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Part I: Introduction
The Missouri Charter Public School Commission (MCPSC) started sponsoring charter schools in 2015.
Lawmakers, charter school advocates, and education reformers wanted an independent sponsoring
entity with the authority to sponsor high-quality charter schools throughout Missouri. Sponsors enter
into a contract with a Missouri nonprofit organization that demonstrates the ability and capacity to
operate a quality independent public school. Sponsors hold these schools accountable for the
performance of the school and to the conditions of the contract.
This charter school site visit protocol is a guide for school leaders and members of the site visit team
organized by the MCPSC. This protocol is based in part on the successful charter school program
built by the Massachusetts Department of Elementary and Secondary Education (DOE). MCPSC
extends its gratitude to the Massachusetts DOE for the use of its materials. The MCPSC Site Visit
Protocol also contains elements of the MCPSC School Quality Review (SQR) developed by
SchoolWorks, which is a process that educators can use to understand and explain how well schools
are working to educate students. The SQR is based on a transparent, research-based set of
standards that serve as the framework to understand the effectiveness of school practices.
This Protocol is designed to be a resource for charter school leaders, external site visitors, MCPSC
staff, and contracted vendors who may conduct site visits for MCPSC. It explains site visit processes,
roles and responsibilities of all parties, and expected outcomes. The Protocol is meant to provide
useful information about site visits so stakeholders and visitors know what to expect and how to
prepare. Information from focus groups, as well as document review, provides data that is analyzed
to complete a written report.
Site visits and subsequent site visit reports are not intended to provide technical assistance or
other advice to the school. The site visit is also not intended to directly assist schools in making
decisions about how to improve academic programs or operations.
The purpose of a site visit is to review four performance indicators:
1. Faithfulness to the charter
2. Students’ opportunities to learn
3. Instructional leadership
4. Organizational viability
Site visits vary in length depending on the size, location, age, and/or specific conditions of a
particular school. Site visits take place prior to opening, shortly after opening, in the Winter and
Spring of the first through third years and may be conducted at additional times when deemed
necessary by MCPSC. An additional and more extensive multi-day SQR visit will occur at the
beginning of the fourth year. Data and information collected from site visits, as well as what is
collected throughout the years of the charter, will be used by MCPSC to determine if the charter will
be renewed, placed on probation, or closed. While site visits will lead to decisions about renewal, it is
important to know that accountability decisions may be required prior to renewal processes if
evidence points to deficits in the school’s performance. These decisions may include the imposition
of conditions, probation, or revocation in the most serious circumstances.
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Part II: Roles and Responsibilities
In order to develop an accurate portrait of a school, all participants have key roles in preparing for,
and conducting, the site visit. This section explains the roles and responsibilities of the Site Visit Team
Leader, team members, and the school. All team members are subject to a Family Registry check
and must update it annually.
Code of Conduct
The Site Visit Team is guided in its work by a code of conduct. Adherence to the code of conduct
improves the quality of the site visit; schools do not provide reliable evidence under unnecessary
stress. Adherence to the code of conduct also creates a frank, professional tone in which the Site
Visit Team and the school may discuss key strengths and areas for improvement.
Code of Conduct for Reviewers 1
1. Carry out work with integrity.
a. Treat all those you meet with courtesy and sensitivity. Try to minimize stress.
b. Allay anxiety through mutual respect and valuing opinions. Show an interest in what
is said.
c. Focus attention and questions on topics that will reveal how well students are
learning.
d. Assure confidentiality.
2. Act in the best interests of students and staff.
a. Do not put students or staff in a position where they may have conflicting loyalties.
b. Emphasize that students come first and are at the center of the review.
c. Whenever possible, work to others’ convenience.
d. Be supportive and enabling. Evidence given under undue stress is unreliable.
e. Under no circumstances, criticize the work of a teacher or anyone else involved with
the school.
f. Teacher interviews and focus groups are confidential. Any information reported to
the site visit team will remain anonymous in both oral and written reports.
g. Try to understand what teachers are doing and why. Be supportive.
3. Be objective; base findings on evidence, not opinion.
a. An individual’s perception can be evidence, especially if supported by others’
observations.
b. Findings must be robust, fully supported by evidence, defensible, and must inform
key questions.
c. Findings must be reliable in that others would make the same finding from the same
evidence.
d. Be prepared to ask questions to establish whether a view is based on opinion or
evidence. This applies, as well, to site visit team members’ findings.
e. Discussion with staff and site visit team members is part of the process to create a
fair and secure evidence base from which corporate findings are made.
f. If a given piece of evidence is not affecting students’ learning or experience, it is then
irrelevant.
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Adapted from the Massachusetts Charter School Office Site Visit Protocol and the OFSTED code of conduct.
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Key Terms

