ensure that the USCSB’s leadership vision is
matched by thoughtful execution.

Potential Next Steps

To sustain this work, we suggest a sequence of next steps that includes refining the strategic framework
early in 2026, engaging stakeholders in the spring to ensure shared understanding, and adopting a final
three-year plan in the summer. This approach balances ambition with discipline and ensures that progress
remains steady, visible, and grounded in shared purpose.

Engaging in an external partner such as the National Charter Schools Institute in the strategic
planning process helps surface new perspectives and best practices from across the nation,
providing valuable insights to strengthen Utah’s authorizing systems and strategic direction. This
collaboration ensures the USCSB remains forward-looking and grounded in evidence-based
approaches that drive impact.

Final Thoughts

As the day concluded, the conversations consistently returned to one theme: the USCSB was not created
to maintain the status quo but to challenge it. The USCSB has both the authority and the responsibility to
lead with courage and imagination. Its influence extends far beyond the schools it authorizes. It can shape
the policies, systems, and relationships that define the future of public education in Utah.

Mary and I left our time with you deeply encouraged. We saw a USCSB that listens carefully, speaks
thoughtfully, and leads with integrity. You have everything you need to lead boldly—an unwavering
commitment to students, a clear sense of purpose, and a belief in the power of public education to change
lives. The challenge ahead is going to be two-parts: serving as stewards of possibility and creating the
relationships and capacity to turn vision into real influence and action.

The future of public education in Utah is full of possibility. The work you do matters, not only for the
schools you oversee but for the state you serve. By leading with vision, courage, and discipline, you will
continue to strengthen the foundation of opportunity for every Utah student and family. Mary and I are
honored to walk beside you in this important work and look forward to seeing how you continue to bring
your vision to life.
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