Site Visit Team Leader

The team leader for the visit will be the school’s liaison from MCPSC.
This person is responsible for all communication with the school,
including scheduling, requesting pre-visit documents from the
school, determining a schedule for the visit (in consultation with the
school leader or designee), assembling pre-visit materials for the
team, preparing the team for the visit, leading the visit, and writing
the resulting site visit report.

Site Visit Team Member

Site visit team members are responsible for reviewing the
preparation materials that are sent to them by MCPSC. Team
members participate in a webinar training, read over the provided
materials, arrive at the site visit with an understanding of the
background of the school, and are prepared to share initial
impressions or questions with the team. Team members are
required to review and follow the Code of Conduct during the visit.

Site Visit Team

The Site Visit Team is comprised of the Site Visit Team Leader and
Members.

Site Visit Protocol

The Site Visit Team utilizes this document – the MCPSC Site Visit
Protocol – to guide its work. This Protocol is also designed to be a
resource for charter school leaders, external site visitors, MCPSC
staff, and contracted vendors who may conduct site visits for MCPSC.
It explains site visit processes, roles and responsibilities of all parties,
and expected outcomes. The Protocol is meant to provide useful
information about site visits so stakeholders and visitors know what
to expect and how to prepare.

School Site Visit
Coordinator

The school leader will act as or designate someone to be the
coordinator and liaison for the visit. The visit coordinator should be
knowledgeable of the school’s schedule, be able to communicate
quickly with various stakeholders and work with colleagues to
resolve any scheduling issues. The Commission works with the
designated person to ensure that key documents submitted through
Epicenter are complete approximately four weeks prior to the visit.
Additional site visit preparation includes setting the schedule,
organizing the appropriate stakeholders for focus groups and
coordinating logistics.

5

Site Visit Team Leader
Roles and responsibilities of the team leader include:
1. Modeling and enforcing the code of conduct
• Site Visit Team Leaders should exhibit the highest professional standards and are
responsible for ensuring that their team does so, as well.
2. Coordination with the school
• Before the visit, the Site Visit Team Leader contacts the school to ensure that
documents are made available in a timely manner.
• The school is likely to have questions about the process. The team leader should
serve as the school’s contact person to address these questions.
• The team leader ensures that the school has secured adequate meeting space for
the team.
• The team leader ensures that lunch will be provided (at the team’s expense) each
day.
3. Coordination of materials and assignment of site visit team members
• Before the site visit, site visit team members are selected and provided with
materials (e.g., Site Visit Protocol, school documents) to review.
• Once the site visit schedule has been established, the team leader assigns team
members to conduct interviews.
4. Facilitation and management of logistics for the site visit days
• Once on site, the Site Visit Team Leader is responsible for facilitating all team
meetings.
• The team leader ensures that all interviews and focus groups are attended and go
smoothly and conducts a daily review of the interview schedule with school
leadership and the team.
5. Communication with the school while on site
• The Site Visit Team Leader is responsible for maintaining good channels of
communication with the school at all times.
• The team leader takes appropriate actions to follow up on any responses to the
team’s findings.
6. Reporting
• The Site Visit Team Leader writes and/or oversees the writing of the site visit report,
ensuring that the report contains sufficient evidence.
Site Visit Team Members
Success of the visit relies heavily on site visit team members’:
1. Adherence to the code of conduct
• Teacher interviews and focus groups are confidential. Any information reported to
the team will remain anonymous.
2. Preparation for the site visit
• Site Visit Team members review the Site Visit Protocol in its entirety. This is critical
because the protocol guides all activities while on site.
• Team members review documents and formulate questions for the initial team
meeting prior to arriving on site.
3. Collection of evidence
• Site Visit Team members complete the site visit schedule according to the protocol
and under the direction of the team leader.
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Team members secure their evidence in notes and provide all necessary data to the
team leader at each team meeting:
o Notes are completed and organized in a timely manner for end-of-day
meetings
o All notes are uploaded into Epicenter
Collaborating with others under the Site Visit Team Leader’s direction
• Team members support and take direction from their team leader. They recognize
that the team leader has to make executive decisions and trusts in his/her judgment.
• Team members actively participate in team meetings and support others’ efforts to
reach unified findings based on evidence.
Reporting
• Site Visit Team members provide feedback on the draft of the site visit report in
accordance with pre-established timelines, ensuring that the report contains
sufficient evidence.
•

4.

5.

School Site Visit Coordinator and School
To be an effective partner in the process, the school:
1. Assigns one person to serve as the School Site Visit Coordinator
• Serves as a liaison with the Site Visit Team Leader and the school community
• Responsible for building the site visit agenda, in conjunction with the Site Visit Team
Leader
2. Acts as an essential partner in the site visit process
• The school makes the purpose and process of the Site Visit Team Leader’s visit clear
to all faculty and staff.
• The school welcomes the Site Visit Team and recognizes its efforts on behalf of the
school and its students.
• The school works with the team to ensure that the visit runs smoothly.
• The school engages faculty and other stakeholders to reflect on the school’s
performance.
3. Designates a meeting room
• The Site Visit Team will need a meeting space during the day to hold focus groups.
4. Communicates with the Site Visit Team
• School leadership works collaboratively with the team leader prior to the site visit to
ensure that documents are provided in a timely manner and that school staff are
aware of the visit and its purposes (see Appendix A).
• School leadership works collaboratively with the team leader during the site visit to
provide any additional documents requested and to ensure the completion of
surveys, if applicable.
• School leadership maintains good communication with the team leader throughout
the process, honestly expressing concerns and feedback from staff.
5. Report feedback and review
• School leadership responds honestly and frankly to the site visit team’s developing
findings by stating the school’s position and making available additional evidence to
support its position, should it differ from other members of the team.
• School leadership completes a factual review of the draft site visit report and, in
accordance with pre-established timelines, provides factual feedback to the team
leader.
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Part III: Process
Site Visit Preparation
1. The Site Visit Team Leader (as determined by MCPSC) communicates with the school to
determine site visit dates and introduces school leadership to the Site Visit Protocol. MCPSC
conducts site visits between January and April. Once the school leader confirms the date of
the site visit, the school should relay that information to all relevant stakeholders and ensure
regular programming will take place. No testing, field trips, or other events outside of the
normal academic program should be conducted on the day(s) of the visit. Once the date has
been confirmed, MCPSC considers it finalized, barring an emergency.
2. The school leader will act as or designate someone to be the coordinator and liaison for the
visit. The School Site Visit Coordinator should be knowledgeable of the school’s schedule, be
able to communicate quickly with various stakeholders and work with colleagues to resolve
any scheduling issues. The Site Visit Team Leader works with the School Site Visit
Coordinator to begin establishing a specific schedule for the site visit. The Site Visit Team
Leader remains available to answer any questions and to work with the school to ensure the
documents needed for the site visit are available in a timely manner.
3. The Site Visit Team Leader creates a draft schedule of interviews, finalizes the schedule with
the school’s input and sends a copy of the schedule to the school and members of the team.
4. The school ensures that all preparation has been completed prior to the site visit (see
Appendix A). MCPSC will work with the School Site Visit Coordinator to ensure that key
documents submitted through Epicenter are complete approximately four weeks prior to
the visit
5. The Site Visit Team Leader sends a copy of the protocol, the schedule, interview questions,
and documents for pre-visit analysis to the other team members and MCPSC.
On-Site Review and Feedback
Time on site moves from a fixed structure designed to ensure good coverage of the school to a
more flexible schedule that allows the team to follow up on emerging trends and findings. Since it is
not possible to predict what will emerge from the evidence collected, the team requires some
flexibility. However, as a matter of courtesy and in the spirit of developing and maintaining a good
working relationship, the team leader works with the school to define as much of the schedule as
possible without restricting the team’s ability to pursue important evidence.
1. The Site Visit Team reviews documents and conducts interviews in accordance with the visit
schedule.
2. The Site Visit Team Leader keeps the school’s leadership informed of the team’s progress
throughout the visit, providing updates on the team’s findings as they develop. This ensures
that the school has every opportunity to present evidence to address the team’s questions.
3. The Site Visit Team will formulate consensus findings that respond to the key questions,
criteria, and indicators in the Site Visit Protocol. This is based on evidence provided to the
team during interviews and document reviews while on site.
4. At the end of the visit, a brief report of the Site Visit Team’s findings is presented verbally to
school leadership.

8

Sample Daily Site Visit Schedule
Below is a sample site visit schedule. Schedules will vary from school to school, depending on the
size of the school and the number of site visit team members. The team leader will work to
construct a daily schedule for the site visit, based on schedule documents and guidance provided by
school leadership. The site visit may be divided and take place over the course of two days.

Time

Action Item

7:30 – 8:00 a.m.
8:00 – 8:30 a.m.
8:30 – 9:00 a.m.
9:00 – 9:30 a.m.
9:30 – 10:00 a.m.
10:00 – 11:00 a.m.
11:00 – 11:30 a.m.
11:30 a.m. – 12:30 p.m.
12:30 – 1:00 p.m.
1:00 – 1:30 p.m.
1:30 – 2:00 p.m.
2:00 – 3:00 p.m.
3:00 – 4:00 p.m.
4:00 – 5:00 p.m.
5:00 – 7:00 p.m.

Site visit time arrives; morning meeting
Interview with school leadership
Parent focus group
Teacher focus group
Administration focus group
Director of Operations meeting/checklist review
Student focus group
Lunch on campus
Special Education/ELL staff focus group
Teacher focus group
Teacher focus group
Interview with school leadership
External Stakeholders focus group
Board of Directors focus group
Board of Directors regularly scheduled meeting

Focus Groups & Interviews
A number of focus groups and interviews must be scheduled for the day of the site visit. It is the
school’s responsibility to gather a representative group from each category through an open
invitation and to inform each participant of the time and place of the meeting. MCPSC expects that
each participant is present for the entirety of the meeting and is given complete freedom to speak
regarding their knowledge of and experience at the school, with no limits or repercussions imposed.
Interviews are with all members of a specific group. Interviews take place with the Governing Board,
School Leadership/Administration. Focus group are samples of the employees, students, parents or
community members. All members of the participant groups should be invited to participate. Focus
group composition should not include more than 10 individuals. The School Site Visit Coordinator
will assure that each focus group contains a representative sample of the participants. Individuals
may attend only one focus group session. If the number of parents, stakeholders and/or teachers
who volunteer to take part in the focus group greatly outnumber the available seats, the school
should contact the Commission to request additional members be added to a specific group or
additional focus group times be added to the schedule. Administrators, CMO, and board may not be
present at any meeting other than their specific group.
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Participants

Description

Governing Board

An interview with all members of the governing board.
Remember, a quorum of the board of trustees or any subcommittee of the
board falls within the scope of the Missouri Sunshine Law (Chapter 610 of
the Missouri State Statutes.) The school leader may not attend this meeting.
Administrators who are directly and primarily responsible for the academic
program and the operation of the school should attend this meeting. The
time reserved for wrap-up may be used to meet with these administrators to
clarify issues, concerns, or questions. Schools operated by a CMO may be
asked to include a representative as either part of the site visit or make them
available for a phone call with the team.

School
Leadership/Administration

Special Education/ELL
Administrator(s)

The school’s special education and ELL program administrators will be
interviewed. The time reserved for wrap-up may be used for supplemental
meetings with these administrators as needed to clarify issues, concerns, or
questions which arise during the course of the visit.

Special Education/ELL Staff

Special education teachers, interventionists, paraprofessionals, and ESL
teachers will be interviewed. The focus group should contain a
representative sample of staff in terms of their experience, years at the
school, and/or grade level served. Do not include teachers who are directly
responsible for supervising/evaluating other teachers.

General Education Teachers

All general education teachers should be offered the opportunity to
participate. The focus group should contain a representative sample of
teachers in terms of their experience, years at the school, subject, and/or
grade level. Do not include teachers who are directly responsible for
supervising/evaluating other teachers.

Students

Student focus groups (4th grade and above) should represent a variety of
ages, grade levels, and time spent at the school.

Families

This focus group should include parents or guardians whose children
represent a variety of grades, years spent at the school, and, if possible,
parents/guardians of students with diverse learning needs.

Student and Family Support
Services

This focus group should include student support services staff including but
not limited to: family support and outreach staff, guidance and counseling
staff, dean of students, social worker, school psychologist, nurse, a crisis
management team member, discipline coordinator, and/or community
services liaison, if applicable. Please do not include supervisors and
supervisees in the focus group together.

External Stakeholders
(optional)

This focus group should include external partners and community services
delivering services during the school day or in concern with out of school
time activities connected to the school’s mission.

10

Written Report
1. The Site Visit Team Leader or team member responsible for completing the written report
gathers all notes and other key evidence that have been collected by the team during the site
visit to use in drafting the report.
2. The writer develops a draft report that documents the evidence for the findings. This report
provides a written record of the findings reported to school leadership orally at the end of
the site visit.
3. Before it is sent to the school, all team members provide comments on the draft written
report according to pre-established timelines.
4. The school reviews the draft for factual errors.
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Part IV - Performance Criteria and Indicators
The following key questions guide the Site Visit Team’s work in the school. All evidence is collected in
response to these key questions.
Criteria 1: Faithfulness to Charter
•

Is the school faithful to its mission? Does it implement key design elements outlined in its
charter?
o

Operations are in alignment with its mission as stated in its charter.

o

All stakeholders share a common and consistent understanding of the school’s
mission and educational plan as outlined in the charter.

o

The school has fully implemented the educational plan in the approved charter.

•

Does the school meet its performance contract goals?

•

Does the school ensure program access and equity for all students eligible to attend the
school?

•

o

Student recruitment and retention plan includes and deploys deliberate, specific
strategies to ensure the ongoing provision of equity before, during, and after
enrollment.

o

If student populations are not comparable to district student populations, the school
eliminates barriers to program access.

o

Information regarding non-discriminatory enrollment practices and the availability of
specialized services are readily available to parents, students, and the general public.

Does the school provide public schools (district and charter) in the region with access to its
best/promising practices and/or innovation?

Criteria 2: Students’ Opportunities to Learn
•

Does the school consistently meet academic growth, proficiency, and college and career
readiness?
o

Performance standards articulated in the performance contract and/or Missouri
student performance standards.

o

Assessment systems are:

o

•



In place and aligned to curriculum.



Rigorous and scheduled.



Regularly used to impact student achievement.

Curriculum is:


Aligned to Missouri Learning Standards.



Reviewed and revised regularly to ensure quality and effectiveness.



Aligned vertically between grades and horizontally across classrooms at the
same grade level.

Does the school identify and support students with a full range of needs?
o

The school has formalized structures for identifying students needing additional
support and systematically monitors student progress and program effectiveness.

o

The school’s intervention system allows students to move along a continuum of

12

services and change placements according to identified progress or needs.
o

•

Does the school have a safe, supportive learning environment that reflects high expectations
for all students?
o

•

The school provides appropriate supports for students with special needs,
particularly those students identified with disabilities and those with limited English
proficiency.

The school holds high expectations for academic learning.

o

The school provides a safe and orderly learning environment that supports
fulfillment of the educational goals.

o

The school provides opportunities for students to form positive relationships with
peers and adults in the school.

Does the school provide a respectful learning environment that engages families?
o

The school includes parents/guardians in cultivating a culture of high expectations
for students’ learning and their consistent support of students’ efforts.

o

The school provides opportunities for families to engage with the school.

o

Educators communicate with parents/guardians about instructional programs and
students’ academic progress.

Criteria 3: Instructional Leadership
•

Does the school design professional development and collaborative systems to sustain a
focus on instructional improvement?
o

Professional development (PD) is designed to address school priorities, school
improvement goals, and/or identified areas of need.

o

Professional development is active, intensive, and sustained.

o

Educators collaborate regularly to learn about effective instruction and students’
academic performance.

o

Trained mentors provide beginning teachers with sustained, job-embedded
instruction.

o

•

Does the school’s culture indicate high levels of collective responsibility, trust, and efficacy?
o

Educators’ mindsets and beliefs shared commitments to students’ learning.

o

School leaders create conditions that support educators’ learning culture.

o

School leaders establish a vision aligned to students’ long-term success and set clear
goals to meet that vision.

o

School leaders ensure that the school has a coherent, comprehensive, and aligned
curriculum.

o

School leaders ensure that teachers deliver high-quality instruction.

o

•

•

Professional development is evaluated.

The school reflects a safe, trustworthy and growth-oriented professional climate.

Do school leaders guide and participate with instructional staff in the central processes of
improving teaching and learning?

o

School leaders provide conditions that support school-wide data culture.

Are there clearly defined and delineated roles including but not limited to staff and
administration, administration and governance, parent and administration? Are these roles
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understood by all stakeholders?
Criteria 4: Organizational Viability
•

Does the school maintain a sound and sustainable financial condition and operate in a
financially sound and publicly accountable manner?
o

o

The school demonstrates financial stability.

o

The school has implemented systems and procedures to ensure sound financial
management practices.

o

•

•

•

The school demonstrates near-term financial health.
The school has sound financial management practices.

Does the school have effective operational systems and structures in place?
o

The school’s operations support the smooth running of its program, via strong
systems for maintaining compliance.

o

The school has implemented plans and systems that ensure effective and efficient
operations.

o

If applicable, the Network provides valuable and effective operational support.

o

The school successfully supports student recruitment efforts and effectively builds
community relationships that marshal support for its work.

o

The facilities meet the needs of schools and are financially viable.

o

The Board provides strong oversight over the effectiveness of the academic
program.

o

The Board provides strong financial oversight.

Do members of the governing board act as public agents authorized by the Missouri State
Board of Education and provide competent and appropriate governance to ensure the
success and sustainability of the school?

o

The Board ensures legal compliance and public disclosure.

o

The Board maintains effective governance practices (rather than management) to
ensure organizational viability, including the systematic selection and oversight of
the school leaders.

o

The board engages in strategic and continuous improvement planning by setting and
regularly monitoring progress relative to goals/priorities that are aligned with the
school’s mission, vision and core values, including but not limited to:


Strategic planning



Process, procedures, and implementation of self-evaluation.



Recruiting, selecting, and training members with needed skills and expertise.



Process, procedures, and implementation of charter management
organization (CMO) evaluation, if applicable.



Succession planning for board and school leadership.

Does the school compile a record of compliance with the terms of its charter and applicable
state and federal laws and regulations?
o

o

o

The school maintains a 3% fund balance.
The school completes an annual audit.
The school supplies DESE with the Annual Secretary of the Board report (ASBR).
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•

o

The school makes available to the public financial and audit reports, including
posting to the school’s website.

o

Board members are active and engaged in fulfilling their legal responsibilities and
obligations to the school including, but not limited to:


Following Sunshine Laws.



Following the board’s bylaws and policies.

If applicable, does the CMO provides competent and appropriate management of the
school?
o

The board ensures a contract with the CMO is appropriately executed.

o

There is an appropriate working relationship between governing board, school
leadership of the school, and the CMO.

o

The board conducts an evaluation of CMO personnel on site.

o

Staff, external partners, and parents clearly understand the role and responsibilities
and relationship of the board, school leaders, and the CMO.
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